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This thesis reports a cross-national study carried out in England and India
in an attempt to clarify the association of certain cultural and non-cultural
characteristics with people's work-related attitudes and values, and with
the structure of their work organizations.

Three perspectives are considered to be relevant to the objectives of the
study. The contingency perspective suggests that a 'fit' between an
organization's context and its structural arrangements will be fundamentally

necessary for achieving success and survival. The political economy
perspective argues for the determining role of the social and economic
structures within which the organization operates. The culturalist

perspective looks to cultural attitudes and values of organizational
members for an explanation for their organization's structure.

The empirical investigation was carried out in three stages in each of the
two countries involved by means of surveys of cultural attitudes,
work-related attitudes and organizational structures and systems.

The cultural surveys suggested that Indian and English people were
different from one another with regard to fear of, and respect and
obedience to, their seniors, ability to cope with ambiquity, honesty,
independence, expression of emotions, fatalism, reserve, and care for
others; they were similar with regard to tolerance, friendliness, attitude to
change, attitude to law, self-control and self-confidence, and attitude to
social differentiation.

The second stage of the study, involving the employees of fourteen
organizations, found that the English ones perceived themselves to have
more power at work, expressed more tolerance for ambiquity, and had
different expectations from their job than did the Indian equivalents. The
two samples were similar with respect to commitment to their company
and trust in their colleagues. The findings also suggested that employees'
occupations, education and age had some influences on their work-related
attitudes.

The final stage of the research was a study of structures, control systems,
and reward and punishment policies of the same fourteen organizations
which were matched almost completely on their contextual factors across
the two countries. English and Indian organizations were found to be
similar in terms of centralization, specialization, chief executive's span of
control, height and management control strategies. English organizations,
however, were far more formalized, spent more time on consultation and
their managers delegated authority lower down the hierarchy than Indian
organizations.

The major finding of the study was the multiple association that cultural,
national and contingency factors had with the structural characteristics of
the organizations and with the work-related attitudes of their members.
On the basis of this finding, a multi-perspective model for understanding
organizational structures and systems is proposed in which the contributions
made by contingency, political economy and cultural perspectives are
recognized and incorporated.

rk-related attitudes, organizational structure
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CHAPTER 1

Introduction

This thesis presents a cross-national study of cultures and
organizations conducted in England and India. The study seeks to
enquire whether culture and other societal factors are manifest in
work-related attitudes and indeed whether they appear to influence
organizational structures and systems. At the same time, it is
recognized that other non-cultural and contextual factors also may
play a significant role in shaping organizational structures and

systems (and their members' attitudes and behaviour).

I. The problem

Previous research has pointed to considerable diversity in
organizational structures and management systems. For instance,
there are 'tall' and 'slim' organizations, and there are 'flat' and 'fat'
organizations (Child 19843). There are some which have rigid
hierarchies and clear-cut boundaries around jobs and departments,
while some others resemble shapeless 'tents' pinned down loosely on
seesaws (Hedberg et al., 1976). In some organizations departments
and employees are coupled loosely, and in some the coupling is tight
(Weick, 1976). In some countries there appear to be large variations
in organizational forms, yet in others the range of such variations

appears to be restricted (Tayeb, 1979). Many cross-cultural studies



have reported similarities between organizations operating in diverse
cultural and societal settings (Lammers and Hickson, 1979; McMillan
and Hickson, 1981). These similarities were found especially in the
relationships between the structural characteristics of organizations on
one hand and their contexts on the other (Hickson et al., 1974). For
instance, Negandhi and Prasad (1971) and Negandhi (1981) found that
although Indian organizations tended to be more centralized than their
North American counterparts, in both countries smaller firms were

likely to be more centralized than the bigger ones.

Other studies, however, have reported considerable differences
between organizations operating in similar task environments but
different societies. For instance, Maurice et al. (1980), in a
comparison between samples of organizations in France, West
Germany and Britain matched in terms of some contextual factors
found there were differences between them with regard to
configuration, work structuring and coordination, and qualification and
career systems. A study conducted by Ouchi (1981) found there were
some differences between Japanese and American organizations in
areas such as employee-management relationships, communication, the
extent of consultation in decision-making, and the quality of
management of human resources. The question therefore arises as to

how such differences and similarities are to be explained.

Many students of organization have sought to address this question
but have not provided particularly convincing answers and

explanations.



Roberts (1970) likened the endeavours of cross-cultural comparative
researchers to that of someone who had been looking at different
parts of an elephant. This comment can be extended to all those
students of organizational structure advocating various perspectives,
namely contingency theorists, political economists, and culturalists.
Most of them, indeed, talk about different parts of one phenomenon.
Each group concentrates on one particular 'part' and makes
generalizations about the 'whole' or mistakes the 'part' for the 'whole'.
In other words, there is clearly a range of possible explanations for
organizations, but most researchers often choose to adhere to a
perspective which constitutes only one aspect of this range. In
contrasts to the claim that the different paradigms in organizational
analysis are irreconcilable 'world views' on the whole itself, (Burrell
and Morgan, 1979), the view is taken here that each of these
perspectives potentially add to our total understanding (Child and

Tayeb, 1983).

FEach perspective makes a valuable contribution to our understanding
of organizations in its own way, but has been expressed in isolation
from the others. The exclusiveness of the various perspectives has at
times even resulted in the adoption of the research designs which are
tailor-made to prove the arguments of only one perspective and are
insensitive to others. Thus, as Maurice (1976) points out about the
concepts and methodologies employed by the advocates of
'universalism' thesis:

"...The rationality of organizations considered a
priori universal thus prevents testing



national/cultural effects on theoretical and
empirical grounds because the concepts, models,
indicators, and operational processes used exclude
all references to the social structures to which
organizations are definitely related." (Maurice,
1976, p. 6)

This has naturally resulted in a narrow and simplistic view of
organizations and a caricature of a very complex picture. There is a
need for a constructive proposition to integrate these differentiated
viewpoints and build a comprehensive model to provide a richer and
more realistic explanation for organizations as social phenomena. The
present study is an attempt to move towards such a model through a
cross-national comparative study of organizations. It does not, of
course, claim to furnish any final answers to the questions and
problems mentioned. The intention, rather, is to explore and clarify
the organizationally-relevant role of cultural and other societal
factors to a somewhat greater extent than has been achieved in most

previous research.

This clarification can be both intellectually and practically fruitful
because growing internationalism demands that a narrow domestic
paradigm be replaced with one that can encompass the diversity of a
global perspective (Adler, 1983). As Jelinek et al put it:

"To the extent that our ways of looking at things
become solidified into commonly accepted
paradigms limiting what we pay attention to, new
ideas in and of themselves can be valuable.
Culture as a root metaphor for organization
studies is one such idea, redirecting our attention
away from some of the commonly accepted
"important things" (such as structure or
technology) and toward the (until now)
less-frequently examined elements raised to
importance by the new metaphor (such as shared
understandings, norms, or values). Especially in
conjunction with other approaches, culture may



provide the critical tension that can lead to new

insight." (Jelinek et al., 1983, pp. 331)
The present study also raises certain questions which may stimulate
future investigations. For example, in what way and to what extent
do cultural and non-cultural factors in and around organizations
influence their structures and their members' behaviour? Is
centralization, to give a more precise example, determined by the
size of the organization under study or the attitudes of its members
to people in positions of power and authority? Or is it a combined
effect of the two, and/or some other factors, which determines the
degree of centralization? What role do education, age, occupation
and other 'mon-cultural' factors play in employees' work-related values
and attitudes? To what extent are the 'non-cultural' factors such as

occupation really 'culture-free'?

While the practical utility of the present investigation is likely to be
seen most immediately for multinational organizations, in so far as
they particularly manifest the growth of global interdependence, its
subject is one of wide interest (Smircich, 1983). In multi-cultural
societies, such as Britain, United States, France and West Germany,
where immigrants from totally different societies form substantial
minorities, the findings of the present and similar research might
enlighten the mutual understanding of managers and employees from
different cultural backgrounds who work together. For instance, some
cultural characteristics, such as attitudes to authority and
group-orientation, have obvious implications for relations between

managements and workers and for acceptable modes of work

organization.



Moreover, the comparison in this study between organizations
operating in an Eastern developing country and those in a Western
developed country should address the concerns of people, such as
managers and organizational designers, who wish to find a mode of
organizing that is not 'advanced' by Western capitalist values but is

authentic to their culture and/or political ideology.

II. The author's interest in the 'cross-national

study of organizations'

I first became familiar with and interested in business organizations
when I studied for a degree in Business Studies at Tehran (my home
city) in the late 1960s. I subsequently worked in a government
corporation as a middle manager for four years. This experience
gave me a deeper insight into the practical issues involved in
managerial and organizational processes and structures, such as the
parallelism of formal and informal authority structures, political
constraints on the managers' apparently economic decisions,
sycophancy, favouritism and corruption. In 1976 I went to Oxford
University where, in the pursuit of a Masters research degree in
Management Studies, I learned more about Western theories of
organizations and management and met well-known scholars in the

field.

I was particularly fascinated by the arguments advanced by the

advocates of contingency theory who came mainly from U.K. and U.S.



Briefly, they argued that the success and/or survival of an
organization depended on how well it 'matched' its structure to
environmental demands. However, having come from a very different
country (Iran), I felt myself echoing Crozier's objections to
contingency assumptions. It seemed to me that these American and
British writers had taken their cultural and societal characteristics
too much for granted. Crozier's The Bureaucratic Phenomenon
(1964) shook my naive fascination with contingency theory. 1 then
met and held discussions with Professor Hofstede who gave me
further encouragement and confidence in challenging contingency
arguments on the grounds of their apparent neglect of cultural
implications for organizational structure. According to a culturalist
view, organizational success does not depend on a sympathy between
structural and contingency factors. Rather, it depends on a match
between an organization's structure and the culturally-derived

expectations of its members.

Child's (1972D) article on the 'strategic choices' available to managers
was another quide in my path to the understanding of organizations.
This suggested that organizational performance can also be achieved
by means other than structure-contingency fit, such as how well
managers are able to choose between various market strategies and
operational technologies, the quality of their recruitment policies, and
the selection of the location for their operations. The choices made
by managers are seen to be based on their evaluation of the situation
which is, in turn, influenced by their values, ideologies, preferences

and perceptions. The process of 'strategic choice' may therefore



limit the extent that environment can determine their organization's
structure and behaviour. It certainly implies that the
environment-organization relationship is not a simple deterministic
one. Moreover, some organizations, especially those operating in the
protected economies or in the public sector, could afford to survive

and flourish at less than an optimum level of performance.

At this stage, I had developed mixed feelings about contingency and
cultural perspectives. The arguments put forward by both sides made
sense, but somehow they were treated by their respective proponents,
with the exception of Child (1972P), as if they were mutually
exclusive. I decided to test these supposedly '‘irreconcilable'
arguments by conducting a study of Iranian culture and organizations

(see Tayeb, 1979 for details).

This study confirmed my thoughts about the importance of the
contributions made by both the contingency and cultural perspectives
to the understanding of organizations. On the one hand, the
structures and management styles of the fourteen organizations which
participated in the study were compatible with the work-related
attitudes and behaviour of a sample of organizational members. The
latter were in turn consistent with the cultural traits attributed to
Iranian people in general. On the other hand, certain structural
characteristics of the participating organizations were, to some
degree, consistent with some of their contextual variables. Thus the
larger organizations were more 'structured' (specialized and

formalized) than the smaller ones; and the public organizations were



more bureaucratized than those in the private sector.

The study in Iran left me with the following conclusions:

1.

Organizations have to respond to their environmental demands if
they are to succeed and survive, but this response is also

constrained by the cultural characteristics of their members.

Some cultures provide organizations with a limited repertoire
of variations in the structural forms they can adopt in response
to their contextual and contingency demands; in some other

cultures this repertoire is extensive.

Some organizations are protected for economic, social and
political reasons and therefore can afford to ignore contingency
factors or even misjudge them and yet survive and be
successful. In pre-revolutionary Iran, this was possible mainly

because of the large revenue from oil.

In some countries the influence of cultural characteristics may
override the influence of contingency factors in shaping their
organizations. For instance, mistrust and close direct
supervision and control are prominent among Iranian cultural
characteristics. In the Iranian study I found that some of the
managers who had been educated in American and European
universities were aware of the 'merits' of decentralization of

decision making in their organizations as an 'appropriate'



response to their changing environment, but they were reluctant
to apply such an approach in their own companies. They did
not trust subordinates' abilities and intentions to carry out their
tasks 'properly'. Indeed these managers argued that they would
stand to benefit if they tightened their control over their
employees and made 'important' decisions themselves. Some had
chosen to appoint their own close friends and relatives to
'‘crucial' posts to ensure thereby the 'proper' handling of the

organization's tasks.

The study also made me aware of political-economic factors
surrounding and influencing organizations. For example, in Iran, under
the pre-revolution regime, trade unions were not permitted to
function. The management could get away with, among other things,
any type of control over the workforce without facing any collective
resistance. Government purported to be the spokesman for
employees, especially manual workers, but in effect it geared

industrial relations legislation to the achievement of its own political

ends.

During my stay in Britain and exposure to its system of industrial
relations, I became aware of the influence trade unions have over
organizational structures and policies (particularly regarding the
division of labour). The difference that the absence of strong unions
in a country like Iran made to the organization of work and

management policies became very apparent.
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When I undertook the Iranian study at Oxford I was inclined to give
more weight to culture as a 'determinant' of organizational structure
and management systems as compared to contingency and other
factors. But when [ started the present comparative study at Aston
in 1980, 1 had a more 'open' and balanced view about various factors
which 'influence' organizations. Because by then my research
experience in Iran and my exposure to other studies conducted in
various countries, which found other factors to account for
organizational structure and behaviour, had made me aware that
culture cannot be a total 'determinant' of organizations. At the
most, it is a factor which, along with others, 'influences'
organizations. In the process, the term ‘'culture' also gave way to
'nation', and the study became cross-national as opposed to
cross-cultural study of organizations. This reflects the view that
organizations are influenced by other national institutions besides
culture (understood as a set of inherited values and ideas). The term
'nation' not only refers to culture but also to other societal, economic
and political institutions which have a bearing on the nature of

organizations located in particular countries.

As a consequence of this personal development, three perspectives are
considered to be relevant to the objectives of the present study. The
contingency perspective suggests that a 'fit' between an organization's
context and its structural arrangements will be fundamentally
necessary for achieving success and survival. The political economy
perspective argues for the determining role of the social and

economic structures within which the organization operates. The
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ideational approach of the culturalist perspective looks to cultural
attitudes and values of organizational members for an explanation for
their organization's structure; while the institutional strand of
culturalism draws attention to the ways in which institutions mould
social values and behaviour, and generate social competences (e.g.

expertise, or what is regarded socially as 'expertise').

Studies carried out within these three perspectives are reviewed in
the following chapter. While they make valuable contributions to our
understanding of organizations, they have only been partially
successful in addressing the question of what influences organization
and its structure. = The reason for their partial success is that they
have been confined to the boundaries of their respective frameworks,
and hence failed to recognize the contributions of others. This
suggests the need for a more complex multi-perspective approach to
the study of organizations which would take note of the factors
raised by the different perspectives. In a joint paper that my
supervisor and I wrote (Child and Tayeb, 1983, p. 63-64) we pointed

out such a need:

"Three major theoretical perspectives currently
inform the cross-national study of organizations.
Progress in assessing their collective contribution
has been held back by a tendency for research
within one perspective to devalue or ignore the
considerations contained within the other
perspectives. One thesis, expressed by the
concept of cultured organization, subsumes
contingency and political economy factors within
a process of culturally-infused action (Sorge,
1983) ... While this thesis draws attention to an
important dynamic of organizational development,
it appears to exaggerate the autonomy of
organizations from the framework of contingency
and political economy parameters which set
limits to the possibilities open to decision

o R



makers. Rather than concentrating on, or
claiming primacy for, one theoretical perspective,
consideration of all three perspectives is
warranted. The cultural, contingency and
political economy variables they identify are
interactive, although at the same time it may be
possible to identify some particular influences
emanating from each."

III. Plan of the thesis

Chapter 2 discusses and evaluates the arguments advanced by scholars
who have adopted contingency, political economy and cultural
perspectives towards the explanation of organizational structures and
systems. Chapter 3 focuses more closely on cultural factors, and
develops hypotheses about the likely influence of these on
work-related attitudes and behaviour and their implications for
organizations. Chapters 4 and 5 discuss the design strategy adopted
to carry out the present investigation and the methodology it
employs. Chapters 6 and 7 then discuss the socio-cultural
characteristics of English and Indian peoples and present the findings
of questionnaire surveys which were conducted in the two countries.
Chapter 8 draws together comparisons between the two societies and
on this basis formulates hypotheses about work-relevant attitudes
likely to be held by English and Indian employees and their

consequences for the work organizations in each country.

Chapter 9 sees a transition of the study down to specific
organizations. It discusses the findings of the work-relevant attitude
surveys conducted among employees of a sample of carefully matched

business organizations in England and India, and the findings of an
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interview-based investigation which was carried out into the structural
and managerial characteristics of the same organizations. Chapter 10
draws attention to the influence of some non-cultural factors on both
employees' work-relevant attitudes and the organizational structures
and systems. Chapter 11 concludes the thesis by interpreting the
findings of the various stages of the study and suggesting their likely

implications for theory and practice.

Figure 1.1 summarises the focus of the present study, and the

rationale for the ordering of chapters just described.

Figure 1.1 about here

A point to note is the way I have referred to gender in the thesis.

In order to avoid clumsiness and irksome (he/she, his/her) 1 have

employed the male gender, and reference to any person or role in the

text is to female or male without any prejudice.
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CHAPTER 2

Organizations, Contingencies, Cultures

Introduction

This chapter evaluates the arguments advanced by the writers who
studied organization within contingency, political economy and cultural
perspectives, and discusses the stand of the present study with

respect to these arguments.

It is necessary first to describe briefly organization structure as
defined by other researchers (see Chapter 3 for the present author's
definition of organizational structure), before discussing their

identification of factors influencing its form.

I. Organizational structure

Researchers have employed a large variety of definitions and
measures in an attempt to understand the structural characteristics of
organizations (Child, 1972b; Scott, 1975; MacKenzie, 1978; Clegg,
1979; Meyer, 1979; Hunt, 1979; Cummings, 1982). For instance, Child
defined organizational structure as "the formal allocation of work
roles and the administrative mechanisms to control and integrate
work activities including those which cross formal organizational

boundaries" (Child, 1972b, p. 92). And Clegg argued that organization
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structure "can be conceived in terms of the selectivity rules which
can be analytically constructed as an explanation of its social action
and practice (its surface detail, what it does). These rules, collected
together, may be conceived of as a mode of rationality" (Cleqgg, 1979,

p. 122).

