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Despite the frequent incidence of corporate turnaround and over two decades of
research effort, our understanding of the phenomenon is very incomplete. A review of
forty-seven studies of turnaround reveals two main reasons for this state of affairs. First-
ly, problems with research design: the phenomenon has been poorly defined resulting in
unrepresentative cases being selected for analysis; many important research questions
have either been ignored or asked too infrequently resulting in explanations that are sim-
plistic; and, the validity of the findings of qualitative studies is limited due, on the whole,
to poor methodological execution. Secondly, investigations have largely been ad hoc in
that they have either proceeded without a priori theoretical guidance or have failed to
relate findings to extant theory ex post. Recommendations for future research based on
stronger research designs and stronger theory are advanced in the hope that rapid
advancement will ensue.

INTRODUCTION

Writing nearly two decades after the appearance of the first published

journal article on corporate turnaround, Winn (1993, p. 48), emphasis-

ing « inconclusive results », stated:

« while companies facing near-bankruptcy, market losses, or substan-

dard performance are increasing in frequency, strategy researchers

have provided little help for the managers charged with turning around

deteriorating performance. »

Similarly, Arogyaswamy, Barker and Yasai-Ardekani (1995, p. 493)

comment:

« there are many unanswered questions about what characteristics set

turnaround firms apart from firms which continue to decline and even-

tually fail. »

This paper argues that two main reasons account for these inconclu-

sive results. Firstly, most studies suffer from research design? prob- 1. Research design is defined here in the

lems which have resulted in weak findings. Secondly, investigations  terms of Easterby-Smith, Thorpe, and

have largely been ad hoc in that they have either proceeded without a ~ -0oWe (1991, p. 21): « the overall configu-
. . . . . ration of a piece of research: what kind of

priori theoretical gwda.nce or have .falled to rglate findings to .extant evidence is gathered from where, and how

theory ex post. Accordingly, the subject has failed to fully benefit from  gcn evidenceis interpreted in order to

relevant, potentially productive, extant theory. The argument is struc-  provide good answers to the basic research

tured as follows. The next section broadly defines the phenomenon  question[s]. »

and establishes its importance by reporting estimates of its incidence.

Next, the research designs of existing studies are analysed along three

interdependent dimensions: the various definitions of corporate
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turnaround that have been used; basic research questions that have
been posed; and, the various methodologies that have been employed
to provide answers to these questions. Recommendations for future
research are drawn and stated as they arise and pulled together at the
end of the section to specify the types of research design that future
studies could pursue. The penultimate section demonstrates the virtu-
al absence of theory-based studies and proceeds to outline some cur-
rent relevant theoretical ideas on the sources of competitive advantage
and the nature of organisational survival that could usefully inform
future research efforts. A final section concludes.

PROBLEM DEFINITION AND IMPORTANCE

A corporate turnaround may be defined simply as the recovery of a
firm's economic performance following an existence-threatening
decline. The decline may occur over several years although there are
situations when extraordinary events occurring over a shorter period of
time can place a firm in peril. A successful recovery, in its most sub-
dued form, may involve mere survival with economic performance only
just acceptable to the firm’'s various stakeholders. On the other hand,
in its most positive form, the recovery may lead to the firm achieving
sustainable, superior competitive positions in its chosen areas of activ-
ity.

How prevalent is the phenomenon? Five studies have attempted to
answer this question. Schendel, Patton and Riggs (1976) scanned
Standard and Poor’s Compustat database over the period 1952-71
and found that of the 1,800 firms included, 666 (37%) suffered at least
one four-year period of uninterrupted decline in net income normalised
by Gross National Product (GNP) growth (that is, if growth in net
income was less than GNP growth, the firm was defined to be in
decline). Of these, only 68 (10%) recovered according to the authors’
criteria: four years of increase in GNP normalised net income with
allowance for a two year deviation between downturn and upturn phas-
es. In a later study, Bibeault (1982) examined the corporate records of
the 4,090 listed companies (representing 70% of the corporate assets
and 90% of the net profits of US industry) of the New York Stock
Exchange, the American Stock Exchange, and the NASDAQ/Over-
the-Counter exchange over the period 1967-76. He identified 1,094
(approximately 27%) companies which had either suffered sustained
losses in net income or a severe earnings decline (defined as greater
than or equal to 80%). Of these firms, only 369 (approximately 33%)
experienced a turnaround in terms of net earnings during the same
period. In other words, approximately 66 % failed to recover. In the
third study attempting to estimate the incidence of turnaround, Ham-
brick and Schecter (1983) surveyed the Profit Impact of Market Strat-
egy (PIMS) database which contained information on 200 corporations
and 2,000 business units. They focused on mature industrial product
businesses and identified 770. Of these, 260 (33%) were classified as
low performers and of these, only 53 (20%) successfully recovered; in



other words, 80% failed to recover according to their criteria. Slatter’s
(1984) analysis of publicly quoted companies in the UK over the peri-
od 1961-76 revealed that approximately 20% of the 2,100 firms in his
sample were in need of turnaround. What is perhaps more significant
is that, on average, only one in four of the firms that suffered declining
performance for at least three successive years actually managed to
recover. The remaining firms either became insolvent, or more com-
monly, were acquired. Finally, Chowdhury and Lang’s (1996) analysis
of US small firm (less than 500 employees) turnarounds in four 4-digit
SIC industrial classifications over the period 1984-87 revealed that 153
(8%) of the 1,918 publicly traded small firms on the Dialog Information
Services’ Disclosure database were in need of turnaround according
to their criteria (i.e., they were, on average, over a two year period,
earning less than the opportunity cost of capital). Of these, only 27
(17.6%) recovered (i.e., average ROI over the subsequent two year
period equal to or greater than opportunity cost of capital).

On the basis of the studies that have attempted to establish the empir-
ical importance of corporate turnaround, two conclusions may be
drawn: firstly, the incidence of turnaround situations is significant; and
secondly, of those firms suffering significant and/or sustained declining
performance, a greater number proceed to fail rather than recover. It
seems reasonable to assert that a better understanding of turnaround
could lead to a greater number of declining firms successfully recover-
ing and it is on this basis that this paper proceeds.

REVIEW OF RESEARCH DESIGNS

THE EXTANT LITERATURE

The first task was to identify the literature on corporate turnaround that
would be included in the review. In order to restrict the sample to the
most developed pieces, two criteria for inclusion were employed: (a)
the study should be empirically-based (i.e., based on collected data or
personal experience); and, (b) the study’s findings should have been
published in book-form or as an article in an academic or practitioner-
oriented journal.

The scanning of the bibliographic database ABI/Inform (which contains
abstracts and indexes from 900 business journals and dates back to
1971) using the key words “turnaround,” “turnaround management,”
“recovery,” “crisis,” “organisational decline” and “declining perfor-
mance” yielded a number of publications that met the two criteria for
inclusion. A study of the references contained within these works yield-
ed further relevant publications. A total of forty-seven studies were
identified (see Appendix 1). The first appeared in 1976 and the most
recent (at time of sampling) in 1996. The research designs of each of
these studies were decomposed into three dimensions: definitions of
corporate turnaround; basic research questions; and, methodology.
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DEFINITIONS OF CORPORATE TURNAROUND

Logically, any definition of turnaround should address two issues: the
definition and measurement of performance; and, the definition of a
turnaround cycle, that is, a period of poor performance (the decline
phase) followed by a recovery in performance (the recovery phase).
Many studies define performance in terms of profitability alone. Seven
(Schendel and Patton, 1976; Schendel et al., 1976; Hamermesh,
1977; Bibeault, 1982; Slatter, 1984; O’Neill, 1986b; and Thain and
Goldthorpe, 1989a, 1989b) use nominal pre-tax profit (of these, only
Slatter converts nominal pre-tax profit into real pre-tax profit) and five
(Graham and Richards, 1979; Hambrick and Schecter, 1983; Pant,
1991; Chakraborty and Dixit, 1992; and Chowdhury and Lang, 1996)
use profitability indicating accounting ratios (either return on total
assets [ROA] or return on investment [ROI]).

However, defining turnarounds on the basis of profitability alone is
problematic. Baden-Fuller and Stopford (1992) demonstrate that a
gradual loss of competitiveness is often not reflected as a gradual
deterioration in profitability. Rather, profitability may decline very slow-
ly at first and then suddenly plummet (see Figure 1). Similarly, there
may be a time lag between improvements in competitiveness and sub-
sequent profit improvement. Baden-Fuller and Stopford explain the
decline lag as the result of top management’s small-scale and partial
response to the initial, admittedly weak, signs of impending failure. For
researchers, the problem is exacerbated by the tendency of manage-
rial manipulation of accounting-based measures of profitability (“win-
dow dressing”) in declining performance contexts (Griffiths, 1992).

High profits
Strong competitiveness

R \ P Time
~
Q~~~
’~.~ Profits
Q..
Competitiveness
Losses v

Poor competitiveness

Figure 1. Behaviour of Profits with Falling Competitiveness
(Baden-Fuller and Stopford, 1992, p. 124)
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A further related point on time lags can be made with respect to the

firm that is successful in that its market capitalisation is rising rapidly

but, at the same time, it is making losses. This situation can arise when

investors believe the company to be viable and expect profits in the

longer term2. Clearly, in such cases, assessment of turnaround per- 2. Which can be very long in new and/or
formance based on current profitability alone would be misguided. high technology areas, where considerable
Just as the management of firms in decline need to pick up signals of Igiﬁgﬂgﬁi‘;‘;’gﬂgiﬁ:ﬁﬁe
decline from many sources, turnaround res_earche_zrs _need touse mea- | e bookseller Amazon.com which,
sures for sample selection based on a variety of indicators. despite heavy losses, has enjoyed a trend
Going part of the way to address this problem, a number of studies use  of rising market capitalisation.
multiple accounting-based indicators of performance. Thiétart (1988)

uses ROI and market share; and Barker and Mone (1994) and Rob-

bins and Pearce (1992) use ROI and return on sales (ROS). Grinyer,

Mayes and McKiernan (1990) take the most comprehensive stance by

employing multiple criteria which relate to key stakeholders in the firm.

