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Effects of technology

 Firms becoming more & more technologically 
intensive

 Technology is a major investment and a 
critical success variable

 As complexity grows, GM less & less able to 
keep abreast of the full breadth of technical 
knowledge underlying investment decisions
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A real-world problem

As a result of the rapidly growing complexity of
executive decisions:

 Increasing reliance on supporting staffs and 
technologists for a wide range of specialized 
knowledge and skills not possessed by the 
executive

 Executives must develop the necessary skills 
to evaluate claims made by technologists
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The problem to be solved

 Need to develop mgrs skills to evaluate the 
contribution of an expert w/o being able to 
understand contribution in detail

 Arises when more information is available  
than is understandable by the manager

 The manager has the power & responsibility, 
but not ability or knowledge, to satisfactorily 
evaluate the situation
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Theory development

 Turbulence scale
 Manager-expert relationship
 GM capability



Theory foundations
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Manager-Expert typology (1)



GM capability (1)
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Global and research models

 Global models
 Research domain
 Research model
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Key questions

1. What are the pertinent skills, behaviors and 
perceptions that positively influence the 
management of an expert in making fast, 
effective strategic decisions?

2. Does utilizing these skills for managing experts 
result in an increase in performance? 
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Screening criterion

 restricted to top managers who collaborated with an expert 
in making a strategic decision

 the strategic decision involved the introduction of a new
product, service or technology

 the new product was on the market less than five years

 the new product was introduced long enough for manager
to judge its performance with 80+ percent certainty
as to its ultimate lifetime success or failure

 participants limited to those competing in discontinuous
environments (i.e., T.L. ≥ 3.0)



Process 
profile

Organizational or
Personal Source

Transmission
Method

# Who Responded (or
# of Items Mailed)

# of Survey 
Participants

UCSD CONNECT Newsletter 8 4

UCSD Executive Education 
Program

Email notice to 
program graduates 36 18

San Diego Software Industry 
Council

Email notice to 
members 12 8

UCSD New Product Course 
Exploratory Committee

Email letter to 
attendees 10 4

San Diego Product 
Management Association

Email notice to 
members 17 13

Other Product Management 
Associations1

Email notice to 
members 11 10

San Diego-Orange FAST 50 
High Tech/Software Firms2 Direct mail 80 3

New Product Development 
Consultant Mailing List3 Direct mail 239 15

Professional Direct Referrals Email or letter 43 23

Total Survey Participants = 98
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“Expertise in using experts”

FindingsFindings
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Conclusions supported  

Managers who:

 Are entrepreneurially oriented

 accurately assess (calibrate) the expert
 manage risk in collaborating with an expert

 foster a climate of success

tend to have more effective strategic new product decisions 
with better overall performance 
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Conclusions supported  

Experts* who:

 think as a technology change agent

 actively direct the firm’s technology future

 are a credible confidante

when working collaboratively with the manager tend to
result in more effective strategic new product decisions
with better overall performance

(* - as perceived by the manager)
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Conclusions supported  

More effective strategic new productMore effective strategic new product
decisions tend to result in betterdecisions tend to result in better

overall performanceoverall performance
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Conclusions suggested  

٠ Environmental Turbulence Level:

Managers collaborating with an expert in higher (≥ 3.0)
T.L.s tend to have more effective strategic new product
decisions and better overall performance than those 
operating in lower (< 3.0) T.L.s

٠ Decision Speed:
Faster is better - managers collaborating with an expert to
make fast (≤ 6 mo) new product decisions tend to have
more effective decisions and better overall performance
than slow (> 6 mo) decision-makers
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Conclusions suggested  

 Time saved in the “fuzzy front end” increases performance

 In environmental turbulence levels of 3.0 and above, the
relationship between the manager and expert tends to be
one of a collaborator (versus informer or advisor)

 Product performance is linear vs. non-linear (i.e., no N-L
indication by scatterplot, or Ln, log, x2 curve fit)
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Conclusions suggested

Possible remedies suggested for some common biases that may distort 
data perceived by both the manager and the expert:

1. Overconfidence Bias: Relates to an overestimation of certainty regarding 
current information, leading to an overestimation of the accuracy of 
predictions

2. Confirmatory Bias: Seeking out information that supports one’s existing 
instinct or point of view, while avoiding information that contradicts it

3. Framing Bias: Framing problems in terms of one’s beliefs and prejudices, 
and predisposing oneself to see these problems in certain ways, reality 
notwithstanding

4. Conservatism Bias: When providing an estimate in an uncertain situation, 
people tend to conservatively adjust their predicted outcome to increase the 
likelihood that their prediction will be a valid solution
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Contributions to management practice

Manager needs to:

 Be less of a technologist and more of a manager

 Ensure that he accurately calibrates the expert, and matches
the expert to the task

 Recognize the risk inherent in his reliance on the expert
and manage his vulnerability

 Establish a climate of success that will let the expert perform
to his full creative and professional potential

 Be aware of skills/techniques to attenuate judgment bias
(e.g., overconfidence, confirmatory, conservatism and
framing biases)
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Questions?

“The most important thing in science is not so much to
obtain new facts, as to discover new ways of thinking
about them.”

- Sir William Bragg -

“As for the search for truth, I know from my own painful
searching, with its many blind alleys, how hard it is to
take a reliable step, be it ever so small, toward the
understanding of that which is truly significant.”

- Albert Einstein -
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