There is also some disagreement as to whether control strategies (e.q.
centralization and formalization) are part of one structure type or
are separate independent dimensions (Child, 19723; Mansfield, 1973;
Pugh et al., 1968). However, there seems to be some agreement that
three main dimensions of structure are complexity (number of
hierarchical levels, number of functions, departments or jobs, number
of operating sites, and the level of specialist expertise),
formalization, and centralization (Hall, 1972, Pugh et al., 1968).
Administrative intensity (ratio of administrative personnel to total or
production personnel) has also been considered an important element

of organizational structure (Ford and Slocum, 1977).

II. Predictors of organizational structure

- the three perspectives
Writers on organizational structure can be grouped into two broad
categories: (1) those who have looked for an explanation of

organizations and their structures to their contexts and (2) those who

have focused their attention on their members and their relationships.

In the first category fall (i) those who attribute organizational

T



structure to its contextual variables and other environmental
'contingencies' (the so-called contingency theorists, such as Hickson et
al. 1974; Pugh et al. ,1968; Aldrich, 1979), and (ii) those who go
further beyond organization's immediate task environment and explain
certain organizational characteristics in terms of broad macro
political and economic systems within which the organization operates
(the political-economy system theorists, such as Friedman, (19772) and

Clegg and Dunkerley (1980).

In the second category fall those who can be called culturalists and
who focus on either (i) cultural values of organizational members as
built up in primary social institutions, such as family and religion
(general programmed culturism), such as Hofstede (1980) or (ii) the
secondary social institutions, such as training and educational
institutions (social action culturism), such as Crozier (1964), Brossard
and Maurice (1976) and Gallie (1978). However, many Marxists would
not accept the distinction between (i) and (ii). They would see
relationships at the point of production within organizations as
reflecting and reinforcing wider class relations/structures (in the
society as context). Moreover, some 'contingency' theorists, such as
the Aston School, saw a continuity of cause/effect between
context-structure-relationships-member behaviour (cf Pugh et al.,

1963; Child, 1973).

The following sections attempt to evaluate the perspectives within

which the works of these groups of researchers have been pursued.
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i. Contingency perspective

For the first half of this century, management and organization
theorists tended to ignore the environment in which organizations
operated and arqgued for the universalistic 'one best way' of organizing
work organizations and prescribed bureaucracy as the rational and
efficient model of organization (Taylor, 1911; Urwick, 1943; Brown,

1945; Mooney, 1947; Fayol, 1949; Brech, 1953).

Later generations of theorists challenged their predecessors on the
human relations grounds (Roethlisberger, 1944; Mayo, 1945; McGregor,
1960), but still implied that there was a 'one best way' of organizing
activities with an emphasis on human beings' needs and abilities
which, according to this new school, had been overlooked by classical

theorists.

The contingency approach was developed as a challenge to the
universal single pattern of structure of organizations advocated by
both classical and human relations schools. The primary criticisms
made by contingency writers concerned the alleged inability of
bureaucracies to adapt to the changes in the environment. Gouldner
(1954) provided case-study evidence suggesting that bureaucratization
could be efficacious in one setting (an office) but damaging in

another (a mine).

The premises of the contingency perspective are based on the

argument that the survival of an organization depends upon its
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efficient and effective (optimum) performance. This optimum
performance, in turn, can be achieved if it responds and adapts to its
environmental demands 'appropriately'. The appropriate response is
crystalized in a 'match' or 'fit' between structural characteristics and
contextual and other environmental variables (Lawrence and Lorsch,
1967). Hence, for example, an increase in size - especially in terms
of numbers employed - should be accompanied by an increase in
specialization; or, to mention another example, an increase in
environmental uncertainty should be 'matched' by an increase in
decentralization, especially when the environment is complex; i.e.
highly differentiated, if the organization is to achieve a 'high'

performance.

These assumptions are open to question on a number of grounds.
First, the concept of 'high' performance, and indeed, performance
itself, is a problematic one and far from being clear. If performance
is defined in terms of goal(s) achievement, whose goal(s) is (are) to
be achieved? managers? shopfloor workers? shareholders?
governmental policy-making bodies? the public at large? A level of
performance can be interpreted as 'high' or 'low' depending on how

one answers these gquestions.

Second, the level of performance of an organization is achieved not
in a vacuum but under certain conditions which are more often than
not constraints, and of which inadequate structural arrangements are
but one. Besides, how does one isolate and evaluate the impact of

each of the various factors, including structural 'match', on
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performance level?

Third, high performance, whatever that may be, can also be achieved
by means other than adjustment and rearrangement of the
organizational structure, such as choosing more appropriate overall
policies and strategies (Child, 1972b), setting more feasible and
realistic objectives, and setting up adequate training courses for the
employees to equip them with the necessary knowledge and skills to

meet the challenge of the competitive world outside.

Fourth, performance need not be always evaluated against financial
and other economic criteria, as is implied by the arguments advanced
by the researchers advocating the contingency perspective.
Performance can be measured, amongst other things, in terms of
social, political and humanitarian criteria. It is, therefore, quite
possible that an organization's performance is considered poor in

economic terms but high in non-economic terms.

Fifth, survival of organizations does not necessarily depend upon a
high and optimum performance. For instance, monoplies, nationalized
firms, and companies operating in heavily protected industries can
afford to be sub-optimal well below the degree that contingency
advocates would recommend. This protection, however, is now
weakening for various political and economic reasons in some
countries such as Britain, though it has been maintained in others

such as certain sectors of Indian industry.
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As a consequence of the contingency perspective, considerable

research has been directed toward isolating factors upon which an
organization's structure may be contingent.  The vast majority of
these studies have focused on technology, size, environmental

uncertainty, industry, strateqy and dependence. The following

sub-sections deal with these factors.

1. Technology

Perrow (1967) defined technology as the actions an individual takes
upon an object so as to bring about a change in that object. Marsh
and Mannari (1981) defined it as the means by which an organization's
outputs are created. Whatever definitions various researchers have
given, the main concern, as Thompson and Bates (1957, p. 325) state,
has been those sets of person-machine activities that together

produce a desired good.

Woodward's studies in South Essex, England may be considered as the
seminal study into impact of technology on organizational structure,
In her research in a hundred firms engaged in widley diverse lines of
business, she concluded that when the firms were grouped according
to their techniques of production and complexity of their production
systems, the more successful companies in each of these groupings
followed similar management practices. In general, firms at the
extremes of technological complexity (unit and continuous process)
tended towards organic management styles and structures, whereas

those at the centre were more mechanistic. The research led her to
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conclude that the criterion of the appropriateness of organizational
structure must be the extent to which it furthers the objectives of

the firm (Woodward, 1958).

Woodward's conclusions are less than reliable on at least two grounds.
First, her performance measures are open to question. She does not
give any information on the level of performance of the firms
concerned apart from saying that they were classified into three
broad categories of average, below average and above average. The
performance criteria are (i) subjective, such as "quality and attitudes
of management", (ii) vague, such as rate of development (she does
not elaborate what it is and how she has assessed it), and (iii) in the
case of objective criteria, such as profitability and market standing,
it is not clear from her report whether these have been considered
for each firm for the financial year in which the study was
conducted or over a period of years. If the former is the case, then
the firms' growth and ability to expand are overlooked in the

evaluation of their performance.

Second, her technology scale suffers from limitations too. The scale
consists of five increasingly advanced and complex types of
technology. A major limitation, as Marsh and Mannari (1981) point
out, lies in the assumption that a single dominant type of technology
is used in each factory. Khandwalla (1974, p. 81) found that "a firm
manufacturing telephone switching equipment to customer
specifications is using custom technology in the design of the

equipment, but mass produces the parts and components going to the
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assembly". Among Marsh and Mannari's (1981, p. 37) fifty Japanese
factories, "although 27 used only one of the five types of technology,
13 used two types, five used three types, four used four types, and

one used all five types simultaneously".

Many other researchers concentrated on the role of technology and
argued in terms of the 'implications' of technology (Perrow, 1967;
Harvey, 1968; Hage and Aiken, 1969; Zwerman, 1970; Van de Ven and
Delbeq, 1974; Van de Ven et al., 1974; Blau et al., 1976) and
therefore recommended an appropriate 'fit' between structural
arrangements and the production technology as the means to ensure

high performance.

Credit should be given to the pioneer of this line of research,
Woodward (1958, 1965), whose work had a major impact on
organizational theory and provoked and stimulated a series of fruitful
intellectual debates and empirical investigations which could be put
under the umbrella of the contingency approach. However, the
'technological implications' thesis suffers from certain draw backs.
First, the thesis is an unjustified sweeping generalization. Although
many studies supported the 'fit' between technology and structure as
the means to achieve success, one can argue that no number of
successful firms whose structure 'fits' the demands of their production
technology, to paraphrase Popper, justifies the assumption that all
successful firms have a structure which 'fits' the requirements of
their technnology. And, as it turned out, there were many other

studies which did not support Woodward and her argument (see, for
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example, Mohr, 1971; Mahoney and Frost, 1974 Donaldson, 1976). In
fact, Woodward (1970) herself toned down the technological
implications argument contained in her 1958 and 1965 publications.
Reeves and Woodward (1970) concluded that it is actually the nature
of the interdependency created by a technology and methods of
organizational control, rather than technology per se, that affect

organization structure.

Second, if one can accept for a moment the argument that there
should be a 'fit' between technology and structural form as a means
to achieve high performance, there is more than one way to achieve
this 'fit', since according to modern socio-technical theory the aims
should be to achieve joint optimization on technology and
social/organizational variables, which gives rise to the possibility of

more than one structural arrangement (Trist, 1981).

Third, the advocates of the 'technological implications' overemphasize
the role of technology as the determinant of organizational structure,
and, by doing so, neglect other factors in and around the
organization. Perrow, a former supporter of "technological
imperatives", has reconsidered his former assumptions with this regard

and points out:

"I once believed that if organizations had a
better fit between their technology and their
structure they would be more efficient and thus
more profitable. In a study of a number of
firms in various industries I learned what should
have been obvious to me at the outset: If the
Y's are growth and profitability, the X's should
not be the fit between technology and structure
but such variables as market position, industry
profitability and growth, brand identification,
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collusion, bribery, and falsification of accounting

records. These relate directly to what pose as

profitability and growth." (Perrow , 1977,

p. 97)
Fourth, technology, far from being a given and 'imperative' imposed
on the organization's managers, can be a 'tool' in their hands to exert
control over the employees as well as the production design leading

ultimately to higher productivity (Friedman, 19773; Child and Tayeb,
1983).

However, it is possible that to some degree the contradictory and
confusing findings of the studies carried out to investigate the impact
of technology on organizational structure may be due to inadequacies
and inconsistencies in the research design and methodologies adopted
by various researchers (Reimann and Inzerilli, 1979). In regard to
design, most of these works have studied technology and its
implications for organizational structure in isolation from other
factors, such as size, dependence and environmental uncertainty,
which may have equally significant bearing on the organization.
Moreover, the findings of most of these studies are not comparable
because each of them has employed different measurements and
methodologies (see for instance, Marsh and Mannari, 1981;
Khandwalla, 1974; Perrow, 1967). As Ford and Slocum (1977) point
out, many studies that found weak relationships between technology
and structure focused exclusively on operations technology (Child and
Mansfield, 1972; Hickson et al. 1969), even though these same writers

argued that organizations may employ more than one type of

technology.
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As a result, one cannot argue strongly and convincingly for or against
the role of technology as a determinant of organizational structure.
It does appear clear, nevertheless, that technology is not the

determinant of organizational structure. It may be one of many.

It is argued here that, although technology may not have an
overriding influence on organizational structure, it is nonetheless an
important factor, and no serious investigation into organizations and
their structural predictors can afford to overlook it. The significance
of technology is made even more pronounced because of, for instance,
the built-in bias in its design to further 'capitalistic' or ‘'socialistic'
objectives; or, the way the so-called new technology can be employed
by managers to up-grade and down-grade various jobs, or indeed even

create or abolish jobs (Child, 19843),

2. Size

Size has attracted a good deal of attention as a predictor of
organizational structure. There is no consensus as to how size should
be measured. However, the most widely accepted definition of an

organization's size is the number of its employees.

Many researchers have found strong relationship between size and
organizational structure. Child (19723), for instance, found that size
was an important predictor of the degree of decentralization of
decision making in the organizations that he studied. Although the

results of considerable numbers of studies supported the importance
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of size as determinant of structure (Hickson et al., 1969; Inkson et
al.,, 1970; Blau and Schoenherr, 1971; Hinings and Lee, 1971; Child
and Mansfield, 1972; Osborn and Hunt, 1974; Ayoubi, 1975;
Yasai-Ardekani, 1979; Grinyer and Yasai-Ardekani, 1980), there were
others which did not do so. Thompson (1967), for example, argued
against the impact of size on organizational structure, and stated
that if the workflow/task is simple, e.g. copper mining, then an
increase in scale could be managed without a more elaborate/complex
managerial superstructure. Hall et al. (1967), Mayhew et al. (1972),
Blau et al. (1976), Evers et al. (1976) and Marsh and Mannari (1981)
are among those researchers who did not find size to be a predictor

of structure.

Aldrich (1972) argued that there were several alternative and equally
plausible paths relating size, technology and structure. One showed
technology to determine structure, which in turn determined size. In

this connection, he argued that technology is causally superior:

"The development of an organization proceeds
from its initial founding and capitalization in
response to market opportunities, through its
design based on copying and modifying an
existing technology, on to the design of the
organization's structure, and finally to the
employment of a workforce to staff the nearly
completed organization ... Technology is causally
superior to the size of the workforce ... and is
also causally superior to organization
structure."  Aldrich (1972, p. 34)

The problem with studies which focused on size is manifold. First, a
major problem of these studies, and indeed others discussed in the

previous sections, lies in their failure to advance an explanation as to
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why technology, size etc. lead to a particular structure, and the
process involved. Second, the interrelationships between size and
other factors and their combined impact on structure have not
sufficiently been explored. Third, here again there has been
inconsistencies in measurement, that of size (Kimberly, 1976).
Fourth, it has been argued that some size/structure relationships
(especially specialization) are tautological. @ These problems cast a

shadow of doubt on the validity of the conclusions of these studies.

However, size is a major aspect/dimension of an organizational
anatomy and there is more to learn about its implications for
organizations. For example, is an increase in size per se important
or is it the increase in its quality (in terms of know-how)? How do
different cultures cope with an increase in size? Does a larger size

lead to a greater decentralization in all organizations in all cultures?

3, Environment

A number of researchers have attributed structural characteristics to

the peculiarities of the environmental factors.

Environment is one of the most widely discussed concepts, and it has
been defined in many ways. Pennings (1975, pp. 393-394) gives a
useful broad definition which encompasses relevant factors which
surround organizations: "environment is the organization's source of
inputs and sink of outputs; that is, the set of persons, groups, and

organizations with which the focal organization has exchange
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relations."  Osborn (1971) and Osborn and Hunt (1974) grouped the
various broad elements in and around organizations into three
categories: 'macro', 'aggregation', and 'task' environments.

"The macro environment is the general cultural

contegt of a specified geographical area and

contains those forces recognized to have

Important influences on organizational

characteristics and outputs ... The aggregation

environment consists of the associations, interest

groups, and constituencies operating within a

given macro environment ... Typically, the task

environment is defined as that portion of the

total setting which is relevant for goal setting

and goal attainment (Dill, 1958; Thorelli, 1967)."

(Osborn and Hunt, 1974, pp. 231-232).
It is the task environment which has attracted most attention of the
writers on environment-structure relationships. Many researchers and
theorists emphasize that organizations must adapt to their
environment if they are to retain and or/increase their effectiveness.

Much of the theoretical and empirical work on this issue has focused

on the element of uncertainty.

Burns and Stalker (1961) noted that successful firms in a stable
environment tended to have a 'mechanistic' or highly bureaucratic
structure and process, while successful firms in a changing and
uncertain environment tended to have an 'organic' or flexible
structure with low centralization and formalization. It must be
pointed out that Burns and Stalker had only one example of an
organic unit (and it was only the R & D department of a firm, not
the firm as a whole), which brings up the point of intra-organization

structural variations (Lawrence and Lorsch, 1967).
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Lawrence and Lorsch (1967) operationalized uncertainty by measuring
the clarity of information, the degree to which cause-effect
relationships are known, and the time span of definitive feedback.
They then characterized an organization's environment as diverse if a
wide range of uncertainty were perceived among its different parts,
and homogeneous if the range were narrow. Studying a sample of six
firms from three industries, they found that in successful
organizations, each organizational subunit met the demands of its
sub-environment, In diverse environments, subunits were more
differentiated than those in homogeneous environments, and more
efforts were required to integrate the differentiated subunits in
diverse environments than in homogeneuos ones. Differentiation, in
this case, refers not only to differences in formal structure, but also
to differences in the cognitive and emotional orientations of subunit

members.

Cohen, March, and Olsen (1972) proposed a 'garbage can' model for
organizations under conditions of uncertainty, where technology is
unclear and goals are ambiguous, while Hedberg et al. (1976) advised
the residents of changing environments to take a 'tent' and 'camp on
seesaws' in order to achieve and maintain the required flexibility,
creativity, immediacy and initiative. Weick (1976) prescribed 'loosely
coupled' systems for organizations operating under changing conditions,
which he argued would preserve more diversity in responding to

environment than do tightly coupled systems.

The writers whose studies were described so far discussed
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environmental uncertainty as if environment could per se be
'uncertain'.  Ouncan (19713, 1972) directed, for the first time,
attention to 'perceived uncertainty' and provided a systematic
conceptualization and empirical analysis of the dimensions of
environment that lead to different degrees of perceived uncertainty.
He suggested that perceived environmental uncertainty, as it is
related to decision making, is determined by two dimensions:
simple-complex (number of factors considered in decision making and
their degree of similarity) and static-dynamic (the degree to which
the factors change). From a study of managers in twenty two
decision units, he concluded that the static-dynamic dimension was a
more important determinant of perceived uncertainty than the
simple-complex dimension. He also identified the types of structural
modifications decision units implement under uncertainty and the
relationship between these adaptation processes and organizational

effectiveness (Duncan, 1971P).