However, with these studies, the problems of performance/indicator

lags and accounting manipulation referred to remain. Ideally, a trian-

gulated approach that uses non-accounting based indicators to cor-

roborate accounting based indicators is desirable.

Two studies use human judgement to supplement accounting-based

definitions of bad or good performance. Zimmerman (1989) requires a

consensus among stakeholders (investors, board members and man-

agers) and Robbins and Pearce (1992) require agreement from one of

the firm’s executives that a turnaround had occurred. This approach

does have the advantage of capturing the ability of expert witnesses to

take contextual variation into account and this could be considered

particularly valuable given the heterogeneity of turnaround cases

(Schendel et al., 1976). Of course, a weakness of using judgement

alone is that it has the potential to be highly subjective.

Moving on to the second definitional issue, turnaround cycles, Schen-

del et al. (1976) distinguish between temporary declines in perfor-

mance, which are considered to be normal, and more permanent and

damaging declines. The latter type is benchmarked against time and

GNP growth. Specifically, a downturn phase is defined as four years of

uninterrupted decline in net income as normalised by GNP growth.

That is, if growth in net income is less than growth in GNP for four con-

secutive years, the firm is in need of a turnaround. Recovery or suc-

cessful turnaround is defined as four years of increase in GNP nor-

malised net income with allowance for a two year deviation between

the downturn and upturn phase. Schendel and Patton (1976) employ

a similar definition except that they fit a regression line to the downturn

and upturn performance data to allow for slight deviations from the

trend.

The main problem with this approach is that it fails to discriminate

between genuine and contrived turnaround cases. Firstly, the bench-

mark is flawed. Consider, for example, a firm that is performing better

than its competitors but is also operating in a difficult business envi-

ronment at a time when the general economy is booming. In this case,

the firm, although an above average performer amongst its peers, may

be earning returns below GNP growth and so, according to Schendel
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et al. (1976) and Schendel and Patton’s (1976) criteria, would be
defined as poor performer in need of turnaround. Equally, the opposite
case would hold with relatively poor performing firms earning returns
greater than GNP growth not being selected as turnaround candidates.
Secondly, performance relative to the benchmark is not specified fine-
ly enough. Firms with performance slightly below or above GNP
growth would be included together with firms with performance that is
significantly below and above GNP growth.

A number of studies provide more satisfactory benchmarks and spec-
ifications. O'Neill (1986b) opts for industry average net income as a
benchmark and defines turnaround as a situation in which three years
decline in net income relative to industry average is followed by at least
two out of the following three years when net income is greater than
the industry average. Similarly, for Pant (1991), if a firm’'s ROA is in the
bottom 25% of its primary industry for two consecutive years (t = 1 and
t = 2) it is defined as a poor performer. Following a four year interval
period (t = 3-6) if the firm's ROA is in the top 25% of the industry for
two consecutive years (t = 7 and t = 8) then it is defined as a successful
turnaround case. If, however, it remains in the bottom 25% for t = 7 and
t = 8, then it is defined as an unsuccessful turnaround case.
However, even these approaches are problematic as the use of indus-
try average performance as a benchmark is highly controversial. The
implicit assumption is that firm performance is largely a function of
industry characteristics rather than industry performance being largely
a function of the abilities of the firms that constitute it. Accordingly, a
firm earning low returns in an industry composed of low performing
firms may not be considered a turnaround candidate whilst a firm earn-
ing the same returns in an industry composed of high performing firms
may be. This “industry matters most” school of thought has its roots in
the work of Bain (1951) who observed that some industries were more
profitable than others and proceeded to argue that it was the charac-
teristics of the industry that caused the profitability of incumbent firms.
More recently arguments along these lines have been put by Porter
(1980) and Scherer and Ross (1990). However, a growing body of evi-
dence suggests that the importance of industry membership has been
overstated. Schmalensee’s (1985) cross-sectional study of the perfor-
mance of firms in a wide range of US industries concludes that indus-
try membership accounts for only 14% of the profit variance across
firms. Rumelt (1991), combining cross-sectional and time-series meth-
ods, goes further to demonstrate that industry effects account for only
8.3% of profit variance across business units. Conversely, firm specif-
ic effects (business unit and corporate effects combined) account for
47.2 % of profit variance. Accordingly, industry membership has, at
best, a small causal effect on firm profitability. If the average profitabil-
ity of an industry is high or low, this is largely due to the characteristics
of incumbent firms and not the characteristics of the industry to which
they belong.

The implication is that defining declining performance and turnaround
success relative to average industry performance is unsatisfactory.
Poor or good performance is largely a function of what goes on inside



firms and so should be gauged relative to benchmarks of poor or good
performance generally. Hambrick and Schecter (1983) adopt just such
an approach by using the opportunity cost of capital as a benchmark.
They define a downturn phase as pre-tax ROI less than 10% for two
successive years. This equates with an after tax ROI of approximately
5% which is less than the cost of capital during the period of the study.
As for recovery:

« ‘'success’ was defined as a business that achieved an average end-
ing ROI (years three and four) of at least 20 per cent... An unsuc-
cessful turnaround was a business whose ending ROI was still less
than 10 per cent. » (Hambrick and Schecter, 1983, p. 238.)

Similarly, Chowdhury and Lang (1996) define a downturn phase as
average pre-tax ROI less than 10% for two successive years (there-
fore, after tax ROI equals 5% which is less than the cost of capital dur-
ing the period of the study) the upturn phase as average pre-tax ROI
greater than or equal to 10% over a two year period (accordingly, post-
tax ROl is at least 5%).

RECOMMENDATIONS

It seems that much research has proceeded on the basis of research
samples consisting of many unrepresentative cases. It is no wonder
then that progress has been slow. A recommendation for the future is
that samples should consist of cases that fit a generally agreed con-
ceptualisation of what a turnaround is. The suggestion here is that
turnaround candidates are firms who’s very existence is threatened
unless radical action is taken and successful recovery cases demon-
strate improved and sustainable environmental adaptation.

Time lags between competitiveness and profitability mean that identi-
fying cases of turnaround on the basis of profitability alone is unac-
ceptable. Even the use of multiple accounting measures, although a
step in the right direction, is flawed due to the possibility of accounting
manipulation in declining performance contexts. A triangulated
approach that looks for consensus among accounting-based indica-
tors and expert opinion seems to be the best way forward. In addition,
measures of decline and recovery need to be gauged relative to appro-
priate benchmarks. Ties with the performance of the economy as a
whole (GNP) or with industry average performance are flawed.
Rather, generally accepted benchmarks are the best way forward and
a good example is the use of the opportunity cost of capital.

BASIC RESEARCH QUESTIONS

Given the time-based nature of the phenomenon it seems natural to
categorise and analyse basic research questions using a time-based
analytical framework such as the content, context, and process frame-
work proposed by Pettigrew (Pettigrew, 1987, 1990, 1992):

« broadly speaking, the ‘what’ of change is encapsulated under the
label content, much of the ‘why’ of change is derived from an analysis
of inner and outer context, and the ‘how’ of change can be understood
from an analysis of process. » (Pettigrew, 1987, p. 5.)
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He continues:

« Unstated but central to the mode of analysis implied [...] is the need
to explore content, context and process linkages through time. » (Pet-
tigrew, 1987, p. 6. Emphasis added.)

Pettigrew (1990) maintains that much research on organisational
change has concentrated on content/outer context issues whilst
research examining inner context and process issues has been rare.
Research addressing all three categories of analysis simultaneously
has been even rarer. A similar situation holds for research on
turnaround. Fourteen (30%) of the forty-seven studies (Schendel et al.,
1976; Hofer, 1980; Bibeault, 1982; Taylor, 1982/3; Hambrick and
Schecter, 1983; Slatter, 1984; Melin, 1985; O’Neill, 1986b; Thiétart,
1988; Thain and Goldthorpe, 1989b; Ketelhohn, Jarillo, and Kubes,
1991; Brege and Brandes, 1993; Chowdhury and Lang, 1996; and
Martin and Riddell, 1996) question the content of turnaround strate-
gies. A typical example is:

« In general, which strategic moves are associated with turnaround
success? [...] Are there any combinations of strategic moves, that is,
strategies, that are especially common routes back to profitability? »
(Hambrick and Schecter, 1983, p. 231.)

Of questions relating to turnaround context, ten (21%) studies (Schen-
del et al., 1976; Bibeault, 1982; Slatter, 1984; Thain and Goldthorpe,
1989a; Grinyer et al., 1990; Gopal, 1991; Chakraborty and Dixit, 1992;
Robbins and Pearce, 1992; Brege and Brandes, 1993; and Martin and
Riddell, 1996) focus on the causes of declining performance. Typical
statements are:

« Before we can start to talk sensibly about turnaround strategies, we
need to have a good understanding of just how and why firms find
themselves in a crisis situation. » (Slatter, 1984, p. 24.)

« Just as a competent medical practitioner needs to understand the
causes of disease, a competent turnaround manager must understand
the causes of decline. » (Thain and Goldthorpe, 1989a, p. 59.)

Only seven (15%) studies (Bibeault, 1982; Slatter, 1984; Stopford and
Baden-Fuller, 1990; Chakraborty and Dixit, 1992; Brege and Brandes,
1993; Armenakis and Fredenberger, 1995; and Martin and Riddell,
1996) tackle questions relating to the process of turnaround in depth.
Most attention has been directed towards the identification of the char-
acteristics of successful turnaround managers, although three studies
(Bibeault, 1982; Slatter, 1984; and Stopford and Baden-Fuller, 1990)
go further to detail common paths or stages toward successful recov-
ery, and two studies (Slatter, 1984; and Stopford and Baden-Fuller,
1990) examine senior management mindsets that lead to and prolong
crisis situations.

RECOMMENDATIONS

In general, it is clear that many important questions have either been
ignored completely or asked too infrequently. It seems that simple
questions focusing on easily available and measurable data have been
asked most often whilst more complex questions requiring difficult to
obtain and messy data have been avoided. Thus, questions relating to



the content of turnaround strategies are reasonably frequent, whilst
those relating to the context and process of turnaround are rare.

With respect to context, the causes of decline as a factor shaping
appropriate recovery actions has been explored reasonably thorough-
ly and, in general, recovery actions that tackle the cause(s) of decline
have been found to be more successful than those that do not. Other
contextual variables have been relatively neglected by the field as a
whole although certain studies point to their potential significance.
Hofer (1980) focuses on the severity of the crisis, as a contextual fac-
tor determining the appropriateness of certain recovery actions. He
finds that in situations where the crisis facing the firm is not severe,
small changes such as cost pruning can effect recovery. However,
when the crisis facing the firm is more severe, more dramatic changes
such as asset reduction or market reorientation are required. He eluci-
dates his findings by means of a break-even diagram which is depict-
ed in adapted form in Figure 2.

Cost Reduction Activities Capacity
e A + Revenue Increasing | : Total
! 1
o Reven
Activities X ! |~ Revenues
! 1
* Asset : | Total
Reduction|s . f Costs
Activities |, !
: X
1 1
: , Break-even
Fixed : E point .
costs ' ' .
1 1 f
A B C D Output

Figure 2. The Relationship Between the Severity
of the Crisis and Appropriate Recovery Actions
(adapted from Hofer, 1980, p. 27)

If the firm is operating in any of the corridors A, B or C it is in need of
a recovery strategy in order to get to corridor D where returns at least
cover the opportunity cost of capital®. Cost reduction activities are
appropriate if the firm is operating in corridors A, B or C. If the firm is
operating in corridors A or B then revenue increasing activities are
required in addition to cost reduction activities. Finally, if the firm is
operating in corridor A, asset reduction activities are required in addi-
tion to revenue increasing and cost reduction activities.

A third contextual factor, the attitude of stakeholders, is addressed by
Slatter (1984). He argues that stakeholders can influence recovery
strategies in two ways: firstly they can stipulate which actions can be
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pursued and in what priority; and, secondly, they can rule out certain
actions and modes of implementation. In most recovery cases, the
firm’'s banks are important stakeholders that influence recovery
actions. Other stakeholders of importance include trade unions (which
could oppose recovery actions such as reducing costs through redun-
dancies) and government.

Unlike research on organisational change in general, research on
turnaround has neglected the firm’s outer context. Earlier, the findings
of Schmalensee (1985) and Rumelt (1991) were reported to support
the argument that industry effects account for only a small proportion
of profit variation among firms in general. However, although the
effects are smaller than first thought, they are still significant (between
8.3 and 14%) and so it is surprising that only a few studies have sys-
tematically researched the relationships between industry characteris-
tics and appropriate recovery actions. Of these studies, Pant (1991) is
the most comprehensive and rigorous. Slatter (1984) examines differ-
ent recovery actions according to industry stage finding, for example,
that successful recovery actions in mature environments are different
from those in fast growth environments.

Extending the firm’s outer context, the impact of the macroeconomic
environment on recovery content and process has also been neglect-
ed with only two studies addressing the issue. Changes in the macroe-
conomic environment, over which the firm has no direct control, con-
tribute to recovery in 16% of the successful recoveries in Bibeault's
(1982) sample and about one-third of successful recoveries in Slatter's
(1984) sample. In particular, cyclical upswings, improved commodity
prices, and favourable exchange rate movements are cited.

Finally, Slatter (1984) is the only study to explicitly identify the firm’s
historical strategy as a contextual factor. Actions taken in the past are
found to constrain or facilitate certain recovery actions and so consti-
tute important contextual elements shaping the content and process of
appropriate recovery strategies.

In summary, in addition to the causes of decline, four categories of
potentially influential contextual factors have been identified: the
severity of the crisis; the attitude of the stakeholders; the firm’s outer
context (industry characteristics and the macroeconomic environ-
ment); and, the firm’s historical strategy. Many, if not all, of these con-
textual factors could play an important role in any explanation of the
turnaround phenomenon and so should be addressed in future
research.

With respect to process, the characteristics of successful turnaround
managers has been explored most. Other process questions have
been neglected by the field as a whole although, as with the discus-
sion of context above, certain studies point to their potential signifi-
cance.

The characteristics or mindsets of senior management that lead to or
prolong crisis situations is an issue that has received scant attention.
This is unfortunate as senior management are not only the change-
facilitators that, when successful, transform the organisation (Guth and
Ginsberg, 1990) but are also the change-inhibitors that lead the organ-



isation into crisis (Grinyer and Spender, 1979a, 1979b) in the first
place. Slatter (1984, p. 61) states:

« The forces causing decline are present, to some degree, in all firms.
Why is it, therefore, that some firms are able to cope successfully with
the problems they face while others end up in a turnaround situation? »
He proceeds to outline a four stage model of crisis development: crisis
denial, when senior management overlook the signals of failure; hid-
den crisis, when the crisis is explained away in the belief that it will dis-
appear and so no action is taken in response; organisational disinte-
gration, when some action is taken but the need for radical change is
underestimated; and organisational collapse, characterised by the
inability to take action. This final stage is followed either by failure or
successful recovery usually lead by a new management team. On the
basis that prevention is better than cure, further research effort into this
important area is recommended.

The identification of common triggers that begin the recovery process
is another interesting area that only a few studies have addressed.
Schendel and Patton (1976, p. 237) find that performance deterioration
beyond a certain level is necessary before radical change is triggered:
« During the decline phase the rate of profit margin decline for
turnaround firms is more than twice as great as for stagnating firms.
This large decrease suggests a severe performance failure is first nec-
essary to motivate turnaround action. »

Taylor’s research provides some rationale for this:

« Necessity is the mother of invention. It often requires a crisis to stim-
ulate new initiatives, and to persuade boards of directors to take radi-
cal measures and to accept new approaches which they would not
normally be prepared to consider. To quote Dr Johnson: “When a man
knows he is to be hanged in a fortnight, it concentrates the mind won-
derfully.” » (Taylor, 1982/3, p. 13.)

Grinyer et al. (1990) focus not on the level of performance deteriora-
tion required to trigger change but on the form of the trigger. Table 1
summarises their findings.

Table 1. Triggers for Change

% of firms citing this factor

Intervention from external bodies 30
Change of ownership or the threat of such a change 25
New chief executive 55
Recognition by management of problems 35
Perception by management of new opportunities 10

adapted from Grinyer, Mayes, and McKiernan (1990, p. 120).

A third interesting process issue that has been generally neglected is
the identification of a general sequence of successful recovery actions.
Bibeault (1982), Slatter (1984) and Stopford and Baden-Fuller (1990)
are exceptions. All three studies find that successful recoveries tend to
follow a path of top management change, simplification through
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refers here to any kind of research that
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rather that, if it is, the analysisis qualita-
tive. This analysis essentially produces a
story and not a set of statistics.
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retrenchment and, growth built on new-built capabilities. This area is
potentially the most fruitful for practising managers faced with turning
around an organisation and deserves more attention in future
research. Table 2 summarises the discussion of basic research
questions thus far.

Table 2. Summary of Basic Research Questions

Frequently addressed Largely ignored

Content ~ What actions are successful and —
unsuccessful turnaround strategies
composed of?

Context What are the causes of decline? How are appropriate recovery
actions shaped by the:
— severity of the crisis facing the firm?
— attitude of stakeholders?
— firm’s outer context?
— firm’s historical strategy?

Process What are the characteristics of What senior management mind-
successful turnaround managers? sets lead to and prolong crisis situ-
ations?

What are are the triggers that
begin the recovery process?
Is there a general sequence of
successful recovery actions?

In this sub-section, important turnaround context and process lines of
inquiry that have been ignored by the literature as a whole have been
identified by highlighting studies that have exceptionally pursued them.
A central issue that the body of literature as a whole has failed to prop-
erly address is the identification and testing of links between the con-
tent of turnaround strategies, the context in which they occur, and the
process by which they are implemented. Such effort, if well executed,
could lead to richer explanations of the phenomenon. Pettigrew states
(1987, p. 6):

« In my view, theoretically sound and practically useful research on
strategic change should involve the continuous interplay among ideas
about the context, the process and the content of change, together
with skill in regulating the relations among the three. »

RESEARCH METHODOLOGIES

A wide variety of research methodologies have been employed
although only a few studies elucidate in formal terms the key aspects.
Accordingly, much of what is presented in Tables 3, 4 and 5 is
deduced rather than reproduced. Five dimensions are tabulated:

— unit of analysis. E.g., corporation, division, strategic business unit
(SBU), manager, or consultant;

— sample characteristics. E.g., sample size, successful and unsuc-
cessful turnarounds (mixed) or just successful turnarounds (T/A);

— time period of analysis;

— data source(s). E.g., interview, questionnaire, participant observa-
tion, public archives, database, anecdotal.