A new stream of thought was developed in the 1970s which studied
organizations as species in relation with their environments.
Exponents of this approach propose a 'natural selection' or what
Aldrich and Pfeffer (1976) prefer to call 'population ecology' model.
The natural selection model, developing the strongest argument for an
environmental perspective, in its original form, applies at the
population level of organizations rather than at the level of single
units. Environments differentially select organizations for survival on
the basis of the fit between organization structure (and activities)

and environmental characteristics (Buckley, 1967; Campbell, 1969;
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Aldrich, 1971; Hannan and Freeman, 1974). The process of
organizational change, while controlled by the environment, does not
necessarily involve progress to more complex or higher forms of
social organization, or better organizations. The process of natural
selection means the social organizations are moving towards a better
fit with the environment, nothing more (Aldrich and Pfeffer, 1976;

Aldrich, 1979; McKelvey and Aldrich, 1983).

These writers have made a major contribution to organization theory
by drawing one's attention to the external influences on organizations.
However, their argument that environment is the determinant of
organizational structure is open to question on at least one important

ground.

Population ecologists assume that the organization-environment
relationship is a one way flow of 'demand' and 'command' from the
environment to which the organization has passively to adapt by way
of making necessary structural arrangements and modifications if it is
to be successful, and indeed, to survive. These researchers have
clearly ignored the organization's members, especially managers, who
have power and resources to influence, change and even choose their
environment as they see fit. To be sure, there are constraints and
limitations on the resources and the exercise of their power.
Nevertheless, they exist. It is ironic that these researchers who are
almost all from Western societies with an established philosophy of
faith in man's ability to conquer his environment should deny the

organizations and their managers the same.
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The combination of managers' resources and power and the two-way
relationships between organization and its environment may result in
circumstances under which an organization is able to negotiate (Cyert
and March, 1963), to enact (Weick, 1969), and to manipulate its

environment (Thompson, 1967).

However, there are some writers who haved recognized the
importance of the role of managers in managing their organizations

and their environments.

Child (1972b) introduced the notion of 'strategic choice' and
emphasized the role of managers and their strategic choices in the
relationships between organizations and environments. Strategic
choice, in Child's view, is exercised by organizational elites and other
members of the "dominant coalition". This view of the determinants
of organizational activities is introduced to account for how decisions
are actually made, given that environment, technology, and size are

not totally responsible for organizational change or stability.

Anderson and Paine (1975) and Bobbit and Ford (1980) have supported

Child and argued that decision makers' choice is the determinant of

organizational structure.
Exponents of the 'resource dependence' model argue along similar

lines. The model proceeds from the indisputable proposition that

organizations are not able to generate internally either all the
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resources or functions required to maintain themselves, and therefore
organizations must enter into transactions and relations with elements
in the environment that can supply the required resources and
services.  Administrators, who must ensure a continued supply of
resources to maintain satisfaction of their organizations' members,
owners, and other powerful groups in their environment (White, 1974),
manage their environments as well as their organizations. The
resource dependence model portrays organizations as active, and
capable of changing as well as responding to the environment. The
model calls attention to the importance of environmental
contingencies and constraints while at the same time leaving room
for the operation of strategic choice on the part of organizational
members as they maneuver through known and unknown contexts
(Chandler, 1962; Child, 1972b; Pfeffer, 1972; Jacob, 1974; Pfeffer and

Salancik, 1974; Pfeffer and Salancik, 1978).

4. Industry

Hrebiniak and Snow sought to determine whether industry is an
important variable for the kind of uncertainty perceived by top
managers and for patterns of organizational structure and influence.
Their study shows that perceptions of environmental uncertainty,
interorganizational influence, and the degree of structural
decentralization vary by industry. Their data also indicate that
structural responses to environmental uncertainty are affected by
industry, suggesting that the structural-contingency model may be

comprised of "models", depending on organizational domain or setting
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(Hrebiniak and Snow, 1980).

Industry is a significant variable because of the implications of such
factors as the age of the industry, the organization's standing within
it in terms of market share, competition, change, and governmental
economic and industrial policies and priorities for the organizations
concerned. For instance, firms engaged in the electronics industry
face fierce competition and a rapidly changing climate compared to
the brewery industry. This instability is made even greater, in the
case of some western European countries like Britain, by their
governments' 'open door' policies. In a country like India, with the
government's highly protective industrial policies, there is relatively
little competition in the market confronting electronics firms. These
firms, however, face a dilemma of a different kind. Because the
electronics industry is capital intensive, and the government's
economic top priority is to create employment for hundreds of
millions of job-less people, there is a restriction on the limit of the
total production and expansion of the firms engaged in this industry.

For reasons such as these it is important to take account of the

industry in a study of business organizations.

Spender, in a study of foundry, dairy, and fork-lift truck rental
industries, also pointed out the importance of industry and concluded
that there is an industry-specific 'recipe' which bears "most heavily
on organizational strategy-makers" and influences their policies,

objectives and 'judgements' (1980, p. 109).
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5 Strategy

The area of structure-strategy-environment has also received
considerable attention within the contingency framework. The
concept of organizational strategy was advanced by the Harvard
Business School in the late fifties to embrace the major decisions
that serve to match organizational resources with environmental
opportunities and constraints (Andrews, 1960; Chandler, 1962). The
major systematic insights in the relationships between environment,
strategy, and structure stem from Chandler's historical studies.
Chandler concentrated on the changing strategies of seventy five
large American corporations and analyzed their groping efforts to
devise new organizational structures to pursue these strategies more

effectively (Chandler, 1962).

Following Chandler, Scott (1970) developed a paradigm of corporate
development that views the firm as moving through successive stages
as its product-market relationship becomes more elaborate. In this
"stage model", the firm is seen as growing from a "one-man show" to
a functionally organized structure, and then, as it develops multiple

product lines, to a product-division structure.

Miles and Snow (1978) developed a model of organizational adaptation
and argued that every organization chooses its own target market and
develops its own set of products or services, and these domain
decisions will then be supported by appropriate decisions concerning

the organization's technology, structure, and process. Management is
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relatively free to choose among alternative forms of each of these
major organizational features. They identified four broad categories
of such forms; i.e. 'defenders', 'prospectors', 'analyzers', and 'reactors,
each of which has its own strategy in its interactions with the

environment.

Rumelt (1974), basing his analysis on the data from more than two
hundred American companies, found a positive relationship between
performance on one hand, and a 'fit' between strategy and
organizational structure, on the other. However, he also suspected

that structure follows fashion.

Miller et al. (1982), studied a sample of thirty three business firms in
Canada, and attempted to establish whether there is any relationship
between the personality of the top executive and his strategy-making
behaviour and whether this in turn has any implications for structure
and environment. Locus of control was the personality characteristic
that they saw to hold much promise in explaining strategy making
behaviour. Confident, aggressive, and active chief executives, they
argued, tend to undertake more innovative, risky, and proactive
strategies; executives who are more given to feelings of helplessness
and passivity will be more conservative, reactionary, and risk averse,
and this in turn will have reprecussions on the dimensions of

environment and structure.

Strateqgy, although a significant factor, has not been, sufficiently, if

at all, studied within a cross-national comparative framework, to
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examine whether its influence on structure is as universally great as
its advocates believe. Clearly further research in this area is

needed.,

6. Findings of the Aston Programme

Researchers involved in the Aston Programme (Pugh et al., 1968)
attributed the state of the structural characteristics of organizations
to certain variables in their context. Their first major study covered
forty six organizations in Birmingham, England. They identified, and
developed scales for, five structural dimensions. These were
centralization, specialization, formalization, standardization, and
configuration.  Contextual variables which the Aston researchers
considered as being predictors of state of structural dimensions were
origin and history, ownership and control, location and resources,
dependence on parent organization, size, technology, and charter.
Child in his National Study (19728), in which he replicated the Aston
Programme in eighty two organizations throughout Britain, argued for
the importance of the status of the focal organization (i.e., whether
it is an independent company, a parent company, a subsidiary, a
division, a department, or a production unit) in its relation to the
degree of centralization of decision-making process, especially in the

comparative studies of organizations.
Some researchers developed the concept of dependence on parent

organization further and argued that dependence on other

organizations in the environment, such as suppliers and customers, is
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an important factor influencing the focal organization's autonomy and
dispersion of decision making (McMillan et al.,, 1973; Horvath et al.,
1976).  Hickson et al. (1979) went further to argue for similar

implications of such dependence for organizations in all countries.

Subsequent research and replications of the Programme did not
support many of the earlier findings, and it was also criticised on
methodological grounds (Aldrich, 1972; Child, 1972a; 1973; Mansfield,
1973; Pennings, 1973; Khandwalla, 1974; Brossard and Maurice, 1976;
Ford, 1977; Kmetz, 1978; Grinyer and Yasai-Ardekani, 1980).
However, the Programme remained a major attempt to provide an
organizational taxonomy and a model for understanding the

organization's relationship with its immediate context.

7. The culture-free thesis

One of the most controversial arguments for the determining role of
contextual and other contingency variables in the organizational
structure was put forward by Hickson et al. (1974) who advocated a
culture-free thesis and universalism. They went on so far as to state
that if the contingency variables are similar across national
boundaries, they will result in similar organizational structural forms.
Focusing on the relationship between organizational characteristics
and their contextual variables, they concluded that this relationship is

stable across societies:

"...(our) hypothesis rests on the theory that there
are imperatives, or 'causal' relationships, from
the resources of 'customers', of employees, of
materials and finance, etc., and of operating

- 40 -



tec_hnology, of an organization, to its structure,

which take effect whatever the surrounding social

differences ... Whether the culture is Asian or

EL_jropean or North American, a large organization

w1th' many employees improves efficiency by

specializing their activities but also by increasing

co_ntrolling and coordinating specialities."

(Hickson et al., 1974, pp. 63-64)
Haire et al.'s (1966) well-known study also led them to advocate
universalism and similarities in "managerial thinking" across cultures.
They studied attitudes, perceived needs and need satisfaction among a
sample of about 3600 managers from fourteen countries, the majority
of whom were attending management training courses and had been
selected by the researchers "impressionistically and sometimes
opportunistically" (pp. 6-7). They noted that only 25 percent of the
observed differences were associated with national differences and

similarities between these managers were far more numerous than

their differences.

Two points should be borne in mind with respect to the culture-free
thesis and universalism assumed on the basis of these two, and
similar, studies. First, some of the studies carried out within this
framework suffer from methodological inadequacies. Take
Haire et al.'s work. The managers whose attitudes they studied were
attending management training courses at the time the research was
carried out. This means they were subject to a similar flow of
instructions about modern management practices and theories which
could well have influenced their responses to the questionnaire that
they completed. Besides, Haire et al. neither studied the structural
characteristics of the organizations which were managed by these

managers, nor surveyed the attitudes of their subordinates as to how
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they perceived their managers ran the organization. To agree with
statements favouring, say, a participative management style is one

thing; actually to behave as a participative manager is another.

Second, the purpose of the studies such as Hickson et al.'s is to test
the stability of relationships between organizational structure and its
environmental variables, rather than to examine their underlying
rationale (Maurice, 1976). They look for similarities rather than
differences in organizations operating in different countries:

"Thus, when certain formal characteristics of

organization structures (centralization,

formalization, specialization, etc.) are related to

such contextual variables as size and technology,

it is important to realize that these studies are

based on concepts and indicators that by nature

are universal - thereby precluding any testing of

the impact of national or cultural variables in

which such studies express interest." (Maurice,
1976, pp. 5-6)

8. Contingency perspective - an overall view

The contingency perspective as a whole suffers from other drawbacks

which are attributable more or less to all the work carried out within

its framework.

One problem with the approach lies in the inconsistency in its
arguments and the findings of the studies conducted within this
framework. For instance, the pioneers of the school started by
condemning the 'universalism' of classical and human relations
theorists, and advocated an 'it all depends' thesis. But they actually

ended up prescribing a limited number of universal structural forms
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and management styles depending on, for example, technological
requirements (Woodward, 1958) and environmental uncertainty (Burns

and Stalker, 1961).

Second, as was discussed in the previous sub-sections, there are also
contradictions between the findings of various studies carried out on
the impact of, say, size, technology, and environment on
organizational structure. These contradictions, however, may have
something to do with the way these studies were carried out within
the contingency framework rather than the framework itself. For
instance, Child (19728) pointed out that differences in the units of
analysis may cause differences in research results. Observing
discrepancies between his results and those of Pugh et al. (1968) and
Hinings and Lee (1971), he suggested that those differences might be

due to the heterogeneity in organizational status of the Aston sample.

Third, another weakness of this approach is, echoing Schoonhoven
(1981), its lack of clarity due to the ambiguous character of the
'theoretical' statements:

"Statements from contingency theorists and
researchers suggest that a particular structure
should be "appropriate for" a given environment
(Thompson, 1967), that organizations are more
successful when their structures '"conform'" to
their technologies (Woodward, 1965: 69-71), that
an organization's internal states and processes
should be "consistent with" external demands
(Lawrence and Lorsch, 1967), that organizations
should attempt to maximize "congruence"
between technology and their structure and adapt
their structures to "fit" their technology (Perrow,
1970:80), that technology and structure need to
be properly "aligned" (Khandwalla, 1974:97), that
a "coalignment" should exist between environment
and structure (Lawrence, 1975), and that
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communication structures should "match" the

nature of the task (Tushman, 1978). Contingency

theory currently requires greater precision than is

provided by these richly suggestive but ambiguous

statements." (Schoonhoven, 1981, pp. 349-350)
Fourth, the contingency theorists' discussion of the way contingencies
affect organizational structure sometimes is superficial and lacks a
deep analysis of their implications. For instance, they argue for the
importance of the economic market surrounding the organization but
they fail to investigate market-organization relationships in terms of
the power and dominance (or otherwise) that the organization might
enjoy in the market vis-a-vis its customers, its suppliers and its

labour force (Child and Tayeb, 1983). What Child (19843, Chapter 7)

calls 'political contingency' school has begun to investigate this issue.

Fifth, the studies conducted within the framework of this approach
suffer from methodological inadequacies. They have, for instance,
investigated the impact of contextual variables on organizational
structure not in relation to each other and in a collective manner,
but one by one across two or more organizations. A research design
such as this neglects the impact of other factors and their multiple
effects and by-passes the tension created especially by conflicting
demands imposed by them. For instance, what happens if an
organization's technology demands a highly decentralized and flexible
structure but its stable economic market and small size demand the
opposite? Studies to address this and similar questions have been few

and far between.

This leads to a sixth problem. Contextual variables may not only
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have different and conflicting implications for the organization; they
may also affect different parts of the organization. For instance, a
change in production technology from a routine and simple one to a
more complex and non-routine technology may affect the structure of
the production plant, but a change in export policies may result in
restructuring of the marketing department. How is one to know
which variable to what degree has affected which part(s) of the
organization? Contingency theorists have done little to investigate

such matters adequately.

Seventh, although the later advocates of the contingency approach,
following Child (1972b), recognized the role of managers' perceptions
and preferences in their dealings with environment, they assumed a
universal pattern of perceptions and preferences in similar
circumstances across cultural boundaries. This assumption manifests
itself explicitly in such arguments as the 'culture-free' thesis. The
major draw-back of this approach to organizational theory is that it
denies that different nations have different degrees of values and
different preferences, and hence behave differently under similar
conditions. It underestimates the influence of deeply-rooted
historically-developed cultural values and attitudes of a society on the
work-related attitudes and behaviours of the organizational members

in that society,

The contingency perspective, despite its shortcomings, is fruitful and

stimulating, and has its positive points to make:
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The main strength of this approach lies in its valuable contribution to
understanding organization's structure and processes by pointing out
the importance of the interaction between the organization and the
environment in which it operates and the role that this interaction

plays in shaping the structure and processes.

Another strong point is that this perspective was the first approach
to organization theory to state the now accepted view that there is
no 'one best way' of managing work organizations, and that a degree
of choice was available to managers as to how to manage their
organizations and their environments given certain environmental

conditions.
ii. Political economy perspective

There are some researchers who do not consider themselves as being
followers of the contingency perspective, but they argue all the same
for the significant influence of broad environmental factors, such as
the degree and process of industrialization (Harbison and Myers, 1959;
Dore, 1973), macro-economic structure (Child, 1980, l984b), and
labour market (Friedman, 19778), on organizational structure and
management practice. These researchers play down the role of
national culture and assume a far reaching role for political and
economic supra-structures which are argued to suppress local
differences and produce similar solutions for similar problems so long
as these supra-structures are similar. Hence, socialism, for instance,

may encourage a relatively more centralized policy planning and
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objective setting compared to capitalism where the emphasis is on
flexible and decentralized economic activities and on minimum
governmental intervention. And the logic of industrialization, to give
another example, will bring about a general logic of management
development applicable to all advanced and industrializing countries in
the modern world (Harbison and Myers, 1959). The following

sub-sections will discuss these propositions in detail.

1. The logic of industrialization

This theory basically argues that there is a central logic to
industrialism which derives from the imperatives of machine
technology and economic development. Industrialization, according to
this argument, brings about certain changes in the fabric of
organizations, particularly their size and complexity. These changes
in turn are seen as necessitating certain developments in organization
structuring: greater specialization, reliance upon rules, and
decentralization. = Management becomes more 'professionalized' and
authority relationships tend to shift from autocratic to formalized and
more participative modes. The logic of industrialization prevails
whatever the cultural setting, although cultural factors can impinge

on the process and may slow it down (Harbison and Myers, 1959).

Dore (1973) suggested a further aspect to the logic of
industrialization thesis by arguing that the way a country comes to
industrialization can have a lasting effect on the kind of industrial

society it becomes. He compared development of labour movements
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and industrial relations and their bearing on management policies and
practice in Japan with those of Britain since the beginning of
industrialization in the two countries. In Britain, industrialization was
a long drawn-out slow process which started in the mid-eighteenth
century and spread over a period of two hundred years. In Japan it
started in the first quarter of the twentieth century, and the country
''Jumped' from a feudal form of corporatism to a modern form of
enterprise without ever experiencing either the sturdy independence or
the callous indifference to one's neighbour of a thorough-going
laissez-faire market economy. On the basis of this study, Dore made
some speculations about the effect of what he called the 'late
development syndrome' on, amongst other things, organization and
management practice: "the later the industrialization, the bigger the
organizational leap, the more likely industry is to begin with
rationalized bureaucratic forms of organization, and the more the
right of trade unions and workers would be stressed" (p. 416).
Corporations in the contemporary late starter countries, "sending their
personnel officers to business schools in Europe and America, begin
industrialization under the influence of human relations theories and
"Y' theories, and theories about the virtues of consultation with

workshop representatives" (p. 416).

Dore, however, does not provide any evidence that the Japanese
managers are actually influenced by American- and European-based
modern 'Y'-type theories of management. On the contrary, judging by
the findings of studies of Japanese organizations (De Bettignies, 1973;

Ouchi, 1981; Littler, 1983), Japanese managers have developed their
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own brand of management style quite distinct from that which Dore

assumes.

2. Socio-economic system

Relatively very few studies have been carried out to examine the
influence of the two major forms of economic system of production,
namely capitalism and socialism, on organization structure. The two
systems appear to stand in sharp ideological and institutional contrast.
As Lane has stated:

"State ownership of the means of production, the

dominance of working-class values and the

absence of an antagonistic ascendant class in

state socialist society ensures its basic character

as a workers' state. Its chief forms of

production are socialist. Western capitalist

societies have a quite different basis and

dynamic: they are characterised by social classes

which have rights over the disposal of property

and of income from property; the capital market

and the making of profit in the context of a
more or less regulated economy are essential

dynamics of the system." (Lane, 1977, p. 173)
In the light of recent events in Poland, as Child (1984P) points out,
this depiction of state socialist society may appear in some need of
revision. Also, of course, the debate continues as to whether the
development of both capitalist and socialist societies is eroding the
differences between them, and whether it would be more accurate to
distinguish several variants of captialism and socialism. Nevertheless,
so long as each system rests upon intrinsically different foundations it
is to be expected that their organized units will reflect the different

‘basis and dynamic' of each system.
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Child (19840) discusses the likely implications of these differences for
basic organizational objectives and relations, ideology, planning,
resource allocation and control, and organizational hierarchies.
However, he warns against exaggerating the differences in such
matters as planning, resource allocation and control between
organizations located in capitalist and socialist countries. Moreover,
he draws attention to intra political system variations (i.e. within

capitalism and socialism).

In principle, the objectives of the capitalist economic organization are
directed towards profit maximization and the strategies for attaining
these are formulated in the light of market conditions governing the
value secured for products when these are exchanged. In contrast,
the objectives of the socialist economic organization are seen to be
directed at achieving a planned social product with whatever inputs

of labour, plant and materials are required.

The model of capitalist objectives and its implications for
organizational relations appears generally to hold in practice.
However, the socialist alternative does not.

"...The avoidance of tensions in the relations of
production by means of planning oriented towards
social objectives has not been achieved in
socialist societies. The low productivity of
labour has been a long-standing concern in
countries like the USSR, and there are many
complaints about poor discipline (Lampert, 1984;
Pietsch, 1984). Although socialism is expected to
promote a sense of collective identity within
organizations, there is concern about worker
motivation in socialist countries, together with
evidence of considerable job dissatisfaction and
illegal informal practices (e.g. Haraszti, 1977;
Grancelli, 1984). This inconsistency between the
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expectations of the political economy model and
actuality leaves an interesting question to be
answered" (Child, 19840, p.7).

Capitalist ideology appeals to the notion of economic betterment
through individual initiative and self-help.  Although it has clearly
become modified with the rise of large bureaucratic corporations, and
perhaps never took deep root in more corporatist societies, capitalist
ideology stands in stark contrast to its socialist counterpart.
Socialist ideology emphasizes the collective. The party is seen to
play the role of representing the interests of the working class as a
general collective, and hence having a legitimate role in the
hierarchical structures of organizations. It is regarded as appropriate
that the collective view of workers in an organization, and possibly
its local community also, should guide its administration and
operations.

"...Thus within socialist organizations one would

expect to find, at least in terms of formal

provision, an emphasis on representing collective

views including channels for exerting influence

over managerial actions to conform to collective

norms. While formal channels for worker

representation are not by any means unknown in

capitalist societies, and have become legally

institutionalized in some, these do not have the

same ideological standing in terms of providing a

voice for members of the owning working class

with consequences that derive from that standing

such as the right to discuss, even make,

managerial appointments. Under capitalism,

these and other decisions are much more likely

to be claimed as managerial 'prerogatives'
deriving from managers' claims to be representing

ownership" (Child, 19842 p. 8).

The centralization of planning and control in most socialist countries
contrasts with the decentralization inherent in the use of market

mechanisms. Capitalism is conducive to organizational
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decentralization through the establishment of internal
market-allocation mechanisms on a semi-autonomous profit-centre
subsidiary basis. Socialism appears to be difficult to sustain without
a high degree of central direction. Kuc et al. (1980) found from a
comparison of Polish, British, Japanese and Swedish factories matched
for size and type of product, that the centralization of decision
making within the Polish organizations was considerably higher than in
organizations from the three capitalist countries. They attribute this
difference to the nature of direct central State involvement in
enterprise planning in Poland, whereby the State establishes long term
norms for investment, pricing and resource allocation. In capitalist
societies, plans or targets for such matters would normally be
established within, not above, the enterprise. Also referring to
Poland, Kolarska and Aldrich (1980) elaborate Hirschman's analysis of

Exit, Voice and Loyalty (1972) by arguing that in non-market socialist

societies complaint against the management of organizations has to
rely on the 'indirect voice' of appealing to outside bodies (media,
party) because exit (working somewhere else or purchasing products
from a competing enterprise) is often not possible and 'direct voice'
(complaint within the enterprise) may be ineffective when decision

making is centralized and therefore remote.

In capitalist societies, economic organizations are normally supervised
by one or two-tiered boards which legally represent the interests of
ownership: either private shareholders or the state. In some cases,
workers have a minority representation on such boards. This focal

point of responsibility, which has charge of strategic policy and
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planning in a decentralized capitalist system, provides for a single
hierarchy of executive authority accountable through it to the owners
of capital. In contrast, socialist enterprises may be characterized as
having multiple power centres and dual hierarchies. There is a
managerial hierarchy responsible for plan fulfilment to a planning
centre located above the enterprise. A party hierarchy parallels the
managerial line within enterprises and itself reports to local and
central party organizations. However, there seems to be some degree
of variations in this general model. | aaksonen (1984), for example,
reports differences in managerial influence among Chinese
organizations where the general manager is also the first secretary of
the party committee and where he or she is not. Lockett and Littler
(1983) report variations in the extent to which factory management
elections had taken place in China and, where this had happened, in
the degree to which nominations remained under the control of the

factory director.

3. Labour market and management control strategies

In recent years economists have begun to observe how labour markets
tend to become stratified (Watson, 1980, p. 171). Occupations may
take their recruits from the 'primary sector' of what is seen as a
dual market, where the work is characterized by good working
conditions and pay levels, opportunities for advancement and fair
treatment at work, and especially stability of employment.
Occupations which draw on the 'secondary sector', however, are worse

off in each of these respects and are particularly characterized by
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considerable instability and a high turnover rate (Piore, 1972).
Members of this secondary workforce will tend to be people who are
dispensible, possess clearly visible social differences, are little
interested in training or gaining high economic reward and are ones

who tend not to act together collectively (Barron and Norris, 1976).

Friedman's work (19773, 19779, 1982) provides a Marxist analysis of
management control strategies in capitalist economies and suggests

how a dual labour market can be exploited by managers.

He argues that in response to changes in environment, such as
varying strength of workers' resistance, new technology and market
conditions (especially labour market), two types of managerial control
strategies could be used in order to maintain a stable high profit.
He labels these two strategies as 'responsible autonomy' and 'direct
control'' ~ Responsible autonomy involves allowing workers more
discretion in doing their job, more status, light supervision, and
encouraging them to identify the top managers' objectives as theirs
and work responsibly. Direct control involves close supervision, little
or no discretion and responsibility in workers' job, and centralization

of decision making in hands of a few top managers.

Friedman suggests that the chosen control strategy is dependent on
whether top managers perceive individual employees or groups of
workers as 'central' or 'peripheral'. In the business world, employees
are central when they are considered to be essential to the securing

of high long-run profits, especially when business conditions are
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depressed. This centrality may derive from their skill, knowledge and
contributions they make to the managerial authority. They may also
make themselves essential to the top managers through the exercise
of their collective resistance. Peripheral workers are those who
perform unskilled jobs with low responsibility and low status. They
come from the disadvantaged sections of the society and during
recessions are readily laid off. (Central and peripheral workers are
clearly those who could be found in primary and secondary labour

markets.)

By dividing the workers into the two categories, and employing
separate control strategies for each category; i.e. responsible
autonomy for central workers and direct control for peripheral ones,
top managers can choose between the two strategies, depending on
the market conditions and technological requirements without facing

resistance or difficulties.

4. Political economy perspective - an overall view

The main objection to the researchers writing in this perspective is
on the basis of their de-emphasis of national e;nd cultural differences
and their implications for work organizations in spite of the
similarities in political and economic supra structures. Friedman,
Dore, Harbison and Myers and many others who drew one's attention
to the importance of economic and political institutions, such as

capitalism, industrialization, trade unions and the like are correct in

emphasizing the crucial role these play in shaping organizations'
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structure and policies, but their assumptions have to be qualified on

at least two grounds.

First, these institutions, contrary to what is implied in their
arguments, are not something beside culture but an integrated part
of the culture of the society concerned. Take industrialization, for
example. If Weber's (1930) thesis that the 'Protestant ethic' was the
underlying drive for capitalism and indeed, Industrial Revolution, in
mid-eighteenth century in England holds true, this revolution could
not have started in any better place than England. According to
Weber, Protestantism encourages individualism, and individual success,
including economic success, in life is considered as a part of a
person's religious duties towards his/her Lord. It is true that
Protestantism originated in Germany, but it was the English of the
Industrial Revolution era who, as an individulistic people (Macfarlane,
1978), had the 'necessary' predispositions to accommodate the new
religion. (See also Chapter 6 for further details.) So, probably it was
not by some accident of the history that the English were the first
nation to industrialize. Further implications of this, including Dore's
(1973) early starter syndrome, would naturally follow. One could also
argue for the cultural and historical origins of the labour movement
and recognition of trade unions, democracy, authoritarianism,
socialism, capitalism, and so on. They all, in most part, are created
by the cultural values and beliefs of the peoples concerned and, in
turn, reinforce and perpetuate these values and beliefs. However,
one could also point out the non-cultural factors which may

contribute to these social phenomena. For instance, availability of
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cheap raw materials (coming from the British Empire's colonies) in
the eighteenth century may have as much facilitated the Industrial

Revolution in England as the cultural characteristics of the English.

Second, these institutions, although similar in name, have a strong
local cultural flavour even when they are not originated locally and
are imported form an outside culture. Advocates of the
political-economy perspective argue that structural factors of a
socio-economic nature generate more fundamental differences, and
that so-called 'cultural' differences have effect only on how
relationships are displayed, and on the forms of behaviour and
expression, not on the relationships and behaviour per se. However,
an examination of, for instance, the trade union movement in Britain,
France, and United States whose economic system is similar
(capitalism) shows that there are fundamental differences, in terms of
ideology and approach, between them which are explainable more by
their nations' cultural characteristics than economic system (see
Jamieson, 1980 for a comparison of American and British trade union
movements, and Gallie, 1978 for a comparison between British and
French trade unions). The cultural and local differences in what
appears to be the same in ideological terms have caused different
types of, for example, socialism in China, Russia, Albania, Yugoslavia
and Cuba; and different types of capitalism in Britain, India, Saudi
Arabia and Nigeria. It would be, therefore, incorrect to assume that
work organizations operating under these very different systems with
similar labels would have similar management practices or respond to

their environments in similar ways.
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iii. Cultural perspective

Keesing (1974) has distinguished between those theories in
anthropology which treat cultures as 'ideational systems' and those
which treat them as 'adaptive systems'. Ideational theories look upon
cultures as sets of ideas, values, shared symbols and meanings. The
adaptive structure tradition regards cultures as total ways-of-life
whereby communities have survived and adapted in their ecological
settings. This tradition draws attention to the expression of culture
in the forms taken by artifacts and institutions. It assumes (1) that
cultures are systems of socially transmitted behaviour patterns, (2)
that these systems include technologies, and modes of economic,
social and political organization, and (3) that technology, economy and
the social organizations directly tied to production represent the
areas of culture most central for adaptation. Whereas the ideational
tradition tends to see ideas having a significant influence on social
life and structures, the adaptive tradition tends to regard ideas as

derived or secondary.

This contrast between ideational and adaptive traditions is reflected
within the cultural perspective on cross-national organizational
studies. One approach within this perspective focusses on the ideas,
values and meanings shared by organizational members in particular
societies, and like Kroeber and Parsons (1958), its adherents prefer to
distinguish this ideational sphere from the issue of how social action

is cultured through the medium of institutions. Following Keesing,
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Child and Tayeb (1983) called this first approach 'ideational', and
contrasted it with an 'institutional' concern with how the nature of
organizations might reflect institutional features of the country in
which they are located. Ideationalists have generally directed their
attention to the attitudes and values expressed by organizational
members, while institutionalists in the limited amount of research
they have conducted so far have concentrated upon structural aspects
within organizations, such as the division of labour, career, status and
reward structures.  While in principle, both approaches retain the
holistic view of cultures inherited from anthropology, in practice they
have selected a limited range of ideational 'dimensions' or particular
institutional sectors for purposes of cross-national comparison (Child

and Tayeb, 1983, p. 42).

Advocates of the culturalist perspective among students of
organizations, although placing different emphasis on different aspects
of organizations, have sought either to analyze the underlying values
which shape organizations as they are, or to attribute organizational
characteristics to 'culture' where they did not find any significant
relationship between organizations and their environmental and
'non-cultural' contexts. Among the researchers advocating this
perspective three groups can be identified. @ Those who consider
culture as one of the contingency factors to which the organization
has to respond (Roberts, 1970). There are some researchers who
assume a more thorough role for culture and concentrate mainly on
values, attitudes and ideas of the people concerned - the

ideationalists (Crozier, 1964; Hofstede, 1980, Sorge, 1980). Finally,
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there are those who view culture through certain societal institutions
which in turn have bearings on organizations operating within the

society of which all are parts - the institutionalists (Brossard and

Maurice, 1976; Maurice et al., 1980).

To treat 'culture' as a 'contingency', as the first group mentioned
above do, is objectionable because contingency factors, in the sense
discussed by contingency theorists, are factors 'in' and 'around' the
organization which stimulate and cause the organization's managers'
behaviour and response, and which are entities, as it were, 'outside'
the managers. But culture, in the sense of values and attitudes, is
not something 'out there' to be responded to. It underlies the
managers' behaviour, consciously or unéonsciously. It does not
stimulate or provoke the managers from 'without'. It is an entity,
'within' the managers. Cultural values and attitudes appear in the
'scene' to influence or even determine the managers' response to the
contingencies which are in and around their organization (Tayeb,
1979). Culture may be looked upon as a contingency factor, for
example, by subsidiaries of multinational corporations in a country
other than their own. In this case, the cultural values and attitudes
of the people (and the subsidiaries' employees) of the host country

are 'outside' contingencies, which managers from home should take

into account when they make various decisions.

The following sub-sections discuss in some detail salient studies

carried out within the ideational and institutional strands of cultural

perspectives.
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1. Ideational strand

De Bettignies in his study on Japanese organizations reported that
cultural characteristics of Japanese people rooted in their history and
family structure are manifested in their organizational behaviour. He
argued that these deeply-rooted values influence organizational
relationships in the forms of (1) a strong sense of group or
community, (2) a strong sense of obligation and gratitude, (3) a strong
sense of 'we' versus 'they', (4) an underlying emotionality and
excitability which is controlled by a somewhat compulsive attention
to details, plans and rules, (5) a willingness to work hard and to
persevere toward long range goals, (6) a total devotion to boss, (7) an
emphasis on self-effacement and a tendency to attribute
responsibilities to others rather than taking responsibility for one's
own actions, and (8) a strong belief that competence comes

automatically with seniority (De Bettignies, 1973).

Ouchi compared American and Japanese organizations and found that
they strongly contrasted with respect to certain characteristics that,
in his view, are crucial for effectiveness of organizations. The
Japanese organizations are generally characterized by lifetime
employment, slow evaluation and promotion, non-specialized career
paths, implicit control mechanisms, collective decision making,
collective responsibility, and holistic concern; the American
organizations are characterized by the opposite of these. He then

proposed a model of successful organization which he called 'theory Z'
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organization and suggested to be adopted by managers of American
organizations (Ouchi and Jaeger 1978; Ouchi and Price, 1978; Ouchi

and Johnson, 1978; Ouchi, 1981).

However, the heavily culturalist interpretation of Japanese
management practice, advanced by writers such as De Bettignies and
Ouchi, has been disputed (Child and Tayeb, 1983). For instance,
Japan's so-called 'lifetime employment' system was first identified for
western readers by Abegglen (1958) who regarded it as a
near-absolute moral commitment that was culturally inspired by the
ideals of earlier feudal eras. Subsequent investigation, while not
necessarily denying the element of cultural continuity, tends towards
the conclusion that lifetime employment was instituted by large
oligopolistic firms between approximately 1910 and 1930 in the light
of political economy factors. In a period of growing labour militancy
and high labour turnover, oligopolistic firms could attempt to secure
labour commitment through offering job security and regular
progression up a pay hierarchy because they were in a position to
protect themselves from the risk of shouldering this overhead in
times of poor trade by exporting any adjustment of employment
levels to large numbers of small highly dependent external
sub-contractors (Littler, 1982, 1983). The important point, as Child
and Tayeb (1983) state, is that this dual labour market policy is
comparable to that pursued by oligoplolistic firms in many other
countries including the United States (Loveridge and Mok, 1979;
[samu, 1981). It has also been argued that the desire of workers to

remain with a single employer offering favourable conditions is not a
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particularly Japanese cultural characteristic either (Marsh and

Mannari, 1976).

A number of investigations have also been conducted with respect to
more specific characteristics of organizational structure, such as

authority relationships and patterns of power.

Kakar (19718) reported that paternal type of superior-subordinate
relationships, especially in the form of assertive superior behaviour,
dominates the authority relations in Indian organizations. He argued
that this pattern is related to socio-cultural factors in Indian
traditions as well as to the hierarchical development of modern work
organizations in India. He concluded these authority relationships
were dysfunctional. Meade (1967) obtained similar data about
traditional authority patterns in Indian organizations, but he conluded

that these patterns were functional.

Graves (1972) compared data from a small sample of managers within
two subsidiaries of a multinational corporation in Britain and France
(one in each country). In spite of the common corporation
sub-culture, the attitudes and communication patterns of managers
differed sharply. In Britain, the organization tended to be held
together by ties of personal and general loyalty. The French
managers tended to have a clear conception of role authority: they
either accepted authority absolutely or rejected it entirely, depending
on its legitimacy. Graves' findings are compatible with Crozier's

(1964).
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One of the recent studies on the issue of influence of cultural values
on structure at an international comparative level has been conduced
by Hofstede. In his investigations in subsidiaries of a multinational
company in thirty nine countries, he discerned certain cultural values

which he maintained are conceptually related to organizational

structure.