— methodology. Quantitative, qualitative4, combination.



M@n@gement, Vol. 3, No. 2, 2000, 31-56

punoJseuin} = \V/1, |

suoneliodiod

(G66T) 19b61aquapai

aAneNend [eloposuy S066T punoJeuin) a|qeIoN uonelodiod pue sijeuswy
s108/0.d Bunnsuod (T66T) sagny pue
aAneNend V4N 100yds ssauisng AN S086T swuyy ueadoing uonelodiod ‘ojjer ‘uyoyjeley
anneyend [el0posuy — — — (686T) UBWAM
SaIpNIS 8sed OOE JO MaIA3I slabeuew punoJteuln)
‘s9|onte 009 JO malnal ‘siabeuew ‘salpn)s ased
aAneNend punoJseuini 08 Yum SMmalnIaiu| — — “1098[gns uo ainyelal] (686T) 1219y0S
anirenend saAlyaose Auedwod/elopasuy 88-786T V/L ‘wy el N T uonesodiod (686T) @soyd
(686T) yeys pue
anielend — — — — ueuysiewey
anielend M3IAIBU| 68-986T Jadxa punoJeuin] Jusuiwa T [enpiaipu| (686T1) Ileusrien
1V/1 ‘uonelodiod
aneyend 03D punoseuIN YIM M3IAISIU]| 88-286T ainsia| S abue| T uoneiodiod (886T) Hayolay
anenend [el0pdauy — — — (886T) olwid Ia
aAnelend [elopoaue ‘adusiiadxa [euoslad G8-2/6T — — (286T) Asunymn
urelg yealo u
aAnelend [elopoauy — swy Bumoeynuep uonelodio) (286T) ouelpoN
SISAUIUAS pue MalAal
ainjesal| :aAneNEend ainyelall| 0U09 Juswabeuep — — — (286T) maunig
anelend [eloposuy — — — (€/286T) 1ojkeL
slabeuew punoteuln)
aAnelend [elopoauy — — M3} ® JO saouauadxg (086T) Mo1way
ABojopoyloN $92In0S Bleg  polad sansualorIeyd SIsAleuy Jo 1uUN sioyiny
awl] a|dwes

SaIPNIS [el0poauY *E dlgel

43



M@n@gement, Vol. 3, No. 2, 2000, 31-56

punoJeuin) = \V/1, |

(s1s811
aleleAlun pue sisAjeue ajyoid

aseqelep aInso|d

. /L uougeT
V/1 /¢ :paxiWl 'sasse|d J|S bul
-Inoejnuew 16Ip 1IN0y 7 Ul Swilj

Amm@c Buer
pue

‘uoissaibal ansiBoj) anemuend -sIqg S,221A19S uonewuoju| boreig /8-786T SN [rews paped Aplgnd 6T uonelodio) Inypmoyd
V/L (v66T)
annemuend (reysndwo)) sanyase algnd G8-9/6T ‘swuiy 1onpoud |iw 8jIxal SN < uonesodio) BUO pue Jayleg
SaAlyaIe V/L (z66T) @21B9d
aAneluend Auedwooyoignd ‘aireuuonsand G8-9/6T ‘swiy 1onpoud Jiw 91nxal SN Z€ uonelodio) pue ‘suiqgoy
(san V/L Uou €/ ‘Y/L 9 :paxiw
-sels aeleAlNWw) aAneuend) (yeisndwo)) sanlyase dlgnd 28-0/6T ‘swiiy Buunioeinuew s /€T uonelodio) (166T) Jued
saireuuon
uoireuIquwo)d -sanb ‘smainislul ‘sanlyase dlignd — suoneziuebio ueipu| 0ZT uonesodio) (166T) [ed0
(sis
-Areue uoissalbal [BUONDBS SS0ID sdnoib
‘sisAjeue Jaisn(o) aaemuend SWId — oiberens xis buiwioy sNgs 12 ngas (886T) LBIBIYL
(reuon
-09S SS0JJ ‘S)S9)-1 dreleAlun ‘SIS V/L uou 0z ‘V/L IE
-Ajeue JueuIWLIOSIP) sAEINUEND (reisndwo)) saaiyore olignd  8/-6S6T ‘paxiw ‘syueq [elJawwod SN 1§ uoneiodiod (q986T) 118N.O
V/L Uou 0T ‘V/L O€, :paxiw
uoneuIquod salreuuonsanb ‘saAlyore alignd 9/-196T ‘swiiy paonb Apiignd N o uonelodio) (¥86T) Jone|s
(uoissalbai ajdinw S0/6T sired payorew ‘sjuswiuol
‘arenbs-1yd ‘uoneNgel-SS0Id ‘SIS aseqelep (SNId) are| -IAUB AdISNpul ainyew Ul sNGS (£86T) 191094y0S
-Ajeue Ja1sn|d ‘S70) aAeIuend salfarens 193eN Jo 10edw| 1yold -01-pIN punnoejnuew SN 092 :PaXIN ngas pue yougqueH
sanlyase olgnd
‘slladxa punoJteuln) 9T pue SaAl V/1 ‘suadxa punoteuln) 9T
uoneuiquod -N23axa Jalyd T8 01 salireuuonsand 9/-196T ‘swIy SN aimew T8 ngsyuoneiodiod (z86T) yneaqig
(926T) sbbry pue
uoneuiquod (rexsndwo)) saalyate algnd T/-256T 1V/L ‘swdy Buunoejnuew sn S uonelodiod ‘uoned ‘|epuayos
elep [enixal Jo sisAjeue (019 ‘suodau e
1UB1U09 ‘eyep Bununoodde Jo SIS -nuue) $92In0s aANellfenb Arepuo sasse|o 1BIp N0} 0Z WOl Swily (9/6T) uoned
-Afeue aanelUENb UORUIqWOD -09s (leyisndwo)) saAlyate 21gnd 1.-256T SN Jo sired paydlew 9g paxip uonelodio) pue |9puayos
ABojopoyio N S92IN0S Bl  pouad sansualoeIeyd sisAfeuy Jo sioyiny
awiL a|dwes nun

saipn]s a|dwes able] *p alqel

44



M@n@gement, Vol. 3, No. 2, 2000, 31-56

punosewn} = /L, |

suodal Auedwod fenuue ‘sjeioiyo
uolun pue siabeuew Ioluas Gz

(966T) l1I2PPIY pue

aAielend UM SM3IAIBIUI PRINIONIIS-IWAS €6-976T v/1 ‘Auedwod ysmoos paumo SN T uonelodio) uie
(c66T) sapuelg pue
aAielend a|dnin 16-286T V/1 ‘way reasnpul ysipams able| T uonelodio) abalig
(e661) Ux1q pue
aAieluend sanlyae Auedwo)d 88-€86T V/1 ‘way reonnasewsreyd paumo-alels T uonelodio) Alogeneyd
SMBaIAIRIUI ‘SaJreuuonsanb ‘syodal (066T'q'E686T)
uoneuIguwo) s1sAfeue Juawisanul pue JadedsmaN 68-77/6T paxiw ‘swuy ueipeue) /g uonelodio) adioyip|oo pue urey
8861 siomadwod |nyssaaons Ajrenbs g pue
-S0/6T sJ0119dwod |Njssadans ss9| 1 1suebe (066T) 491In4-uspeg
anrelend SMBIAIBIUI paipuny [elanas |re3 payolel saLlsnpul 7 Ul Siainyoenuew 9 ngs pue piojdols
paxiw ‘suonesiuebio ayeaud pue
“aAlreNEend a|dnnN  88-8/6T algnd ueipeue) pue ysnug 6 uoneiodiod (066T) ApreH
auIpxal ‘suodal [enuue sired paydrew :paxiw (066T) UeUIBION pue
uoneuiquiod ‘leuarew urewiop dignd ‘smainiaI| ¥8-0/6T ‘saliIsnpul €T Ul SO1d MN §2 uonelodiod ‘sakeN ‘19AulD
SM3IAIBIUI ‘SBLI0ISIY 9Sed V/L uou / ‘y/1 8 :paxiw
uoneuiquiod ‘syduosnuew ‘splodal [eioueul 18-206T ‘swuly Buundejnuew sn ainew G uonelodiod (686T) UrWIBWWIZ
V/L (£86T) yayben pue
anrelend sanyase Auedwod pue alqnd 18-8/61 ‘Jaimoejnuew ajiqowoine sn abue| T uonelodiod 19N
/L uou ¢
anrelend sanlyoJe olgnd — ‘V/L 2 paxiw ‘swuiy Buunoeinuew sn ¢ uonelodiod (986T) UeWIBWWIZ
V/L Uou  pue \//1 6 :PaxIW ‘Suwiy
uoneuiquiod auNLI04 WoJj SaL0ISIY ased paysliqnd S0/6T 92IAIBS SN ¢ pue Bulinoeinuew sn 6 uonelodiod (e986T) IIIN.O
|elopoaue ‘sanlyose Vv/1 ‘uonesiuebio reyuswulanob isenb
aAnenend Auedwod ‘aousliadxs [euosiad 98-€86T ‘reuoneuninw yosl-ybiy sn T uonelodio) (986T) oulj0d
aAielend [elopoaue/saniyase Auedwo) 08-T/6T /L ‘Wliy 3injuiny [re1al/ispio [rew N T uonelodio) (g86T) WbuUgeas
suadxa
aAieNend salreuuonsand — suadxa punoseuin) 0z punoseuin] (586T) J91INN
slainoejnuew AL
anenenQ sanyore Auedwod pue olignd  08-0.6T uelAeUIpUBIS 9 PAXIN ngs (G86T) UlBIN
[elopoaaue/aniyose Auedwod V/L ‘Wiij suoiresunwwos|al
aAieNend /aouaLiadxa [euosiad ¥8-086T paumo ayels ueley| abie| T uonelodio) (G86T) ouesilag
annenend sanlyate Auedwo)d 11-T/6T V/L1 ‘way uelBamIoN paj0sIuod Jaumo T resjoun (€86T) uazuer
salnsnpul swJiy Ansnpul
anenend sanyose Auedwod pue allgnd ~ 8/-TS6T JUBISYIP OT Ul Swll SN 2T :PaxIN a|buis/ngs (086T) 19)0H
sired (626T) spreyory pue
uoneuiquod sanyase Auedwod pue dlqnd 9/-1G6T paydrew ‘swuy Buipjoy paseq |res SN 0T ngs weyelo
(urewop oyignd)
$92In0s Arepuodss ‘siabeuew swuly Bunioeinuew SN PalISISAIP
annelnend padualadxa Yum smalniau| G/-296T abue| Z uiyim suoIsIAIp ¢ :paxiiN [euoisinig (226T) ysawlaweH
(926T) olj2iny pue
aAielend salreuuonsand G/-€/6T /L ‘waly SN jrews T uonelodio) uoibure)d
ABojopoyrsn $92IN0S BleQ  poLIdd sonsualoeIeyD sIsAreuy Jo sioyiny
awiL a|dwes nn

salpnIS ased feulpnibuo *g olqeL

45



M@n@gement, Vol. 3, No. 2, 2000, 31-56

46

The forty-seven studies fall into three categories: “anecdotal” studies,
“large sample” studies (sample sizes greater than 30), and “longitudi-
nal case” studies.

Fourteen studies (see Table 3) employ “anecdotal” methodologies.
The unit of analysis is not always apparent and anecdotal data, often
from unspecified sources, is presented and assessed qualitatively.
Usually, the study simply documents the experiences of a particular
chief executive officer. Of the group of twelve “large sample” studies
(Table 4), eight rely on secondary data stored in publicly available
databases: Schendel and Patton (1976), Schendel et al. (1976),
O’Neill (1986b), Pant (1991) and Barker and Mone (1994) use Stan-
dard and Poor's Compustat computer tape as their primary data
source; Hambrick and Schecter (1983) and Thiétart (1988) use the
PIMS database; and Chowdhury and Lang (1996) use Dialog Informa-
tion Services' Disclosure database. The remaining four studies
(Bibeault, 1982; Slatter, 1984; Gopal, 1991; and Robbins and Pearce,
1992) rely on a mixture of primary and secondary data. The predomi-
nant approach of the large sample studies is to generate quantitative
results through the comparison of successful and unsuccessful
turnaround firms (T/A’'s and non T/A’s) whilst attempting to hold broad
environmental factors constant.

Of the set of twenty-one “longitudinal case” studies (see Table 5),
nine describe the successful turnaround of a single case. Of the
remaining twelve, eleven compare cases of successful turnaround with
similar but failing cases with a view to isolate themes in both scenar-
ios and suggests contingency frameworks for analysis. In general
these studies utilise qualitative methods to analyse multiple primary
and secondary data and five (Graham and Richards, 1979; O’'Neill,
1986a; Thain and Goldthorpe, 1989a,b, 1990; Zimmerman, 1989; and
Grinyer et al., 1990) combine their qualitative methods with quantita-
tive methods.

RECOMMENDATIONS

Whilst anecdotal studies are rich in terms of issues addressed, their
general lack of established methodological protocol means that their
results and conclusions are of limited validity. Even so, they can serve
as good starting points for more orthodox research such as the group
of twelve “large sample” studies (Table 4) which are more systemat-
ic and rigorous. These studies have usefully identified relevant con-
cepts and categories and suggested basic relationships between
these, and further studies along these lines are encouraged, particu-
larly ones which quantitatively analyse data on the context and pro-
cess issues that have been largely ignored to date. As stated earlier
however, great care needs to be taken with respect to sample compo-
sition and so to steer away from simple case selection techniques
based on accounting data alone.

However, a problem with large sample studies is that their analysis
tends to be partial. Research resource scarcity means that increasing
the number of cases carries an opportunity cost, usually in the form of
less analytical depth and breadth per case (Easterby-Smith, Thorpe,



and Lowe, 1991). This is true of existing studies of turnaround which
have concentrated on the content of recovery strategies with only
occasional, always limited, attention paid to context and process issues.
Of course, this important limitation can be tackled by small-sample lon-
gitudinal case studies which can produce more holistic accounts and
supporting rationale for the empirical regularities uncovered by large
sample quantitative studies.

Longitudinal case studies are potentially able to generate more holis-
tic explanations both within and between cases. Explanation that are
able to reveal the interaction between content, context, and process
over time. However, given this potential, the vast majority of
turnaround studies using this research style are disappointing since
they fail to use recognised qualitative methodologies. In this sense, the
more general concerns of Schendel are echoed (1992, p. 3):

« Too much strategy research proceeds in an ad hoc fashion without
clear protocols that can be replicated and authenticated. »

Indeed, of the twenty-one studies only one (Hardy, 1990) follows a rig-
orous, systematic, internally consistent and established qualitative
research protocol —the case study method advocated by Yin (1984)
amongst others. Accordingly, the study addresses the recognised and
established qualitative research quality criteria of construct validity,
internal validity, external validity and reliability and goes beyond the
analysis of a single case by employing a comparative design focusing
on the identification of patterns, structures and underlying logics
across several cases. The clear recommendation here is for future
research to employ recognised methodologies such as Yin’s.

Overall then, the call is not for a particular methodology to dominate,
but rather for methodological pluralism, with different approaches
working in concert. With this in mind, and by pulling together the main
recommendations stated earlier, the question that requires an explicit
answer is: “How exactly should future research on corporate
turnaround be designed?”

BETTER DEFINITIONS

The logic is simple: better definitions of turnaround will lead to more
representative samples, the analysis of which will lead to better expla-
nations. This holds for both quantitative and qualitative approaches. A
turnaround should involve an existence-threatening decline in perfor-
mance followed by a recovery that ensures at least survival but prefer-
ably achieves sustainable competitive advantage. Definitions of an
“existence-threatening decline in performance” and “recovery” should
be based on a combination of corroborating accounting-based and
expert witness-based indicators. Thus, an existence-threatening
decline in performance may be characterised by returns well below the
opportunity cost of capital and a consensus amongst different expert
witnesses (drawn, for example, from the firm’s stakeholders) that the
firm could not survive under the prevailing conditions. Similarly, a
recovery may be characterised as returns at least equal to the oppor-
tunity cost of capital and a consensus amongst different expert wit-
nesses that the firm had a viable future.
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BETTER RESEARCH QUESTIONS

Research questions need to be more problem-based if they are to lead
to better explanations. The problem of corporate turnaround is a com-
plex one involving interactions between the content of recovery strate-
gies, the context in which they occur, and the process by which they
are implemented. Research questions need to reflect this. Reporting
the content of successful turnaround strategies, although useful, does
not take us very far. What we need a better understanding of is how
appropriate content varies according to different contexts and how the
delivery of appropriate content varies over time.

BETTER METHODOLOGIES

Because of the observed trade-off between large sample quantitative
studies (less breadth and depth, more empirical generalisability) and
small sample qualitative case studies (more breadth and depth, less
empirical generalisability) better explanations of turnaround depend on
both approaches working in concert. The problem with the studies to
date is that whilst all of the “large sample” studies employ recognised
quantitative methodological protocols, only one of the “longitudinal
case” studies employs a recognised qualitative method. This is not to
say that the findings of the remaining “longitudinal case” studies are
not useful, but rather that the validity of their findings is suspect. There
are many qualitative protocols that explicitly aim to improve the validi-
ty of case study research and it is not the goal here to identify all of
these and suggest a preferred approach. Suffice it to say that, in
future, case study researchers should employ a recognised qualitative
research protocol. Good starting points are the classic works by Miles
and Huberman (1994), Ragin (1987) and Yin (1984).

A THEORETICAL BASIS FOR
THE STUDY OF CORPORATE TURNAROUND

In addition to weaknesses with respect to research design, studies of
corporate turnaround have been, on the whole, guilty of theoretical
neglect. Of the forty-seven under review here only three relate their
investigations to relevant existing theory. Ramakrishnan and Shah
(1989) apply the systems approach to the problem of turnaround while
Stopford and Baden-Fuller (1990) discuss the utility of the rational
school of thought. Pant (1991) questions the extent to which the struc-
ture-conduct-performance framework of industrial economics is useful
in the analysis of the attributes of turnaround firms:

« Do turnaround firms differ in their structural characteristics from non-
turnaround firms? And, can these structural characteristics be used in
a model that distinguishes turnaround firms from non-turnaround
firms? » (p. 624.)