Borrowing from Pugh et al. (1968), he identified two main dimensions
of organizational structure; i.e. 'structuring of activities' (which
includes specialization, standardization, and formalization) and
'concentration of authority' (which includes centralization). He arqued
that it should be possible to find cultural dimensions (on which

countries differ) related to these structural dimensions.

'Power distance' is conceptually related to 'concentration of authority'.
It indicates the extent to which a society accepts that power in
institutions and organizations is distributed unequally. This is
reflected just as much in the values of the less powerful members of
society as in the values of the more powerful ones. Some national
and regional cultures are characterized by large inequality; power is
concentrated in the hands of small and permanent elites;
organizations tend to be centralized with tall hierarchical pyramids;
and upward communication is restricted. Some national and regional
cultures are characterized by smaller inequality; more social mobility;
less concentration of power in the hands of a small elite;

decentralized organizations with flatter hierarchies; and relatively
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free upward communication (19762, 19773, 19783, 1978b, 1980, 1981).

'Uncertainty avoidance' is conceptually related to 'structuring of
activities' and indicates the lack of tolerance in a society for
uncertainty and ambiguity, which expresses itself in higher levels of
anxiety and energy release, greater need for formal rules and
absolute truth, and less tolerance for people or groups with deviant
ideas or behaviours. Some cultures represent higher levels of activity
and personal energy. The more active cultures tend to apply more
formalization, specialization, and standardization in their
organizations. They put a higher value on uniformity and are less
tolerant of, and interested in, deviant ideas. They tend to avoid
risky decisions. The less active cultures attach less importance to
formal rules and specialization; they are not interested in uniformity
and are able to tolerate a large variety of different ideas. They

more easily take risks in personal decisions (l976b; 1977b, 19782,

1978P, 1980, 1981).

The third dimension is 'individualism-collectivism'. Individualism
refers to a loosely knit social framework in society in which people
are supposed to take care of themselves and of their immediate
families only; and collectivism to one in which they can expect their
relatives, clan, or organization to look after them. More collectivist
societies call for greater emotional dependence of members on their
organizations; in a society in equilibrium, the organizations in turn
assume a broad responsibility for their members. Using Etzioni's

(1975) model, Hofstede argues that 'moral' involvement with the

- 65 -



organization can be assumed to exist in the society where collectivist
values prevail, and more 'calculative' involvement where individualistic

values prevail (19782 19g0),

The fourth dimension along which cultures can be shown to differ
systematically is 'masculinity-femininity'. The predominant
socialization pattern in almost all societies is for men to be more
assertive and for women to be more nurturing. Various data on the
importance of work goals show near consistency on men scoring
advancement and earnings as more important; women quality of life
and people. With respect to work goals some societies are nearer
the masculinity end of masculininty-femininity dimension, others

nearer the femininity end (19783, 1980).

The four dimensions deal with some of the basic problems of
humanity with which every society must cope: inequality, anxiety and
uncertainty, the relationship between person and family and society,
and role distribution between men and women. The existence of
differences on the corresponding four indices, even among countries
on equal levels of development, shows that there is not one single
uniform answer of human societies for each of these basic

problems (Hofstede, 1980).

Hofstede, although he made a major contribution to the study of
organizations within a culturalist approach, did not empirically
investigate the relationships between the four dimensions of

work-related attitudes and values and the structure of the
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organizations whose managers participated in his study. The
relationships are conceptual and speculative. He arrived at his
conclusions about the overwhelming influence of cultural factors on
organizational structure on the basis of these speculations rather than
'hard' evidence. Further research is needed to explore the extent of

the accuracy of his speculations and conclusions.

2. Institutional strand

Crozier (1964) attributed certain dysfunctions of the French
bureaucracy to some cultural characteristics of French people which
he argued were created and reinforced by various French social

institutions, especially educational system.

Four basic elements appear to be essential to the stability of the
vicious circle that characterizes French organizations. These are (1)
the extent of the development of impersonal rules; (2) the unusual
amount of centralization; (3) the isolation of different strata; and (4)
the development of parallel power relationship. These characteristics,
he argued, are rather well-established French cultural traits (Crozier,
1964, 1973). Another characteristic that Crozier attributed to French
people, and arqgued that influences interpersonal relationships in
French organizations, is 'fear of face-to-face relationships'. 1In a
study with Thoenig, Crozier found that in the French system of local
government and bureaucratic action, a compromise cannot be
negotiated directly by the parties immediately involved. It is brought

about through intervention of a third party, an external actor, an
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individual who does not belong to any of the groups to which the

parties belong (Crozier and Thoenig, 1976).

Sorge and Warner (1980, 1981) found marked differences between the
West German and British factories that they studied with respect to
shape of organizations, functional differentiation and integration
mechanisms, basic features of industrial systems, and process of
education and training. They attributed these differences to what

they called 'distinct national technical culture'.

Brossard and Maurice posited a 'societal effect approach' for studying
organizations. This is an extention of organizational research into
the interaction of people at work, work characteristics of jobs,
system of recruitment, education and training, remuneration and
industrial relations. All these are considered as phenomena
constituted in a society. The approach explores different courses of
actions towards similar goals (such as running a factory within a
certain task environment), conditions under which different solutions
to similar challenges are chosen by the actors, and how these
solutions and actions are influenced by the societal fabric in which

the actors operate (Brossard and Maurice, 1976).

Working within a ‘'societal effect' framework, Maurice, Sorge, and
Warner (1980), compared closely matched factories in France, West
Germany, and Great Britain and remarked that organizational
processes of differentiation and integration consistently interact with

processes of educating, training, recruiting, and promoting manpower,
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so that both develop within an institutional logic that is particular to

a society, and bring about nationally different shapes of organizations.

Gallie (1978) studied the attitudes of workers in four oil refineries
belonging to a multinational corporation, two situated in Britain and
two in France. The refineries were matched for technology and size,
and all had a low level of labour turnover. He found substantial
contrasts in the attitudes of employees and their relations with
management. In Gallie's view, the key to understanding the
differences between British and French workers' attitudes and degree
of integration into a company lies in the factors which are nationally

specific:

1) the prevailing style and ideology of management in France is
paternalistic and insistent on the preservation of managerial

prerogatives,

2) the distribution of power within social institutions which is less

diffused in France and which thus encourages a hostile and alienated

attitude among employees, and

3) the ideology and mode of the trade union movement in each
country. The major unions in Britain are closely linked to the organs
of parliamentary government and do not see industrial action as a
necessary medium for political change, while in France unions do to a

great extent.
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Jamieson (1980) studied structural characteristics and attitudes of
managers in five British companies closely matched with six American
subsidiaries operating in Britain. He found differences between the
structural characteristics of the two groups of companies and also
significant differences between the attitudes held by their managers.
American companies reflected the more open culture of American
society, tended to give more importance to the human factor, took
more care in selection and appraisal of managers and training of
personnel officers, made greater use of techniques of managerial
control, and were more informal, more employee centred and less
status conscious than their British counterparts. For the American
companies, the crucial area was marketing, and for the British ones,
production. Jamieson concluded that, given the findings of the study,
it was not clear whether culture or economic conditions were maore
important in determining structural characteristics and managerial
attitudes of the two samples. However, he suggested that although
culture is a crucial factor, the role of economic conditions is equally

great.

3. Cultural perspective - an overall view

The major strength of the cultural perspective as a whole is its
recognition of (1) the important role that cultural values of different
societies play in shaping the values, attitudes and behaviour of
individual members of those societies (including organizations'
members); (2) the fact that these cultural values are different from

one people to another; and (3) the differences in various peoples'
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behaviours in similar circumstances because of the differences in

their underlying values and attitudes.

However, this approach has its drawbacks too. First, many of the
earlier studies conducted within this framework suffer from
methodological inadequacies. Although they claim to have
investigated the influence of culture on organizations, they have not
made any effort actually to study the cultural settings of the
organizations concerned. Instead, when they failed to attribute the
observed differences between organizations in two or more countries
to non-cultural variables, they offered culture as an explanation for
those differences. As Child (1981) points out, they treated culture as
"a residual factor which is presumed to account for national
variations that have neither been postulated before the research nor

explained after its completion" (p. 306).

Second, no effort has been made to disentangle organizations' own
culture from the culture of the society within which they operate.
This, as Evan (1975) points out, limits the extent to which one can
claim the variations found in comparative studies are due to societal
culture, because it could be due to organizational sub-culture. A
major exception to be noted here is Hofstede's (1980) study which
was conducted in subsidiaries of a multinational corporation in thirty
nine countries, and in which organizational sub-culture was therefore

held constant.

Third, there is a marked lack of systematic study of the cultural

- 71 -



values of the people concerned through both an investigation into the
historical development of those values and an independent survey of
the values of a sample of ordinary people outside the organizations
which are to be studied, and those of a sample of the employees of
the organizations, in order to examine the coherence between the
cultural values and the organizationally-relevant attitudes and values
of the people involved. Terry's (1979) study of English culture and
values held by English managers has to some extent paid attention to
this point. However, he used literature and findings of empirical
surveys conducted by other researchers (notably, Gorer's, 1955) on
English culture as his source material to establish cultural traits

present in the English.

Fourth, there is a relative lack of reported studies that have
attempted to examine the relationship between specific
culturally-influenced work-related values and specific structural

variables (except Hofstede, 1980, to some extent).

Fifth, many studies engaged in cross-cultural research have treated
heterogeneous cultures as unified and homogeneous simply because
they coexist within politically determined national boundaries. Take
Britain for example. It consists of four major distinct cultural
peoples; i.e. the English, the Irish, the Scottish, and the Welsh.
Besides, there are many more small immigrant minorities who, along
with the major groups, staff, run and own so-called British
organizations. How is one to know, for instance, that the "British"

organization which is compared with, say, an Indian company, is not
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in fact staffed largely by the immigrants from the Sub-continent?
Considerations such as this set limits to the validity of any
generalization based on comparison between British (or any other

heterogeneous culture for that matter) with other country(-ies).

Sixth, culturalists tend to over-emphasize the role of culture on
organizational forms and policies to the neglect of the importance of
the commercial, 'mon-cultural' environment which surrounds the
organization and imposes its own demands and 'imperatives' on the
organization. =~ As Caves (1980) points out, it is important for the
organization to respond to its environment if it is to be viable. It is
a gross mistake, commited by many of the culturalist researchers, to
assume that an organization is shaped by the cultural values of its
members alone, and that the economic and 'task' environment does

not play any significant role in it.

III. The present study and the three perspectives

The studies carried out within the three perspectives, as was noted
earlier, make valuable contributions to one's undérstanding of
organizations, and they should be recognized accordingly. And, also,
rather than claiming primacy for one perspective, consideration of all

the three is warranted:

The contingency perspective suggests that factors such as technology,

size, industry and environmental uncertainty play a crucial role in

shaping organizational structure and behaviour. Although the studies
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which concentrated on contingencies-structure relationships arrived at
contradictory conclusions, many of these contradictions appear to
have been arisen by inconsistencies and inadequacies in the research
methodologies employed, rather than the 'true' nature of the
relationships between contingency factors and organizational structure.
These relationships cannot, therefore, be ruled out or accepted
without further examination. The present author, having learned from
the experiences of other researchers, regards the present study as an
opportunity to make yet another attempt to explore, in a
cross-national setting, the likely impact of contingency factors on
organizations. As will be discussed in detail in Chapter 4, a sample
of business organizations were selected in India and England which
were matched in pairs across the two countries on contingency and
contextual factors, and the data provide an opportunity to examine
the relationships between various structural dimensions and

contingency/contextual factors.

Very little attention has in the past been paid to the implications of

political economy factors, such as economic system, labour movement,

political regime and other national institutions, for organizations,
esepcially in cross-national comparative studies. My own experience
both as a manager and a student of management and organization in
a country (Iran) with political economic institutions totally different
from those in the western countries, has led me to believe that these
institutions and their priorities have significant implications for
organizations in terms of objectives, market share, competition,

pricing policies, marketing and other strategic planning, recruitment
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policies, employee-management relationships and trade union
movement. The present study is intended to examine the role of
political-economic institutions in influencing organizational structures
and management systems in two other countries; i.e. England and
India. However, for practical reasons to be explained in Chpater 4,

the influence of these institutions on organizations are studied

indirectly.

Studies conducted within the cultural perspective have been successful

in drawing attention to the significance of cultural institutions in
shaping organizational structures and systems; some, though,
over-emphasized this significance. The conclusions arrived at by the
researchers vary from a complete denial of the influence of culture
to its over-arching role in determining structure. However, as was
noted previously, the methodological inadequacies employed in most of
these studies make it unwarrented to accept or reject the influence
of culture on organizations without a more comprehensive study of
the subject. The present study intends to overcome some of the
inadequacies mentioned earlier by (i) hypothesizing the likely links
between certain culturally-influenced work-related attitudes and values
and specific aspects of organizational structure and systems, (ii)
studying cultural characteristics of English and Indian peoples, (iii)
studying the work-related attitudes of a sample of organizational
members in the two countries, and (iv) studying organizational
structures and systems of a carefully matched sample of business
organizations in India and England, in an attempt to examine the

degree to which there is a coherence between English and Indian
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cultures and the organizations operating within them.
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CHAPTER 3
Hypothetical Process of Influence of Culture

on Organizational Structure and Systems

Introduction

The previous chapter discussed and evaluated arguments concerning
the implications of various factors in and around organizations for
their structure and management systems. The present chapter,
following the main objectives of the study, hypothesizes about the
likely influence of cultural factors on such issues. The chapter is
divided into two main parts. Part one presents the author's
definitions of the concepts which are central to the present study.
Part two suggests links between certain cultural variables and specific

aspects of organizational structure and systems.

I. Definitions and stances

The concepts which are most central to the present study are culture
and organizational structure (including control systems). These
concepts have aroused controversy and confusion among various
scholars (mainly because of conflicting perspectives) as to their
precise meaning. For instance, Kroeber and Kluckhohn (1952) cited
164 different definitions of culture. Mintzberg (1979) recalls that

after reading over 200 books and articles for the first draft of the

o



Structuring of Organizations: "I was not really sure what structure

was. [ found myself groping for a frame of reference" (p. 13).

In the light of these controversies and disagreements, the present
author decided to develop her own definitions with three criteria in
mind: (i) the definitions should give the reader an idea about my
understanding of the concepts; (ii) they ensure that the reader and I
will have same definitions in mind wherever in the thesis we
encounter these concepts; and (iii) they can be related to the

hypotheses of the study in a straightforward manner.

1, Culture and its scope

There are two major approaches to the study of culture in the field
of organizational theory within culturalist perspective. One in which
culture is viewed as an environmental contingency which the designers
of organizational structure should take into account and the
researchers are accused of neglecting it as such (Roberts, 1970). A
second mode is to treat culture as an all-encompassing, 'catch-all'
entity which determines all aspects of economic and non-economic
life of members of a society (Sorge, 1982). The present author
subscribes to the view that culture may be considered as a
contingency so far as managers have to take into account the
cultural attitudes and values of their employees and others affected
by their organizations such as customers. But it is not a contingency
when one considers culture as a factor which influences managers'

own attitudes and behaviour within their workplace.
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A distinction has been made between 'subjective' culture - "a cultural
group's characteristic way of perceiving the man-made part of its
environment" - and its expression in 'objective' artifacts (Triandis,
1972, p. 4). Sources of culture may be solely family and religious
beliefs and practices and later socialization processes as in primitive
communities (ideational), or these may be complemented by what
Child and Tayeb (1983) referred to as institutional whereby formal
education, socio-political and economic system, mass media and the
like play a significant part in building up and reinforcing values and
attitudes of the members of (notably more advanced) societies. In
the former type of culture, as in many African countries which are
in effect an arbitrarily brought-together group of tribes, the national
culture is a heterogeneous one. In the latter type, thanks to the
improvements in transport systems and other means of mass
communication and the development of shared supra-community
institutions, such as education and political regime, the national

culture tends to be more homogeneous.

The present study focuses on 'subjective' culture of both an ideational
and institutional nature, and its influence on organizational structure.
Culture therefore is employed here, unless otherwise specified, in its

broader sense to include both institutional and ideational aspects.
i Culture is defined as historically evolved set of learned values

and attitudes and 'meanings' shared by the members of a given

community which influence their material and non-material way
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ii.

itl.

iv.

of life. This community can be an ethnic group, a public
school, a business organization, a country, a group of countries,

and so forth.

Members of these communities learn these shared
characteristics through the different stages of the socialization
process of their lives in institutions such as family, religion,

formal education, and the society as a whole.

Not all the individuals who live in, and are members of, these
communities need necessarily be assumed to follow all the
directives of their culture in every aspect of their lives. In
other words, there are individual variations within a given
culture. This is so because an individual's values and attitudes
are based on his perceptions of, and preferences for, the
cultural norms of the society. These perceptions and
preferences are influenced by certain characteristics unique to
him - personality for instance - and his own 'way of life'. It
is argued that to the extent a person's behaviour is influenced
by the values and attitudes which he shares with other
members of his community, his behaviour resembles that of
others in that community. To the extent that his behaviour is
influenced by values and attitudes unique to him, his behaviour

deviates from that of other members of his society.

One can label the shared values and attitudes and their

consequent behaviours as a social pattern of values, attitudes
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vi.

vii.

and behaviour which is influenced by the dominant culture, and

the individual values and behaviour as individual variations.

In a cross-national study such as this, what is important to
note is that the general pattern or dominant culture is a
recognizable whole which may differ from another

recognizable whole in another community in significant way(s).

The differences that exist between cultures are of degree
rather than kind, and cultural values and attitudes can be
considered in terms of dimensions placed on continua ranging
from low to high. For instance, sexual discrimination against
women is a socio-cultural dimension common to almost all
parts of the world. However, the degree of this social
inequality may vary from one part of the world to another, or
lip-service may be paid by men to women's equal rights in

some countries more than others.

There are many dimensions along which the culture of a given
people differ from that of another people. Those which have
received considerable attention from scholars are: need for
achievement (McClelland, 1961); need for power (McClelland,
1975); need for extension (Pareek, 1968); power distance,
uncertainty avoidance, individualism versus collectivism, and
masculinity versus femininity (Hofstede, 1980); Appolonian
versus Dionysian expression of emotion, pragmatism versus

ideologism, associativeness versus abstractiveness (Glenn, 1981);

S



viii.

ix.

universalism versus particularism, affectivity versus affective
neutrality, specifity versus diffuseness, ascription versus
achievement, and self-orientation versus collectivity-orientation
(Parsons and Shils, 1951); beliefs about human nature, relation
of man to nature, orientation in time, mode of activity, and
relationships among people (Kluckhohn and Strodtbeck, 1961);
familism, ingroup versus outgroup definitions (Triandis, 1981;
Hofstede, 1980, Chapter 5); and other characteristics such as

attitudes towards age, sex, social class, race and so forth.