Of course, it is not a necessary condition that good research must be
guided by theory; at least one generally accepted methodology (Glaser
and Strauss, 1967) advocates a style of research that purposefully
avoids a priori theoretical guidance. Rather, the suggestion here is that



research efforts should be related to extant theory in some way. That
is, if the research is not guided by theory a priori, then the results of
the research should be compared to the predictions of extant theory ex
post (Eisenhardt, 1989). Both ways, a study’s findings would then be
able to make a theoretical contribution either by confirming the predic-
tions of existing theory or by providing evidence that calls for theory
modification.

What relevant extant theory might future research be related to?
Since corporate turnaround is clearly about the loosing of competitive
advantage, the threat of extinction, and the subsequent regaining of
competitive advantage, it seems appropriate to begin by focusing on
current theoretical ideas on the sources of competitive advantage and
the nature of organisational survival. A perspective on the nature of
firm-level competitive advantage that has gained currency recently
explains performance variation with reference to unique resources
contained within the firm. This resource-based theory of the firm
defines resources as tangible and intangible assets that affect the
firm’s ability to implement strategies to improve its efficiency and effec-
tiveness (Penrose, 1959; Barney, 1991). Tangible assets are property-
based and include plant and equipment, geographic location, physical
technology and access to raw materials. Intangible assets are knowl-
edge-based and include organisational routines and the abilities of
individual employees (Miller and Shamsie, 1996). Key resources are
rare, difficult to imitate and valuable. According to this view, the firm
achieves competitive advantage by exploiting its resources to create
competencies which are valued in the market place (Prahalad and
Hamel, 1990). However, over time, as the firm’s environment changes,
these competencies may erode in value and so may require replacing.
As such, the central problem facing the firm is the need to balance the
exploitation of existing competencies with the exploration of new com-
petencies in order to ensure long-run survival:

« The basic problem confronting an organization is to engage in suffi-
cient exploitation to ensure its current viability and, at the same time,
to devote enough energy to exploration to ensure its future viability.
Survival requires a balance, and the precise mix of exploitation and
exploration that is optimal is hard to specify. » (Levinthal and March,
1993, p. 105.)

Achieving balance between the activities of exploitation and explo-
ration is problematic in that there is a tendency for firms to over-exploit
and under-explore because of the activities’ differing distributions of
costs and benefits over time and space and because they compete for
scarce resources within the organisation (pursuing one entails less
capacity to pursue the other). Adaptive processes characteristically
improve the exploitation of existing competencies as this is more
immediate, less remote from the centre of the firm, and so less risky.
These advantages for exploitation cumulate in a path-dependent pro-
cess characterised by positive feedback (Arthur, 1989; David, 1985):
exploiting a competence leads to increased productivity allowing fur-
ther refinement of the competence which leads to further increases in
productivity and so on. What the firm already does well is enhanced at
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5. For completeness, it is worth mention-
ing that it is possible for firms to self-
destruct due to cumulative over-explo-
ration. Consider a group of firms engaged
in exploration through intensive research
activity. An incumbent of the group bene-
fits from the rich pool of external knowl-
edge within the group and is more likely to
engage in research activity itself. This
leads to aricher pool of knowledge within
the group which encourages incumbents to
further invest in research and so on (Cohen
and Levinthal, 1989, 1990; Levinthal and
March, 1993). This focus on exploration at
the expense of exploitation can lead to
cash flow problems that cause the firm to
fail. However, this scenario is rare and
firms engaged in research activities usually
suffer the costs of experimentation without
reaping many of its benefits (hence the
need for devices such as patents to enable
firms to better reap the rewards of success-
ful exploration).
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the expense of the enhanced flexibility and innovative capacity that
would come about via exploration. However, since long-run survival
« depends on sustaining a reasonable level of exploration, these ten-
dencies to increase exploitation and reduce exploration make adaptive
processes potentially self-destructive. » (March, 1991, p. 73, emphasis
added)S.

Two conceptual questions arise in this context: (a) “What mechanisms
enable organisations to achieve balance between exploitation and
exploration?;” and (b) “Which of these mechanisms may corporate
turnaround be a manifestation of?” Volberda and Baden-Fuller’s
(1996) work is particularly instructive here. They identify four generic
mechanisms that, employed individually or in conjunction, solve the
problem of achieving balance. They label these mechanisms “selec-
tion,” “network,” “hierarchy,” and “time.”

Briefly, with selection it is the market that solves the problem as if by
an “invisible hand.” Resource scarcity and competition compel the firm
to “unconsciously” select a bundle of ventures that lead to competen-
cies that co-evolve with the environmental sources of competitive
advantage and so ensure long-run balance and survival (Williamson,
1975; Hannan and Freeman, 1984). The network mechanism also
solves the problem externally. Here, the firm operating in a network or
cluster, co-evolves to achieve balance by adapting to the evolving
demands made on it by its network partners (Miles and Snow, 1986,
1994). In contrast, with the hierarchy mechanism, exploitation and
exploration are tackled separately by different sub-units within the firm
(Chandler, 1962; Galunic and Eisenhardt, 1996). Sub-units maybe
separated by level (front-line, middle-line, corporate) or spatially (oper-
ating core vs. new venture). Accordingly, maintaining balance is pri-
marily an administrative process initiated by the firm’'s management.
As with the hierarchy mechanism, it is forces within the firm that are
central to the time mechanism. The main difference is that the problem
of achieving balance between exploitation and exploration is resolved
not contemporaneously but temporally in a process of punctuated
equilibrium (Tushman and Romanelli, 1985; Baden-Fuller and Stop-
ford, 1992): a period dominated by exploitation (stability) is followed by
a period dominated by exploration (radical renewal).

Volberda and Baden-Fuller (1996) argue that different types of firms
adopt different mechanisms to resolve the problem of maintaining bal-
ance between exploitation and exploration. For example, acquisitive
conglomerates such as Hanson and BTR are good examples of the
selection mechanism at work while the network mechanism tends to
prevail among high technology small firms, and oil companies have
successfully employed the hierarchy mechanism. Companies that
have successfully turned-around (Pandit, 1998) seem to be good
examples of the time mechanism in action.

An alternative to the “outside the firm”/“inside the firm” categorisation
of the four mechanisms, that underlines the distinctiveness of the time
mechanism and therefore the possible distinctiveness of the
turnaround phenomenon, is a dichotomy based on the scale of the
organisational adaptation to environmental change (Pandit, 1997). The



first three mechanisms, selection, network, and hierarchy, may be
viewed as incremental in that the process of balance and adaptation is
an ongoing process of relatively small adjustments that ensure contin-
ued survival. In contrast, time is a radical mechanism involving periods
of stability and slow decline followed by crisis and large scale change
followed by a further period of stability:

« There are cases where the crisis is one which confronts the entire
organisation, and it requires a comprehensive response, not a partial
one. Sometimes a dramatic corporate-wide transformation may be
necessary to temporarily explore new capabilities and skills. » (Volber-
da and Baden-Fuller, 1996, p. 12, emphasis added).

This section has drawn from current relevant theory to begin to identi-
fy a possible theoretical domain for the study of corporate turnaround.
It is offered as a first step towards the theoretical enrichment of the
subject and, as such, should not be regarded as all-encompassing. It
suggests that the phenomenon may be regarded as a particular type
of episode in organisational evolution: it describes how, over time, suc-
cessful organisations fail to adapt to environmental changes, loose
competitive advantage, and come close to extinction but, at some
point, are able to radically change and recover, and once again
become successful organisations. As such, according to Volberda and
Baden-Fuller’s (1996) scheme of organisational renewal, turnaround
may be thought of as a manifestation of the time mechanism for bal-
ancing exploitation and exploration in order to ensure the long-run sur-
vival of the organisation. This time mechanism seems distinctive from
other mechanisms that have the same objective in that it is not pri-
marily characterised by on-going small scale ecological adjustments.
Rather, it involves an evolutionary process primarily characterised by
punctuated equilibrium: a period of stability is followed by a period of
dramatic upheaval.

Research in the future could usefully test and/or extend this conceptu-
alisation or offer alternative approaches. Either way, a theoretical con-
tribution would be made and one would expect the advancement of our
understanding of the phenomenon to ensue.

CONCLUSION

Despite over two decades of research effort, our understanding of cor-
porate turnaround is very incomplete. This paper has argued that this
is due to weaknesses in the research designs of existing studies and
their collective failure to relate their findings to extant theory.

With respect to research designs, there has been an over-reliance on
simple accounting measures to indicate a turnaround situation and,
often, these indicators have not been suitably benchmarked. As a
result, most samples include dubious cases. Until the phenomenon is
properly sampled progress will be continue to be slow. In addition,
many important questions have either been ignored or asked too infre-
quently. Whilst questions relating to the content of turnaround strate-

M@n@gement, Vol. 3, No. 2, 2000, 31-56

51



M@n@gement, Vol. 3, No. 2, 2000, 31-56

52

gies are reasonably frequent, those relating to the context and process
of turnaround are rare. In particular, contextual factors that have been
relatively neglected include the severity of the crisis, the attitude of
stakeholders, the firm’s outer context and, the firm’s historical strategy.
Many, if not all, of these contextual factors could play an important role
in a robust explanation of corporate turnaround. Process issues that
have been largely ignored, but have the potential to enhance a gener-
al theory of turnaround, include the characteristics or mindsets of
senior management that lead to or prolong crisis situations, the identi-
fication of common triggers that begin the recovery process and, the
identification of a general sequence to successful recovery actions. In
future, the basic research questions of studies investigating
turnarounds should at least aim to unpack the important elements of
content, context and process. Better still, it is hoped that some studies
will go one important step further and systematically investigate rela-
tionships between the three categories. Also, whilst large sample stud-
ies have provided useful findings, there inevitably partial analyses
leave many questions unanswered. Longitudinal case study investiga-
tions, have great potential here but this potential has remained largely
unrealised due to poor execution.

With respect to theory, most research efforts have been ad hoc in that
they have either proceeded without a priori theoretical guidance or
have failed to relate findings to extant theory ex post. Accordingly,
opportunities to make potentially productive theoretical contributions
have been missed.

All of these factors, lack of care with respect to samples, the overlook-
ing of important research questions, poor methodological execution,
and theoretical neglect have colluded to leave the subject area
explanatorily weak. It is hoped that, by outlining the shortcomings of
the extant literature and by providing recommendations for future
research, stronger findings will result leading to significant and rapid
theoretical advancement, thereby providing academics with a better
understanding, and practising managers with better guidance in terms
of what to do in a turnaround situation, how to do it, and why it works.

Endnote: This study was supported by a Tom Lupton Scholarship from the Manchester
Business School, University of Manchester, UK. My thanks to Tony Cockerill, John West-
wood, Bobby Balgobin and Christian De Cock for their helpful comments. The usual dis-
claimer applies.

Naresh R. Pandit is Lecturer in Economics at Manchester Business School, Univer-
sity of Manchester, UK. He teaches Economics and Strategic Management on all of the
School's postgraduate programmes as well as on shorter courses run by the School's
Executive Development Centre. His main research interests are corporate turnaround
among small and large firms and the economics of industrial clustering. He has pub-
lished over a dozen articles in refereed journals and has contributed to research reports
for the Department of Trade and Industry (UK), the European Community, the Econom-
ic and Social Research Council (UK) and Cambridge Econometrics amongst others.



REFERENCES

B Armenakis, Achilles A., and
William B. Fredenberger 1995
Process Strategies for Turnaround
Change Agents: Crisis and Non-Crisis
Situations, Journal of Strategic
Change, 4:1, 19-31.

B Arogyaswamy, Kamala,
Vincent L. Barker 1ll, and
Masoud Yasai-Ardekani 1995
Firm Turnarounds: An Integrative Two-
Stage Model, Journal of Management
Studies, 32:4, 493-525.

B Arthur, W. Brian 1989
Competing Technologies, Increasing
Returns, and Lock-In by Historical
Events, Economic Journal, 99:394,
116-131.

W Baden-Fuller, Charles,

and John M. Stopford 1992
Rejuvenating the Mature Business:
The Competitive Challenge, London:
Routledge.

M Bain, Joe S. 1951

Relation of Profit Rate to Industry
Concentration: American Manufactur-
ing 1936-1940, Quarterly Journal of
Economics, 65:3, 293-324.

M Barker, Vincent L. I,

and Mark A. Mone 1994
Retrenchment: Cause of Turnaround or
Consequence of Decline?, Strategic
Management Journal, 15: 5, 395-405.

H Barney, Jay 1991

Firm Resources and Sustained
Competitive Advantage, Journal of
Management, 17:1, 99-120.

M Bellisario, Marisa 1985
The Turnaround at Italtel, Long Range
Planning, 18:6, 21-24.

H Bibeault, Donald B. 1982
Corporate Turnaround: How Managers
Turn Losers into Winners, New York:
McGraw-Hill.

M Brege, Staffan,

and Ove Brandes 1993

The Successful Double Turnaround of
ASEA and ABB: Twenty Lessons,
Journal of Strategic Change, 2:4, 185-
205.

H Brunetti, Giorgio 1987
Management Control Requirements in
Organisational Turnaround Processes,
Economia Aziendale, 6:3, 307-315.

W Carrington, James H.,

and Jeanne M. Aurelio 1976
Survival Tactics for the Small Business,
Business Horizons, 19:1, 13-24.

B Chakraborty, S.

and S. Dixit 1992

Developing a Turnaround Strategy—
A Case Study Approach, OMEGA,
20:3, 345-352.

B Chandler, Alfred. D. 1962
Strategy and Structure: Chapters in the
History of the Industrial Entreprise,
Cambridge: MIT Press.

B Chowdhury, Shamsud,
and James R. Lang 1996
Turnaround in Small Firms—An
Assessment of Efficiency Strategies,
Journal of Business Research, 36:2,
169-178.

W Cohen, Wesley M.,

and Daniel A. Levinthal 1989
Innovation and Learning: The Two
Faces of R&D, Economic Journal,
99:397, 569-596.

W Cohen, Wesley M.,

and Daniel A. Levinthal 1990
Absorptive Capacity: A New Perspec-
tive on Learning and Innovation,
Administrative Science Quarterly, 35:1,
128-152.

H Colino, Richard R. 1986
Turnaround Strategies for an Interna-
tional Organization, Journal of
Business Strategy, 7:2, 52-61.

M@n@gement, Vol. 3, No. 2, 2000, 31-56

H David, Paul. A. 1985

Clio and the Economics of QWERTY,
American Economic Review, 75:2, 332-
337.

M Di Primio, Anthony 1988
When Turnaround Management Works,
Journal of Business Strategy, 9:1, 61-
64.

B Easterby-Smith, Mark,
Richard Thorpe,

and Andy Lowe 1991
Management Research:

An Introduction, London: Sage.

B Eisenhardt, Kathleen M.
1989

Building Theories from Case Study
Research. Academy of Management
Review, 14:4, 532-550.

W Galunic, D. Charles, and
Kathleen M. Eisenhardt 1996
The Evolution of Intracorporate
Domains: Divisional Charter Losses in
High Technology, Multidivisional
Corporations, Organization Science,
7:3, 255-282.

H Glaser, Barney G.,

and Anselm L. Strauss 1967
The Discovery of Grounded Theory:
Strategies for Qualitative Research,
Chicago: Aldine.

B Gopal, R. 1991

Turning Around Sick Companies—
The Indian Experience, Long Range
Planning, 24:3, 79-83.

B Graham, Kenneth R.,

and Max D. Richards 1979
Relative Performance Deterioration,
Management and Strategic Change in
Rail-Based Holding Companies, in
Richard C. Huseman (Ed.), Academy
of Management Best Papers
Proceedings, Briarcliff Manor: Academy
of Management, 108-12.

B Griffiths, lan 1992
Creative Accounting, London:
Routledge.

53



M@n@gement, Vol. 3, No. 2, 2000, 31-56

W Grinyer, Peter H.,

and J. C. Spender 1979a
Turnaround: Managerial Recipes for
Strategic Success, Associated
Business Publications.

B Grinyer, P. H.,

and J. C. Spender 1979b
Recipes, Crises, and Adaption in
Mature Businesses, International
Studies of Management &
Organisation, 9:3, 113-33.

M Grinyer, Peter H.,

David Mayes,

and Peter McKiernan 1990
The Sharpbenders: Achieving a Sus-
tained Improvement in Performance,
Long Range Planning, 23:1, 116-125.

M Guth, William D.,

and Ari Ginsberg 1990

Guest Editors’ Introduction: Corporate
Entrepreneurship, Strategic
Management Journal, 11: Summer
Special Issue, 5-15.

W Hambrick, Donald C.,

and Steven M. Schecter 1983
Turnaround Strategies for Mature
Industrial-Product Business Units,
Academy of Management Journal,
26:2, 231-248.

B Hamermesh, Richard G.
1977

Responding to Divisional Profit Crisis,
Harvard Business Review, 55:2, 124-
130.

B Hannan, Michael T,

and John Freeman 1984
Structural Inertia and Organizational
Change, American Sociological
Review, 49:2, 149-164.

M Hardy, Cynthia 1990
Strategies for Retrenchment and
Turnaround: The Politics of Survival,
New York: de Gruyter.

B Hofer, Charles W. 1980
Turnaround Strategies, The Journal of
Business Strategy, 1:1, 19-31.

M Janzen, L. T. 1983

Company Rescue—An Example,
Long Range Planning, 16:6, 88-93.

54

B Ketelhohn, Werner,

Jose Carlos Jarillo,

and Z. Jan Kubes 1991
Turnaround Management is Not
Rambo Management, European
Management Journal, 9:2, 117-120.

H Levinthal, Daniel A.,

and James G. March 1993
The Myopia of Learning, Strategic
Management Journal, 14:Winter
Special Issue, 95-112.

B March, James G. 1991
Exploration and Exploitation in
Organizational Learning, Organization
Science, 2:1, 71-87.

B Marshall, Christy 1989
Turnaround King, Business Month,
133:2, 40-43.

B Martin, Graeme,

and Tom Riddell 1996

‘The Wee Outfit that Decked IBM’:
‘Manufacturing’ Strategic Change and
Leadership in the ‘Cash’, Strategic
Change, 5:1, 3-25.

B Melin, Leif 1985
Strategies in Managing Turnaround,
Long Range Planning, 18:1, 80-86.

B Miles, Matthew B., and
A. Michael Huberman 1994
Qualitative Data Analysis: An
Expended Sourcebook, 2nd ed.,
London: Sage.

B Miles, Raymond E.,

and Charles C. Snow 1986
Organizations: New Concepts for New
Forms, California Management Review,
28:3, 62-73.