Culture is both creator of and created by the people in a
given community who serve at the same time as the medium

of its transmission from one generation to next one.

Although the role of culture and its scope in shaping a person's
way of life is emphasized here, it is not believed that the
person is powerless to break away from his cultural bounds.
But this may be possible only if:

a. The person is exposed to a different way of life from that
of his community.

b. That he is convinced that this 'other' way of life is better
than his own. In other words, it serves his interests better
than the first one.

c. That his new values and his consequent deviant behaviour do
not arouse opposition and disapproval of those whose approval
matters to him.

d. That these new values and behaviours are encouraged by
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x.

other members of his community or at least those whose
encouragement matters to him.

e. Even then, the individual is likely to retain most of his
original cultural characteristics, as one can observe among
immigrants and other ethnic groups in a country. Perhaps as
Bertrand Russell put it, the instinct of conventionality, the
horror of uncertainty, and vested interests, all militates against

the acceptance of new ideas (Political Ideas, 1925).

Every social phenomenon is the outcome of a chain of
cause-effect processes and relationships which take place
among a given cultural group over a period of time. Unless
all of these processes and relationships take place in exactly
the same way and manner among another cultural group, the
social phenomenon in question will not occur anywhere else
with the same characteristics. When social institutions such as
democracy, industrialization, capitalism, trades unions and the
like are adopted from outside the community, they lose much
of their original characteristics and take on a form more
compatible with the cultural atmosphere of the receiving
community, or are even in some cases rejected. Democracy,
for example, was born and flourished in West especially in
England and United States (Paine, 1915; Montesquieu, 1949;
Moore, 1969). In many countries, such as Iran it was never
adopted (Halliday, 1979). In some British ex-colonies like India
it was adopted, partly as a colonial legacy, but it was never

the same as in the colonizing country (Segal, 1971). Among
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Western democracies, too, such as France, United States, West
Germany and Britain, there are considerable differences in
their respective democratic machineries and the way they

function (Finer, 1970).

2. Organization structure

i

The decision making process is viewed as the skeleton of an
organization on which the rest of its parts are placed. An
organization comes into being when a person, or a group of
persons, decides to achieve a goal(s) in collaboration with one
or more persons. Decisions are then made on ways and
means these goals are achieved. Subsequent activities of the
organization, such as expansion, contraction, determining
market territory, labour relations and hundreds of issues related
to the day-to-day life of an organization, are all based on
decisions which are made one way or another. The death of

the organization is again the outcome of a decision.

Organizational structure, therefore, is regarded as a framework
for decision-making and decision-implementation. An
understanding of structure therefore requires reference not only
to dimensions such as centralization, formalization,
specialization, and standardization (Pugh et al., 1968), but also
to the processes which lie behind these dimensions. These
organizational processes are power and authority relationships;

uncertainty, ambiquity, and risk taking; reliability, trust and
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iil.

honesty; dedication, loyalty and commitment; motivation,
reward and inducement; control and discipline; coordination and

integration; communication, consultation and participation.

Organizations must therefore be looked at from two
complementary aspects: (1) their structural characteristics
such as centralization, specialization, communication channels
and the like (the 'hard' aspect); (2) their members' attitudes
and behaviour and the actual 'processual', 'informal’,
organization, that is, what actually goes on in a regular
manner (the 'soft' aspect). An example can clarify this point.
A high degree of centralization, taken by its own, means
nothing other than that many decisions are taken by a few
people at the top. It does not reflect the amount of
consultation and information exchange that takes place before
decisions are made. The degree to which consultation and
information sharing occur could be an outcome of managers'
philosophy, their trust in subordinates, and employees' ability
and willingness to participate in decisions making.  Neither
does centralization reflect how much power the actors involved
actually have. Decisions taken by senior managers may well
have been influenced by those who do not hold any formal
power but, because of, say, their expertise, can actually exert

a great deal of pressure and control on decision makers.

Organizational members can be divided into two groups: the

strategic decision makers, or what Child (1972b) and some
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vii.

viii.

other writers call 'dominant coalition', and Hofstede (1978b)

refers to as 'organizational elite'; and the ordinary members.

The strategic decision makers, depending on the societal and
cultural norms of the community of which the organization is a
part, may be a few at what Mintzberg (1979) calls 'the
strategic apex', or many up and down the hierarchy. These
decision makers manage the organization, its members, and its
environment through negotiation, manipulation, adaptation and

enactment.

The choice of structural design of organization is the outcome
of not only decisions made by the strategic decision makers
(which are based on their perception of the situation, their
preferences and 'tastes' and precedents), but also by other
members of the organization in terms of acceptance of or

resistance to these decisions.

The strategic decision makers' perceptions and preferences are

influenced by:
a. their values and attitudes which are, in turn, influenced
by their cultural, educational, and professional background
and experience;
b. their subordinates' abilities, intentions and commitment;
and
c. their organization's environment (in its broad sense) and

its demands.
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i, Following Sorge (1982), it is believed that organizations are not
entities separate from their cultural setting, in that there is a
'systematic coherence' between the way of life within the
organization and without it, especially with regard to such
issues as power and authority relationships, trust, commitment
and the like. However, as Chapter 2 argued, culture is not
likely to be the only factor shaping organization structure.
Non-cultural factors are also expected to have significant

influence.

X, There might be some organizations whose 'way of life' differs
or deviates from that of their surrounding culture, but, as in
the case of individual members of a society, a general
pattern of an organization's way of life can be recognized in
a society which may be distinguishable from that of another
society in significant way(s), such as Ouchi's (1981) 'type J'
(Japanese) organizations and 'type A' (American) organizations
which are diffrent from one another in fundamental ways.
These are stereotypes or 'ideal types' which do not necessarily
apply to all organizations within their respective countries.
But it is possible that they may capture the tendency within

those countries: a hypothesis central to this thesis.

II. Organizations and cultures

As was mentioned earlier, an organization can be looked at from two
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different angles: their formal structural dimensions, and their
members. These two aspects are so interrelated that it would be
meaningless to talk about one without discussing the other. In the
analyses that follow, different properties of organizational structure
will be discussed with regard to their interactions with the
organizational members who inevitably carry with them their cultural
values. The discussion is, at this stage, speculative and hypothetical

and will be put to an empirical test later.

Organizational structure refers basically to decision formulation and
decision implementation structures. Decision making involves power
and authority relationship; coping with ambiquity and uncertainty;
dedication and commitment; motivation; reliability and trust; control;
reward and punishment; and communication. Decision making systems
in an organization are intended, in effect, to coordinate and integrate
these factors and to ensure that the decisions, once taken, are
carried out accordingly. The following sub-sections attempt to relate
these issues to cultural values of the members on one hand, and to

the organizational structure on the other.

1. Power and authority relationships

The kind of relationship with which this section is concerned is that
between subordinate and superior. The power distance between a
superior and a subordinate in a hierarchy is the difference between
the extent to which the superior can determine the behaviour of the

subordinate and the extent to which the subordinate can determine
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the behaviour of a superior (Hofstede, 19762, p, 3),

The actual power distance between two people is claimed to be
influenced by cultural norms and role patterns as well as non-cultural
factors such as social status, organizational positions, expertise,
education, and access to resources. Since the present section is
concerned with the cultural determinants of power, only these are

dealt with in detail here.

Roles are some definite sets or complexes of customary ways of
doing things, organized about a particular problem or designed to
attain a given target. Decision making in this context can be viewed
as role taking to achieve the goal which the decision maker has in
mind. In a work organization, where people contribute to the
achievement of organizational goals collectively, naturally a
decision-making situation consists of more than one participant, each

one playing his role to achieve the 'end' of that particular situation.

In a decision-making situation involving, at least, a superior and his
subordinate, whether one makes the decisions and the other obeys
him, and which one is the decision maker and which one is the
obedient; or whether both participate in the decision-making process
equally; or some combination of these two cases, depends to some
extent on the generally-held superior-subordinate role pattern in the

society of which the actors are members.

A study of the social history and customary role patterns of a
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society will give one an idea of the status ordering of that society's
members and the roles they are expected to play in different
situations. These customary role patterns are built up and reinforced
by social institutions, such as family, religion, education, and
economic and political institutions. Child-parent, man-God,
pupil-teacher, and subject-king relationships are some examples of the
role-taking situations in which an individual is placed in his various

capacities by his society's norms and customs.

Since different societies have different cultural norms and customs,
we may expect the superior-subordinate role patterns, and, therefore,
the power distance between the two actors, to be different in

different societies.

Studies conducted by Hofstede (19763, 19773, 1980) in subsidiaries of
a multinational corporation in thirty nine countries, and by the author
in Iran (Tayeb, 1979) found that the power distance between superiors

and subordinates in different countries was different.

Following the culturalist approach, one can logically arqgue that if in
general the power structure in a society is such that it contributes to
the 'gap' between the powerful and the powerless, and hence an
'authoritarian' mode is the prevalent pattern of power relationship
between the actors involved, then organizations, too, in that society
would have a relatively 'authoritarian' structure where power lies in
the hands of a few, and the strategic decision makers are a small

group holding senior positions. If, in general, the power structure in
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a society contributes to the closeness of the powerful and the
powerless, and hence a 'participative' and 'egalitarian' mode is the
prevalent pattern of power relationship between the actors involved,
then work organizations, too, in that society are expected to have a
relatively egalitarian structure where power is diffused, and the
number of strategic decision makers is relatively large and they are

located up and down the formal hierarchy.

2. Tolerance for ambiquity

Most managerial decisions involve some degree of risk taking. The
more uncertain are the conditions under which the decision is taken,
the greater will be the risk involved and the greater will be the
uncertainty as to the correctness of the decision and the
consequences of its outcome. The degree of this uncertainty depends
on the knowledge about various alternative courses of action and the
consequences which follow each choice, the mental capacity of the
decision maker to tackle the problem at hand (Simon, 1957; March
and Simon, 1956), and the amount of information that he has about

the task (Lawrence and Lorsch, 1967).

The degree of uncertainty depends also on the perception of the
individual involved. @ Whether he perceives the decision-making
situation as certain or uncertain depends further on his tolerance for
ambiguity (Adorno et al., 1950; Berlyne, 1968). The more tolerant he
is, the more certain will he perceive his environment. This degree of

tolerance for ambiguity in turn influences the behaviour of the
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individual in the face of uncertainty and also the mechanism he

employs to cope with it.

An individual may have a low tolerance for ambiguity and choose to
'buffer' himself against it. This buffering shields him against
uncertainty and at the same time it may make him more
inexperienced and therefore vulnerable in the face of uncertainty.
Conversely, an individual may have high tolerance for ambigquity and
choose to face up to it and fight it. This further adds to his

experience, confidence and ability to cope with uncertainty.

The roots of that passive defensive action and this aggressive 'way' of
coping with uncertainty to a great extent lie in the experience of the
individual through different stages in his life. = This experience is
expected to be influenced by collectively shared characteristics of the

people among whom he has been brought up.

Empirical evidence (Fromm, 1942; Hofstede, 1977b; Tayeb, 1979)
shows that tolerance for ambiguity is scattered unevenly throughout
the world. Hofstede found that samples from different nations (those
nations which he studied) possessed different degrees of uncertainty
avoidance. He also showed that there was a significant correlation
between this characteristic and the cultural values of those nations.
Fromm explained Fascism and Nazism by a need to 'escape from
freedom', a response to anxiety which freedom created in societies

with low tolerance for such anxiety.
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Organizations as decision-making structures provide numerous cases
where the individuals involved have to handle uncertainty. It can be
argued that in societies with low tolerance for uncertainty,
organizational members will display not only this cultural tendency
but also the buffering mechanism with which they can escape from
uncertainty, namely authoritarianism (Fromm, 1942, pp. 121-122 and
p. 141). In societies with high tolerance for ambiguity, members of
an organization are assumed to have a lower fear of uncertainty and

can cope better with it.

The degree of tolerance for ambiguity (freedom) is arqued to be
reflected in organizational structure in terms of the relative freedom
offered to and tolerated by the members by 'tightening' or 'loosening'
the structure. One would expect to see high formalization and
standardization of rules and procedures, detailed job definitions, and a
clear definition of areas of discretion and responsibility within
orgainzations located in the cultures with low tolerance for
ambiquity. In the cultures with high tolerance for ambiguity one

would expect to see a low degree of formalization, standardization

and job definitions within organizations.

3, Commitment

The concept of organizational commitment refers to a person's
affective reactions to characteristics of his employing organization.
It is concerned with feelings of attachment to the goals and values

of the organization, one's role in relation to this, and attachment to
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the organization for its own sake rather than for its strictly

instrumental value (Cook and Wall, 1980).

Commitment has a significant implication for management control
system. If employees' commitment to an organization is low, the
management may have to enhance it by (i) adopting appropriate
motivational measures, (ii) creating a 'climate' of community through
house magazines, collective social and sport events, and the like, and
(iii) increasing control and supervision over employees directly and

indirectly.

The willingness to commit onself to the organization and to accept
responsibility and participate in decision-making process may be
broken down into two components: (1) group-orientation and (2)

motivation.

3.a. Group-orientation

It is important, though not sufficient, that the individual who is
expected to contribute to the achievement of a collective purpose to
have a rather high sense of co-operation. The strength of this sense
of co-operation depends, it is assumed, on whether the individual is
self-oriented (individualistic) or group-oriented (collectivist); and
whether he sees any direct or indirect relationship and convergence

between the achievement of his personal interests and the interests

of the group.
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If a self-oriented person belonged to a group, his commitment to the
group's interests would be loose, his group would not be the centre of
his loyalty, and he might be biased in his relations with the group.
This is especially true if he did not perceive any convergence
between his personal interests and those of the group. In this case
he would not contribute, and dedicate himself, to the achievement of

the group's interests and goals. He, in fact, is 'detached' from the

group.

A group-oriented person has a strong feeling of belonging to the
group or groups of which he is a member. Because of this sense of
belongingness, he is likely to perceive a positive relationship between
his personal goals and those of his group and is therefore expected to
dedicate himself to, and actively participate in, the achievement of
the collective interests of the group. A group-oriented person takes
an interest in the group's affairs and is 'attached' to it, and his group

is the centre of his loyalty.

In this connection, Hofstede (1980, Chapter 5) and Triandis (1981)
have drawn attention to the concept of 'ingroup' versus 'outgroup'.
The scope of 'ingroup' and domain of 'outgroup' denote the extent to
which an individual is prepared to have 'close' or 'distant' relationships
with others, and the extent to which others will be the object of his
loyalty. In some cultures 'ingroup' consists of only family members
(Iran, especially in large cities); in some others it encompasses close
relations and friends (India); in yet some other cultures it includes

also one's work organization (Japan).
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Self-orientation and group-orientation may have their roots in the
cultural characteristics of a society (see, for example, Macfarlane's
(1978) account of the cultural origins of individualism in England).
An individual learns in his society through the various stages of his
life how to look after himself and his family at the expense of the
interests of his community and vice versa. For instance, a person
may be brought up to believe that the world outside the family
boundary is hostile to him and is after something from him if it is
nice to him (see Tayeb, 1979, for a discussion on Iranian culture as
an example of this case). Distrust or trust in the benevolence of the

community can build up self- or group-orientation.

3.b. Motivation

Employees participate in a decision-making process if they are
motivated to do so (provided that, of course, they possess the
required skills and knowledge about the situation at hand). One way
of motivating employees to do their job 'properly', is to satisfy, or
promise to satisfy, their expectations from their job. Different
people expect different things from their job. Using Maslow's (1954)
classification of needs, one may argue that employee expectations
from work fall within five broad categories: physiological, safety or

security, affection and belongingness, esteem, and self-actualization.

It is hypothesized that people from different cultural backgrounds

attach different degrees of importance to the fulfilment of various
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aspects of their job's content. For example, in a predominantly
individualistic society employees are expected to consider
independence, autonomy and privacy at work as more important
compared to the employees from a predominantly collectivist society.

The latter may attach more importance to belongingness.

The two components of commitment; that is, group-orientation and
motivation, were discussed in the foregoing sub-sections. Following
the culturalist approach, it may be assumed that the weaker the
commitment to collective activities and decision making in a culture,
the more organizational members are reluctant to involve themselves
in the achievement of their organization's goals, the less
decision-making power will be diffused, and the more external and
coercive the control system that will be employed to maintain
co-ordination, integration and accomplishment of the job. This would

then be likely to be a self-reinforcing system.

4, Trust

Trust refers to the extent to which one is willing to ascribe good
intentions to, and have confidence in, the words and actions of other
people (Cook and Wall, 1980). Trust, too, has significant implications
for management control systems. The lower is management's trust in
the employees' abilities and intentions, the more likely is it that the
former will increase its direct and indirect control over the latter

and the less will it delegate the decision making power to them.

- 97 -



It is hypothesized that if, in a culture, distrust is the 'rule of the
game', the structure of work organizations in that culture is expected
to be a centralized one. If in a culture trust is a prevalent
characteristic, work organizations in that culture may to tend to have

a relatively more decentralized structure.

There are other factors besides commitment and trust which may
influence management's decisions about control systems. The power
of those who are affected by these systems is one such factor.
There may be countervailing collective action by, say, trade unions,
which attempt to negotiate over control systems. Also organizational
members may have the power to mould the control rules and systems
and establish informal practices. As mentioned earlier, challenge to
authority and power of subordinates, of which trade unions are one
manifestation, are argued to be culturally influenced phenomena which
are expected to have a bearing on management practices - in this

case, control systems.

5. Communication

Communication in an organization is maintained through either
vertical or lateral channels or a combination of the two. The
present study hopes to investigate the extent to which communication
patterns are culture-bound. In some cultures the dominant pattern is
vertical, in some others it is lateral as well as vertical. It is arqgued
that communication patterns as a cultural trait is present in work

organizations too.
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Table 3.1 summarises the hypotheses stated in this chapter about the
processes through which culture may influence organizational structure

and systems.

Table 3.1 about here
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Table 3.1 Hypothetical process of influence of culture
on organizational structure and systems

Predominant Characteristics of
cultural value organizational structure
Small power distance low centralization

high consultation

Large power distance high centralization
low consultation

High tolerance for ambiguity low centralization
low structuring
(low formalization, low
standardization,
non-specific definition of
areas of discretion and
responsibility, low
specialization

Low tolerance for ambiguity high centralization
high structuring
(high formalization, high
standardization, specific
definition of areas of
discretion and
responsibility, high
specialization

High commitment low centralization
relaxed, internalized control

Low commitment high centralization
severe, external control

High trust low centralization
relaxed, internalized control

Low trust high centralization
severe, external control
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CHAPTER 4

The Design of the Study

Introduction

The main objective of the present study is to examine the extent to
which cultural characteristics of a people influence their work-related
attitudes, and the structure and management systems of their work
organizations. This chapter discusses the design strategy which was
adopted to conduct the study and the methodology which was

employed to collect the required data.

I. Cross-national research strategies

The history of the social sciences shows that two styles of scientific
enquiry have attracted much attention and debate: the nomothetic -
'law-posing' - and the ideographic - 'describing the particular' (Nagel,
1961). Child and Tayeb (1983 pp. 57-63), following Galtung (1967)
and Lammers (1978), discussed these two broad categories of research

strategy for the cross-cultural study of organizations.

In the ideographic approach the relationships between organizations
and their contexts are assumed to form configurations that are
peculiar to a certain place and time - that is organizations which

experience similarities in their contingencies and other task
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environmental factors, but which are located in different political
economies or cultural settings, or operate at different points in
history, are regarded as 'birds of a different feather' (Lammers and
Hickson, 1979, Sorge, 1983). The nomothetic approach, in contrast,
assumes that there are generalized relationships between
organizations and their contexts that transcend a particular space and
time - that is organizations operating in similar task environments
(albeit in different countries and at different points in time) are in
fact 'brothers under the skin' (Hickson et al., 1974; Lammers and

Hickson, 1979, Hickson et al, 1979).

The interpretation one has of the three theoretical perspectives
discussed in Chapter 2 is of direct relevance to the selection of a
research design. A purely culturalist approach can admit only to a
strictly ideographic strategy, for it denies the validity of attempting
any comparison among organizations across cultures, or even among
organizations within one culture. Similarly, the view that cultural,
contingency and political-economy variables form unique configurations
in each society will also lead naturally to an ideographic perspective.
At the other extreme, pure universalism, such as the technological
imperative argument, in effect disregards the unique features of any
organizational situation and thus gives rise to a kind of immature
nomothetism in which little or no care is taken even to control for

other relevant variables.

In between these extreme positions can be located the view that

while cultural, contingency and political economy variables do form
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different configurations and must be considered in relation to one
another, it is also possible and worthwhile to examine the
implications of each perspective through a mature nomothetism which

proceeds through comparisons between carefully matched samples.

The authors identified three types of research design which suggest

themselves for a nomothetic strateqgy applied to cross-national studies.

The first attempts a simultaneous assessment of salient cultural,
contingency and political economy variables, and it may employ
multivariate techniques to examine both the joint and separate

'effects' of these for characteristics of organizations (e.g. Budde et

al., 1982).

A second design for nomothetic cross-national organizational research
utilizes the principle of matching in order to maximize the variance
of the variables in which the investigator has particular interest and
to control the variance of other variables which may also have an
influence on the features of organization under study (e.g. Gallie,
1978; Maurice et al., 1980; Hofstede, 1980; Kelly and Worthley, 1981;

Ahiauzu, 1981).

A third research design remains within the nomothetic strategy but is
also sensitive to the ideographic approach. This design is a practical
possibility when a given contextual phenomenon can be treated as a
constant across samples of organizations drawn from different

countries, and where it is therefore possible to observe whether it

- 103 -



has any similar 'effects' within this variety of situations. The
postulated relationship between the selected contextual variable and
organizational phenomena is thus treated nomothetically, while the
location of the organizations within their national settings is treated
ideographically. This research design can only be pursued in the case
of certain precisely definable contingency factors which will ocecur
more or less identically in different countries; for example, size of
organization and technological hardware. While this appears very
restrictive, it may nonetheless furnish a useful way of investigating
certain issues of theoretical and policy relevance such as the claim
that new technology has given 'implications' for organization (see
Child and Tayeb, 1983, for the discussion of advantages and

limitations of these strategies).

II. The design of the present study

The present study has employed the second design for nomothetic
cross-national organizational research in which a sample of
organizations are matched on contingency and, to some extent,
political economic factors, and the influence of cultural factors on
their structural features is studied. This choice was made mainly for
two reasons. First, this design strategy recognizes the importance of
various factors suggested by the three theoretical perspectives
(Chapter 2) as having, in some respect, a bearing on organizations.
Second, the matching of a sample of organizations on certain
variables, makes the design practically more attractive than other

nomothetic strategies. This is especially so because the present study
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was to be carried out by one person, the author, and within the time
limits of a doctoral programme, and it was not practically possible to
design a methodology in which the influence of all the various
cultural, environmental, and social factors on a sample of
organizations could be studied and examined satisfactorily. The
obvious course of action was to select salient factors and treat some

of them as independent variables and hold others constant.

1. Selection criteria

The factors included in the study were selected on the following

grounds (see also Chapter 2 especially section III):

i the emphasis and importance placed on them in previous studies
carried out within contingency, political economy and cultural

perspectives about their implications for organizations,

ii. insufficient past research on the impact of some of the factors,

such as political economic institutions, on organizations,

iili. consideration of 'depth' over 'width' of the study, and

iv. practical considerations, such as time and financial constraints

and access, involved in a cross-national study of the scale which

was intended, and which was to be carried out by a single

self-supporting person.
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Given these criteria, it was decided to include the factors presented

in Table 4.1.

Table 4.1 about here

Having decided what factors were to be examined, the next stage
was to decide which ones had to be controlled for and which to be
treated as independent variables. The author had a choice of either
controlling for contingency and other 'external' factors and examining
the effect of cultural values and attitudes on organizations, or
holding cultural variables constant and observing the effects of
contingency factors. The choices appeared to have equal implications
in terms of access, measurements, time and financial resources, and
the research objectives and interests. But since the author had
already conducted a preliminary investigation into cultural influences
on organizational structure in Iran, it was thought a research design
favouring the examination of the cultural factors on organizations in
other countries would provide an opportunity for a comparison to be
made between the findings of the two studies. Therefore the

decision was made in favour of the first choice.

In the light of the above discussion, the dependent and independent

variables and those to be controlled for were identified as follows:

2. Dependent variables:

i. work-related attitudes
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ii. organizational structure and management systems

3. Variables to be controlled for:

iii. contingency and contextual factors

iv. political economic factors

4, Independent variables:

v. cultural factors (ideational and institutional)

A point about the cultural aspect of the study should be made here.
As was mentioned in Chapter 2, many of the studies conducted within
a culturalist framework have simply held one or more contingency
factors constant across two or more cultures and, without studying
the cultural characteristics of the people concerned independently,
have attributed the differences in the structural properties of the
organizations under study to the differences in the cultures of the
countries invovled. Furthermore, these studies have not examined the
implications of given aspects of culture for specific aspects of

organizational structure.

Bearing these points in mind, the following steps were taken to

conduct a study of culture:

1. Identify certain cultural values and attitudes (the independent

variables) which could be theoretically related to certain aspects
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of organizational structure (the dependent variables) and
articulate the model of associations between these two sets of

variables (Chapter 3).

2. Assess the culture of the peoples involved through (a) a study of
the available literature supplemented by personal observations,
and (b) administration of an independent survey of the values and
attitudes of a representative sample of the populations of the

countries concerned (Chapters 6 and 7).

3. Administer a second (and different) attitude survey in each of

the organizations which participated in the research (Chapters 9

and 10).

Steps 2 and 3 would allow an examination of the coherence (or
otherwise) between the culture of the people involved as members of
a society and the work-related values and attitudes held by them as

members of organizations.

The final part of the design of the study was to devise a
methodology to carry out this design. The next section discusses this
methodology and its implementation. It must be pointed out at this
stage that my Iranian cultural background placed me in a position
from which I was able to notice those aspects of Indian and English
societies which may be taken for granted by the inhabitants in their
own countries. It may, on the other hand, be argued that my

non-English/non-Indian background decreases my sensitivity to
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English/Indian cultures and leads me to misinterpreting their attitudes,
values and behaviours. I tried to enhance my sensitivity and
understanding through discussions with people from the two countries
about my interpretations of various aspects of their societies and
cultures, as well as through reading books and articles by English and

Indian writers on their own societies.

III. The research methodology

The field work was carried out in two countries; that is, England and

India (see part three of this section for a justification of this

selection), and in three independent stages in each country:

1. Information was gathered about people's cultural and social
characteristics through an analysis of written source materials,
observation, formal interviews, informal discussions, and

administration of a brief questionnaire.

2. A work-related attitude survey questionnaire was administered to

members of a sample of business organizations.

3. Information was then collected about structure and other
characteristics of those organizations which participated in the
second stage through a semi-structured interview programme,
informal meetings and (where possible) examination of company

documents.

The section is, accordingly, divided into three parts which describe
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the details of the methodology employed at each stage of the

fieldwork.

Part 1. Cultural surveys

1.1. English survey

The United Kingdom consists of Wales, Northern Ireland, Scotland and
England.  Although people from these constituent countries share
many social characteristics, they come originally from different
historical and cultural backgrounds. In order to achieve some degree
of homogeneity, it was decided to concentrate, both in the search of
literature and in the questionnaire survey, on one of these nations
only. And since the author has lived in England for most of her stay
in the UK, English people were a natural choice as the subject of the

study.

I commenced by reading literature on English culture and social
institutions. I then carried out an unstructured and informal
interview programme in which 20 people from different walks of life
participated. One of the purposes of this exercise was to see how
far the views expressed by writers on English culture were
substantiated. @ The main objective, however, was to construct a

secure basis for a cultural survey questionnaire.
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a. the observations

In addition to the questionnaire survey, I had also the advantage of
living in the country since 1976 as a student, first at Oxford then at
Aston, which gave me ample opportunities, as both participant and
non-participant observer, to learn about the English and their way of
life. As a non-participant observer, 1 watched and listened to
television and radio prgrammes; read systematically daily and weekly
national papers and journals catering for interests of different social
groups and tastes, including The Times, The Financial Times, The
Guardian, New Society, The Spectator, New Statesman, and every now
and again issues of The Daily Telegraph, Private Eye, Marxism Today,
New Socialist, Tribune, and Militant. As a participant observer, I
became actively involved in formal and informal political and social
activities such as attending demonstrations, rallies and meetings,
religious gatherings and debates, and even canvassing for candidates
in local and national elections. 1 also went on organized tours and
small group holdidays with groups of people, had drinks in public
houses with people from different walks of life; and spent time with
English families at their home at such occasions as Christmas and

Easter, and so forth,

b. the guestionnaire

The survey was conducted by means of a brief questionnaire which
was designed after a study of English culture and social system. The

questionnaire, which is reproduced in Appendix A, was divided into
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two parts. The first part contained questions devised to check the
country of origin and to ascertain the occupational background of
respondents.  The main body of the questionnaire consisted of 35
pairs of opposing characteristics. The respondents were asked to rate
English people in their own occupation rather than themselves, on a
seven-point scale provided for each pair. This question was a
projective one because people are likely to be more honest and frank
when they describe others in terms of the characteristics included in
the present study than they are when they describe themselves. Each
pair of characteristics was placed in the questionnaire in such a way
as to minimize unconscious response sets, For instance, if in one
pair the positive characteristic was on the left end of the scale, for
the next pair the negative characteristic was on the left end.
Moreover, those pairs of items which were concerned with similar

issues were placed at a distance from each other.

The form and the language of the questionnaire were determined
after unstructured and informal interviews with some twenty men and
women.  Suggestions and comments on earlier drafts were also
received from ten other people all from different educational and
social backgrounds. The questionnaire was then piloted. Twenty
copies were given to people from different background such as
building stewards and cleaning women at the Aston Management
Centre, students who shared a flat with me in Birmingham, doctors
and nurses in a hospital situated in a small town north of England, a
few skilled manual workers at a car plant at Cowley, and teachers

and other members of staff at an English language school at Oxford.
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Since no questions or difficulties were raised, further changes

appeared to be unnecessary.

c. the sample

England is said to be a 'class-ridden' society (Gorer, 1955; Terry,
1979), and, therefore, the sample of population whose attitudes were
to be studied would have to be broadly representative of class
membership. This was all the more necessary because the literature
on English culture, as will be shown in Chapter 6, leads one to
assume that there are some differences in the strength of the values
ascribed to members of various social strata especially the middle
and working classes. Further, since 'upper' middle class and the
'down and outs' form relatively very small minorities in the total
population, it was decided to exclude them from the sample and
concentrate on middle and working classes only. M™any factors have
been said to indicate the social class to which a person 'belongs',
such as accent, educational background, parental background,
occupation, income, housing conditions and so forth. Of these factors
occupation was chosen as the basis of class differentiation, because it
largely determines the level of income, and is in turn, influenced by
educational and, to some extent, family background. Accent does not
appear to be so much of an indication of social class because it can
easily be adapted, as it may be seen among many contemporary
English politicians and other public figures who are from humble
working-class background but speak with an 'upper' class accent (e.g.

Mr Roy Jenkins, the former leader of the Social Democratic Party).
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In the 1971 general census the Registrar General classified
economically active people into the following broad social
classes/occupational cateqgories: (I) higher professionals; (II) lower
professionals, employers and proprietors, managers and administrators;
(Il N) clerical workers, foremen, supervisors, inspectors; (I M) skilled
manual workers; (IV) semi-skilled manual workers; and (V) unskilled
manual workers. The first three categories are non-manual

occupations and the rest are manual ones (Reid, 1977).

For the purpose of drawing up a sample, the above classification was
adopted, because it operationalized social background according to
occupation. Non-manual workers were taken to represent middle
class people and the manual workers to represent working class

people.

According to the 1971 general census (which was the most recent
available when this study commenced) 47 percent of the economically
active population are engaged in non-manual work and 53 percent in
manual occupations (Reid, 1977). It was decided to have a hundred
copies of the questionnaire completed by English (as distinct from
British) people whose occupations broadly represented that of the
country as a whole. It was decided to aim for a sample of a
hundred because of practical problems involved in distributing copies
of the questionnaire in a survey of this kind which had to cover as
many areas of England as possible and which in the most part was to

be carried out by a single person (the author) only. Yet the size was
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large enough to enable meaningful statistical analyses of the results.
In order to meet the criterion of occupational representativeness of
the sample, 140 copies of the questionnaire in all were distributed
among people up and down the country, mainly in public places such
as parks, public houses, trains, buses, streets, hospitals, hotels,
universities and the like. Of the 140 copies, 40 were excluded from
the sample. Some of these were completed by non-English, and some
by economically inactive people. The remaining copies had been
completed by middle-class people and were not needed because they
were in excess of 47-copy quota assigned for this group. These

latter copies were excluded from the sample at random.

The sample therefore consists of 47 non-manual workers and
professionals and 53 manual workers. The composition of the manual
worker section of the sample was also matched in terms of skill
category with that of the national distribution - 22 skilled, 23

semi-skilled, and 8 unskilled workers.

Administration of the survey, including the pilot study, took eight

months from August 1980 to February 1981.

1.2. Indian survey

a. the observations

In the Indian survey, like the English one, I tried to complement the

questionnaire survey with participant and non-participant observation

- 115 -



of the way of life of the Indians, albeit for a much shorter period of
time compared with the English experience. 1 lived in India for just
over four months from mid February to late June 1983. Table 4.2

summarizes the time I spent in the major cities of India.

Table 4.2 Time spent in major Indian cities

City State Period of stay
Bombay Maharastra 7 weeks
Calcutta West Bengal 3 weeks
Delhi Union Territory 1 week
Jaipur Rajasthan 7 weeks

In addition to reading the relevant literature, I tried to learn about
the Indians by (a) living with Indian families and 'mingling' and
interacting with them in their day-to-day activities over the period of
my stay in their country; (b) holding formal and informal discussions
with people from various walks of life; (c) travelling to major cities
and a few small towns and villages; (d) attending formal and informal
parties, lunch and dinner sessions; (e) watching movies, plays, and
television programmes; (f) attending new year, religious and other
ritual and social functions and festivals; and (g) reading daily
newspapers and periodicals representing a varied range of social and
political interests. I read systematically the pro-establishment daily
paper The Times of India, and the anti-establishment paper Indian
Express throughout my stay in India (except three weeks spent in

Calcutta). In Calcutta, I read The Telegraph and The Statesman
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every day; and in Bombay, besides the first two papers mentioned
above, I read The Sunday Observer, Mid-day and some issues of other
newspapers, such as the one which is published by the Zoroastrian
community. I also read all the issues of a two-weekly journal, India
Today, published during my stay in India and about a dozen or so of
the issues published in 1982. This journal is very much like New
Society published in England, both in content and style, and provides
the reader with a comprehensive analysis and coverage of national

news and events.

I have tried to refrain from expressing my personal impression from
the country and its people throughout the thesis. However, my
observations and discussions, especially about familial relationships,
have mainly taken place in the context provided by the people with
whom [ stayed and through whom I came to know others. This point
should be borne in mind wherever in the thesis they are referred to.
To give the reader an idea of the type of people with whom I was
most closely in contact in India, the next section briefly desrcibes

their social and professional characteristics.

a.l. residence in India

The following are the families with whom I lived as a guest or a

paying guest:

1. An elderly Zoroastrian couple; the husband a retired business

man; the wife a retired teacher; who originated from a

= T17 =



pre-independent part of India now in Pakistan; settled in Bombay

since independence; middle class with a touch of British Victorian
values and outlook. They have four married children who live in

Delhi, England and the United States.

This couple had a live-in male servant from Bihar with whom I
had a limited verbal communication. A laundry woman and an
'untouchable' cleaning man would come to work in the house

every day for an hour or so.

A second paying guest (beside myself) in this house was a young
university graduate lady from Kashmir (Hindu Brahmin) brought
up in Delhi, who has been working in Bombay since 1981 with a

popular glossy magazine as a correspondent/reporter.

I stayed with this family on and off for 6 weeks.

A young educated couple; the husband was middle manager in an
hotel, Hindu, originally from Goa educated in Delhi, now settled
in Bombay; the wife a Zoroastrian lady, lived and worked in

England for four years, originally from State of Gujarat, settled

in Bombay.

They had a non live-in female Gujarati servant with whom I had

a very limited verbal communication.

I stayed with this couple for one week. But I was in close daily
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contact with them whenever I was in Bombay, and through them

I met a lot of people. I knew this couple through my other

Indian friends.