B Miles, Raymond E.,

and Charles C. Snow 1994

Fit, Failure, and the Hall of Fame: How
Companies Succeed or Fail, New York:
Free Press.

W Miller, Danny,

and Jamal Shamsie 1996

The Resource-Based View of the Firm
in Two Environments: The Hollywood
Film Studios from 1936 to 1965,
Academy of Management Journal,
39:3, 519-543.

W Miller, Richard E.,

and M. Reza Vaghefi 1987
The New Chrysler Corporation: Fall
and Rise, Journal of Management
Case Studies, 3:3, 251-268.

B Modiano, Philip 1987

Made in Great Britain: Lessons From
Manufacturing Turnarounds, European
Management Journal, 5:3, 174-179.

B Muller, Rainer 1985
Corporate Crisis Management, Long
Range Planning, 18:5, 38-48.

B O’Neill, Hugh M. 1986a

An Analysis of the Turnaround Strategy
in Commercial Banking, Journal of
Management Studies, 23:2, 165-188.

B O’Neill, Hugh M. 1986b
Turnaround and Recovery: What
Strategy Do You Need?, Long Range
Planning, 19:1, 80-88.

B Pandit, Naresh R. 1997
Towards a Synthesis of the Rationalist
and Incrementalist Approaches to
Strategy Formulation, International
Journal of Management, 14:1, 47-56.

B Pandit, Naresh R. 1998
British Steel Corporation: Probably the
Biggest Turnaround Story in UK
Industrial History, Strategic Change,
7:2, 65-79.

B Pant, Laurie W. 1991

An Investigation of Industry and Firm
Structural Characteristics in Corporate
Turnarounds, Journal of Management
Studies, 28:6, 623-643.

M Penrose, Edith 1959
The Theory of the Growth of the Firm,
London: Blackwell.

M Pettigrew, Andrew M. 1987
Researching Strategic Change, in
Andrew M. Pettigrew (Ed.) The
Management of Strategic Change,
Oxford: Blackwell, 1-14.

M Pettigrew, Andrew M. 1990
Longitudinal Field Research on
Change: Theory and Practice,
Organization Science, 1:3, 267-292.



W Pettigrew, Andrew M. 1992
The Character and Significance of
Strategy Process Research, Strategic
Management Journal, 13:Winter
Special Issue, 5-16.

H Porter, Michael E. 1980
Competitive Strategy: Techniques for
Analyzing Industries and Competitors,
New York: Free Press.

M Prahalad, C. K.,

and Gary Hamel 1990

The Core Competence of the Corpo-
ration, Harvard Business Review, 68:3,
79-91.

B Ragin, Charles C. 1987

The Comparative Method: Moving
Beyond Qualitative and Quantitative
Strategies, Los Angeles: University of
California Press.

M Ramakrishnan, K.,
and S. K. Shah 1989
A Systems Approach For Corporate
Turnarounds, Business, 39:3, 26-31.

M Reichert, Jack F. 1988
Brunswick’s Dramatic Turnaround
[Interview Transcript], Journal of
Business Strategy, 9:1, 4-7.

B Remick, Carl 1980

Time For a Turnaround? Take Comfort,
Take Stock, Take Action, SAM
Advanced Management Journal, 45:4,
4-15.

M Robbins, D. Keith,

and John A. Pearce Il 1992
Turnaround: Retrenchment and
Recovery, Strategic Management
Journal, 13:4, 287-309.

M Rose, Don 1989
Woolworth’s Drive for Excellence, Long
Range Planning, 22:1, 28-31.

B Rumelt, Richard P. 1991
How Much Does Industry Matter?
Strategic Management Journal, 12:3,
167-185.

B Schendel, Dan E. 1992
Introduction to the Winter 1992 Special
Issue: Fundamental Themes in
Strategy Process Research, Strategic
Management Journal, 13:Winter
Special Issue, 1-3.

B Schendel, Dan E.,

and G. R. Patton 1976
Corporate Stagnation and Turnaround,
Journal of Economics and Business,
28:3, 236-41.

B Schendel, Dan, G. R. Patton,
and James Riggs 1976
Corporate Turnaround Strategies:

A Study of Profit Decline and
Recovery, Journal of General
Management, 3:3, 3-11.

M Scherer, F. M.,

and David Ross 1990
Industrial Market Structure

and Economic Performance, 3rd ed.,
Boston: Houghton Mifflin.

Bl Scherer, Philip S. 1989
The Turnaround Consultant Steers
Corporate Renewal, Journal of
Management Consulting, 5:1, 17-24.

B Schmalensee, Richard 1985
Do Markets Differ Much? American

Economic Review, 75:3, 341-351.

B Seabright, J. W. 1985
Turnaround at MFI—From a Troubled
Mail-Order Firm to a Leading Furniture
Retailer, Long Range Planning, 18:4,
27-32.

B Slatter, Stuart 1984
Corporate Recovery, Harmondsworth:
Penguin.

B Stopford, John M.,

and Charles Baden-Fuller 1990
Corporate Rejuvenation, Journal of
Management Studies, 27:4, 399-415.

M Taylor, Bernard 1982/3
Turnaround, Recovery and Growth:
The Way Through the Crisis, Journal of
General Management, 8:2, 5-13.

M@n@gement, Vol. 3, No. 2, 2000, 31-56

B Tesch, Renata, 1989

The Correspondence Between Differ-
ent Kinds of Qualitative Analysis and
Different Kinds of Software, Paper
presented at the Symposium on
Qualitative Knowledge and Computing,
University of Surrey, 11-12 July.

B Thain, Donald H., and
Richard L. Goldthorpe 1989a
Turnaround Management: Causes of
Decline, Business Quarterly, 54:1, 55-
62.

B Thain, Donald H., and
Richard L. Goldthorpe 1989b
Turnaround Management: Recovery
Strategies, Business Quarterly, 54:2, 7-
13.

B Thain, Donald H., and
Richard L. Goldthorpe 1990
Turnaround Management: How To Do
It, Business Quarterly, 54:3, 39-47.

M Thiétart, R. A. 1988

Success Strategies for Businesses
That Perform Poorly, Interfaces, 18:3,
32-45.

B Tushman, Michael L.,

and Elaine Romanelli 1985
Organizational Evolution: A Metamor-
phosis Model of Convergence and
Reorientation, in Larry L. Cummings
and Barry M. Staw (Eds.), Research in
Organizational Behavior, vol. 7,
Greenwich: JAI Press, 171-222.

B Volberda, Henk W.,

and Charles Baden-Fuller 1996
Strategic Renewal From An Evolution-
ary Perspective: Four Dynamic Mecha-
nisms, Working paper, Management
Report Series, 266, Rotterdam School
of Management.

B Whitney, John O. 1987
Turnaround Management Every Day,
Harvard Business Review, 65:5, 49-55.

B Williamson, Oliver E. 1975
Markets and Hierarchies: Analysis and
Antitrust Implications. A Study in the
Economics of Internal Organization,
New York: Free Press.

55



M@n@gement, Vol. 3, No. 2, 2000, 31-56

B Winn, Joan 1993
Performance Measures for Corporate
Decline and Turnaround, Journal of
General Management, 19:2, 48-63.

B Wyman, Stephen B. 1989
Turning Around the Troubled Bank,
Journal of Commercial Bank Lending,
71:11, 36-44.

B Yin, Robert K. 1984
Case Study Research: Design and
Methods, Sage: London.

B Zimmerman, Frederick M.
1986

Turnaround—A Painful Learning
Process, Long Range Planning, 19:4,
104-114.

B Zimmerman, Frederick M.
1989

Managing a Successful Turnaround,
Long Range Planning, 22:3, 105-124.

56

APPENDIX: THE LITERATURE ON CORPORATE
TURNAROUND ASSESSED IN THIS STUDY

©COeNOGOWNE

Armenakis and Fredenberger (1995)
Barker and Mone (1994)
Bellisario (1985)

Bibeault (1982)

Brege and Brandes (1993)
Brunetti (1987)

Carrington and Aurelio (1976)
Chakraborty and Dixit (1992)
Chowdhury and Lang (1996)
Colino (1986)

Di Primio (1988)

. Gopal (1991)

Graham and Richards (1979)
Grinyer, Mayes, and McKiernan (1990)

. Hambrick and Schecter (1983)

. Hamermesh (1977)

. Hardy (1990)

. Hofer (1980)

. Janzen (1983)

. Ketelhohn, Jarillo, and Kubes (1991)
. Marshall (1989)

. Martin and Riddell (1996)

. Melin (1985)

Miller and Vaghefi (1987)

25.
26.
27.
28.
29.
30.
31.
32.
33.
34.
35.
36.
37.
38.
39.
40.
41.
42.

43.
44,
45,
46.
47.

Modiano (1987)

Muller (1985)

O'Neill (1986a)

O'Neill (1986b)

Pant (1991)

Ramakrishnan and Shah (1989)
Reichert (1988)

Remick (1980)

Robbins and Pearce (1992)
Rose (1989)

Schendel and Patton (1976)
Schendel, Patton and Riggs (1976)
Scherer (1989)

Seabright (1985)

Slatter (1984)

Stopford and Baden-Fuller (1990)
Taylor (1982/3)

Thain and Goldthorpe

(1989a, 1989b, 1990)

Thiétart (1988)

Whitney (1987)

Wyman (1989)

Zimmerman (1986)

Zimmerman (1989)