A West Bengali Hindu (Kshatriya) couple and their son; the
husband a retired senior government official, educated at a
British university; the son a senior manager at one of the largest
Indian banks, has studied at Oxford; the family has spent most of
the husband's professional life in Delhi and was temporarily
settled in Jaipur, Rajasthan State, at the time of my visit to
India; the couple have two other children with university

qualifications who are married and live in Delhi.

They had two Rajasthani live-in helpers; the husband, a part-time
servant in the house and a full-time manual labourer outside; the
wife, a cook who would also wash dishes and clothes, with four
small children. I had a good opportunity to observe this family
who lived in their own quarters annexed to the main building of

the house, and made friends with them.

| stayed 7 weeks on and off with this family as a guest. [ have

known this family since 1976.

Two Bengali couples (members of a large extended family) with
whom [ stayed for three weeks in Calcutta and through them I
met and socialized with almost all other members of their

family; they can all be grouped as middle class; some have

- 119 -



studied at Cambridge and other British universities and held

senior government positions.

5. I stayed at Delhi for one week on two occasions with a young
couple; the husband a middle-class French Roman Catholic who
has lived in Delhi for ten years and has travelled widely in the
country; the wife a West Bengali middle-class Hindu (Kshatriya),

marketing manager at a food processing organization.

These families and also some of the managing directors who
participated in the research introduced me to a host of other people
and families from various parts of the country such as Punjab,
Kashmir, Tamil Nadu, Kerala, Goa, Delhi, Andra Peradesh, Gujarat,

and Maharashtra.

b. the questionnaire

The same questionnaire which was used in the English survey was
employed here, because, as will be explained later, the Indian survey
was conducted after the English one was completed, and the items
included in the questionnaire were therefore given. This also
facilitated the comparison between the two samples. It must be
pointed out that because different cultures may attach different
meanings to given terms and concepts, the use of the same
questionnaire in the survey may render particular questions
non-comparable in terms of interpretations by respondents. This is a

difficulty which is encountered in attempting cross-cultural

- 120 -



comparisons.

The questionnaire was administered in India both in English and Hindi
languages. It was first translated into Hindi by a college professor,
and then translated back into English by a different person. After
necessary modifications, it was then typed and printed. In the case
of illiterate respondents, my Indian friends who could speak the

respondents' language helped with the interpretations.

The first 20 cases were treated as a ‘'pilot' survey. Since the
respondents had no serious question or difficulty (in understanding the
questionnaire, especially its scaling system, and completing it) which
could not have been clarified verbally at the time it was completed,

it was decided to go ahead with the administration of the

questionnaire as it was.

c. the sample

India is a vast country with a total population of around 683 million
who are said to have different cultural and social characteristics,
depending on their religions, castes, and the regions from which they
come. However, the kind of attitudes and values the survey intended
to examine were general and broad and were in the main related to
familial and social relationships which, according to the literature and
observers' accounts of the Indians (Koestler, 1966; Gore, 1965; Kakar,
19718 and 1971b; Lannoy, 1971; Seqgal, 1971; Parekh, 1974; Hiro, 1976)

were more or less similar across different social and regional groups
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and communities.

Koestler's comments on the Indian religious and social system is a
fair representation of views expressed on the subject:

"...The system varied, of course, according to
region and caste, and it is difficult to say to
what extent real life conformed to the theory;
but this at any rate was the ideal schema. And,
notwithstanding all racial and cultural
differences, the absence of a common language
and even a common alphabet, this religious-social
ideal did produce something like a Hindu national
character with certain recognizable, specific
traits and behaviour pattern. For this, after all,
was the purpose of the system: to breed
conformity and submission to the metaphysical
and social order, and to preserve it by preventing
individual deviations from the traditional norms
of behaviour." Koestler (1966, pp. 153-154)

Given the vastness of the country, time and financial constraints, the
limited availability of interpreters, and also the need for
comparability with the English sample (in terms of size and

occupational background), it was decided to limit the sample to 100

persons and to restrict it to the following groups:

c.l. the urban population

As will be seen later in Chapter 7, around 75 percent of the total
population of India lives in rural areas and is engaged in agriculture
and related fields. One of the main objectives of the present study
is to examine the effect of culture on organization members'
work-related values. It was thought inappropriate to include rural
people in the sample because this would have meant inclusion of up

to 75 respondents from rural areas (in order to make it
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representative of the whole population), people who do not actually
work in manufacturing organizations. This, in turn, would have
resulted in studying a culture from which organization members had
not, strictly speaking, come. This might have distorted the analyses
of the findings of the survey of the attitudes of organization
employees. Any discrepancy between the two samples could have
been interpreted as a confirmation of 'culture-free' thesis, although it
might quite possibly have been a consequence of differences between
the two (the rural and the urban) cultures. In order to avoid this
confusion, therefore, it was decided to exclude the rural population

from the sample.

According to the managers who participated in the second stage of
the research, state and union governments regulations and rules force
business (manufacturing) organizations to recruit their manual workers
primarily from villages. Although the present sample does not
include villagers, it does contain 50 manual workers who may well
have come from villages. In other words, the urbanized rural

population is represented in the sample.

c.2. Hindus

Religion plays a significant role in the upbringing of Indian children
and the formation of Indian culture as a whole. Since Hinduism is
the religion to which the majority of the population, around 83
percent, adhere one way or another, it was decided to confine the

sample largely to Hindus.
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c.3. people from Maharashtra and near-by states

The choice of these areas was influenced by the fact that the second
and third stages of the research; that is, the surveys of the
management style and structure of seven organizations and the
work-related attitudes of their employees, were to be carried out in
Maharashtra State which is the industrial heartland of India (see part
three of the present chapter for justification of this choice). Here,
again, as was argued in the case of urban population, it would be
appropriate to choose the sample from the same cultural area in
which the organizations and their members were to be located. It
must be mentioned here that the two Indian samples who participated
in the two surveys were, of course, two different groups and the

surveys were carried out independently.

c.4. caste

Caste is argued to be another influential factor in the cultural
configuration of Indian people, and which has to be taken note of in
a survey of Indian culture. However, choosing a representative
sample of the population on the basis of their caste proved to be
virtually impossible. First, there is no information, reliable or
otherwise, about the proportion of the members of each of the four
broad castes and the 'Untouchables' in the total population. Second,
as Srinivas (1969, p. 265) argues,

"The idea of caste as the fivefold division of
society represents a gross over-simplification of
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facts. The real unit of the caste system is not

one of the five varnas (castes) but juti

(sub-caste), which is a very small endogamous

group practicing a traditional occupation and

enjoying a certain amount of cultural, ritual and

juridical autonomy".
Moreover, there are innumerable jatis. Ghurye (1932, p. 27)
estimates that there are 2,000 sub-castes (jatis) in each linquistic
area. The complication is further magnified when one considers that
there are at least 14 official Indian languages and hundreds of
dialects spoken by over 683 million population of the country
(Government of India, 1982), about whose proportion in the total
population or any one state there is no information. Given this state

of affairs, it was decided to drop caste as a measure of

representativeness of the sample, and instead to choose occupation.

c.5. occupation

The choice of occupation was also justified on another ground.
Divisions between castes are broadly, albeit not invariably, based on
occupation. Although members of the same occupation do come from
different castes or sub-castes, it is possible to argue that the unequal
status and privileges associated with different castes and sub-castes
provide unequal opportunites for their members. And again, although
there are exceptional cases where an 'Untouchable' rises to Cabinet
level (I have particularly in mind Mr Jagjivan Ram, the former
Cabinet Minister in the Janata Government), the more general rule is
that it is unlikely that a low-caste butcher or cobbler would be able
to send his son to prestigeous schools and colleges from which the

bulk of would-be administrators, engineers, doctors, lawyers, lecturers,
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managers and the like graduate. It is more likely that these people

come from higher castes such as Brahmin or Kshatriya.

The choice of occupation also served an additional purpose. The
Indian cultural survey is part of a study based on the comparison
between English and Indian cultures and organizations. The English
sample was chosen on the basis of their occupation.  Taking
occupation as the criterion of social background of the Indian sample
places the sampling rationale for each country into the same basis
and therefore permits culture to be the major differentiating feature

of the two samples.

Applying the same sampling rationale as in England would have meant
choosing an occupational distribution to match that of the population
of the country (or rather the selected region) as a whole. In
practice, there were again problems and constraints which made the

occupational composition of the sample less than representative.

The major problem was that there are no reliable data about the
total number or percentage of various occupations outside the
organized sector in India. Of an estimated working population of 260
million, only 22 million are engaged in the organized sector. And
even for this sector there is no accurate breakdown of the various
occupations in the same detail as it is for the English population.
Therefore it was decided to include in the sample as many
occupations as was practically possible and, further, to draw an

arbitrary line between manual and non-manual workers at the 50-50
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questionnaire had to be distributed among people in order to obtain
100 qualified to be included in the analyses. Some of the remaining
30 copies had been completed by non-Indians and economically
inactive respondents. The other copies had been completed by
non-manual workers and were not needed because they were in excess
of the 50-copy quota assigned to this category. These latter extra

copies were excluded from the sample at random.

Administration of the survey took just over four months from

mid-February to late June 1983,

Part 2. Work-related attitude surveys

As will be discussed later, 14 manufacturing companies in England
and India - 7 companies in each country - participated in the present
study. It was intended to study their structures and management
systems, as well as certain work-related attitudes of a sample of
their members. Part 3 of the present chapter will discuss the
methodology employed to obtain information about structural
characteristics of these organizations; the present part describes the

attempt made to conduct the attitude survey among their employees.

1. The attitude questionnaire

This questionnaire was designed to measure certain

organizationally-relevant attitudes and values held by a sample of
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English and Indian employees. It was diVided into two broad sections.
The first section contained 8 sampling questions, and the second
section, the main body of the questionnaire, consisted of 87 items,
These items, conceptually related to the hypotheses and arguments of
the thesis, were designed or adapted from other researchers' works,
and were selected to be included in the questionnaire after a

preliminary survey carried out in Iran and a pilot study conducted in

England.

a. the Iranian survey

It was noted in Chapter 1 that the author had conducted a study of
Iranian culture and its likely impact on work-related attitudes and
also organizational structure and systems (Tayeb, 1979). In that
survey, the questionnaire which was administered among employees of
a state owned and managed corporation consisted of 16 items from a
survey conducted by Hofstede (197683, 19779) to measure power
distance and uncertainty avoidance; 8 items designed by Haire et al.
(1966) to study managerial attitudes; 19 items designed by the author
16 of which were devised on the basis of Maslow's need hierarchy
(1954) to study need importance and need satisfaction; and other 3

items to study attitudes towards structural design.

The findings of this survey were encouraging, in the sense that they
were consistent with the general cultural characteristics of I[ranian
people, and also with the management style and organizational

structure of the company of which the respondents were members.
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The success of this questionnaire as a tool to study
culturally-influenced attitudes and values of employees encouraged me
to employ it in the present cross-national study. However, as my
arguments and hypotheses had advanced some steps further since I
carried out the Iranian survey (see Chapter 3), there was a need for
additional scales and items to measure such dimensions as
commitment, trust, and individualism. As a result, a more detailed
and comprehensive version of the questionnaire was designed from
which a few items of the first questionnaire, now irrelevant and
inappropriate for the present study, were dropped, and to which items
more relevant to new ideas and hypotheses were added. This new

version was then piloted.

b. the pilot survey

The pilot study, which consisted of two stages; i.e., an attitude
survey and a study of structure and management style, was carried

out in the University of Aston Management Centre in Summar 1981.

The Management Centre was chosen as the context for the study for
several reasons. First, the cooperation of the employees was almaost
assured mainly because the author is a research student at the
Centre, and the exercise was part of her academic work and
therefore it was safe to assume that the members would be willing
to help in its progress. And, as it happened, the cooperation

extended to me by both academic members, from professors to
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lecturers, and non-academic staff, from head of the department to
technicians and kitchen ladies, was overwhelming. Of a hundred
copies of the questionnaire, 80 were completed and returned to me.
At the structural study stage, all those members who were
approached for interview gave me generously as much of their time

as was needed to obtain the required information.

Second, I could benefit from constructive comments and suggestions
made not only by non-academic staff, but also by experienced
academic members of the faculty. In practice, 10 respondents made
comments and suggested changes in various questions and some others

discussed the issue with me at length.

Third, it was very economic in terms of money and time.
Distribution and collection of the questionnaire, and follow-up letters
were handled through intra-faculty mail service within less than a
month. The interview programme and other data collection for the
structural stage of the study took only one week at the two premises

of the Management Centre which were in a walking distance from my

residence.

2. The final format of the questionnaire

The final format of the questionnaire was designed after the

following steps had been taken:

1. A series of statistical tests, such as factor analysis, correlation,
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and internal reliability, was carried on the data which led to

elimination of some items.

2. A few respondents had made useful comments and suggested
changes in the wording of some questions. My supervisor, who
completed the questionnaire in his capacity as a member of the
faculty, suggested a few items to replace the individualism scale
which had orginally been adopted from Hofstede's study (19780), The
suggested changes and modifications were incorporated in the

questionnaire where appropriate.

3. While the structural study was being carried out, it was thought
necessary to include in the attitude survey questionnaire two sets of
items concerning communication pattern and perceived autonomy to
complement the information obtained in the interview programme
about the structure and mangement style of the organizations under

study.

3. The position of the questions in the questionnaire

The 87 questions in the main body of the questionnaire were selected
on the basis of the hypotheses set in Chapter 3 and their conceptual
connection to certain issues assumed to be related to work
organizations and day-to-day relationships among its members. These
questions fall into the following sections: power and authority,
ambiqguity and uncertainty, commitment, trust, individualism,

important features of job, management philosophy, perceived
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autonomy, and commmunication pattern. However, the questions
appeared in the questionnaire neither as parts of these sections, nor
in the above order. The place of each item on the questionnaire was

decided on the basis of the following considerations:

1. Each section should have a simple heading related to work,
organization, and other similar concepts, easily understood by and
familiar to all employees, especially workers with low levels of

education.

2. The questions in each section should be readily identified by the

respondent as relevant to the heading of the section.

3. The questions related to the same concepts with common
underlying meaning were distributed in the gquestionnaire in such a
way as to be far enough from one another to discourage deliberate

identical answers.

4. Since a Likert-type five-point answer scale was provided for
almost all the questions, there was a danger that the respondents
would mark automatically all answer numbers on either extreme ends
or in the middle of the scale. To prevent this, questions with
opposing underlying meanings were placed next to one another so that
the respondents would contradict themselves if they were to mark
one question at the same side as the one which preceded or
succeeded it. Therefore, they had to, one hoped, think and choose

their answers carefully according to their genuine preference.
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5. In order to avoid creating confusion for the respondents, the code
numbers for the answer scales for all questions, even for opposing
items, were same: from 1 at the left end of the scale to 5 at the
right end. Later on, at the computation stage, the author had to
reverse the coding of almost half the items one by one before
entering them onto computer data sheets. Appendix B presents the

final version of the attitude survey questionnaire.

4. The language of the questionnaire

The questionnaire was devised in English and later on was translated
into Hindi for adminstration in Indian companies. Managerial, other
members of staff, engineers and similar employees, who like all
educated Indians, have a good command of English language,
completed the English version of the questionnaire. Copies of the
Hindi version were distributed among manual workers who would

comprehend this language better than English.

An Indian college professor, the same person who helped with the
translation of the cultural survey questionnaire, translated the
attitude survey questionnaire into Hindi.  And, again, a different
person translated it back into English. After making necessary
changes and modifications in the wordings, in order to get the
meaning of each concept as near its English version as possible, it

was typed and printed.
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5. The distribution of the questionnaire

a. the English survey

A hundred copies of the questionnaire were handed or posted to the
managing director of each of the seven English companies which
participated in the research - 700 copies in all. The actual
distribution of the questionnaire was handled by personnel manager in
four companies, secretary to managing director in two companies and
sales director (chairman's son) in one company. The response rate in
two companies, especially among their manual employees, was so low
(4 and 12 percent respectively) that I had to make a special visit to
their shopfloors and talk to the employees and persuade them to

complete the questionnaire there and then.

In order to ensure the confidentiality and anonymity of the
respondents' answers, a self-addressed stamped envelope was attached
to each copy of the questionnaire so that the respondents could
return the completed copies directly to me. However, I had to be
able to identify employees of each company as a group for
company-wise analyses. And since no question regarding the name of
the company was included in the questionnaire (in order to assure
anonymity), I had batches of a hundred copies printed in different
colours, and assigned, in my own records, each company a colour.
For instance, white was for the brewery organization, yellow for the
confectionery organization, and so on. Distribution, collection and

return of the completed copies took nine months from October 1981
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to June 1982. Of 700 copies distributed, 376 copies were completed

and returned to me - a response rate of 53.7 percent.

b. the Indian survey

On the basis of my experience with the English companies, and the
discussions and negotiations with Indian senior managers, it was
decided to administer 60 copies of the English version in each
company. However, one company could accept 50 copies only, giving
an overall total of 410 English language questionnaires distributed.
Three companies agreed to distribute altogether 65 copies of the
Hindi version among their manual employees (20, 20, and 25 each
respectively) as well. The English copies were handed to the
managing directors and the completed copies were collected from
them between two and three weeks later. The Hindi copies were
posted from Jaipur, where I had them back translated, typed and
printed by some friends, to the managing director of the respective
companies in Maharshtra. The completed copies were returned to my

contact addresses in Bombay and Birmingham.
The actual distribution of the questionnaire among the employees was
handled by personnel manager in five companies, administrative

officer in one, and secretary to managing director in one company.

b.l. Indian manual workers and the guestionnaire

There were two major problems with respect to distribution of the
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Questionnaire among manual workers in Indian organizations. The
first, and the more formidable one, was the state of mistrust and
hostility between management and labourers. 1 was told by every
single senior manager that, given this state of affairs, the workers
and their union representatives would regard the survey as a means
employed by the management to spy on them and harass them.
Three companies ruled out straight away the possibility of
administering the questionnaire among their manual workers. 1 was
told that even if I spoke to them and explained the genuine academic
purpose of the research personally and assured them of the
confidentiality and anonymity of the treatment of their responses, I
would not be able to secure their trust and cooperation. The
situation was especially made worse by my inability to speak Hindi or
Marathi, and the communication with them had to be through an
interpreter. However, it must be pointed out that distrust and
hostility between management and workers are as much a feature of
industrial relations in India as in England. And as will be discussed
in Chapter 10, English and Indian manual workers were not much
different from one another in the level of trust., It is therefore
possible that the Indian managers who partitipated in the study
greatly exaggerated the distrust of their manual workers, perhaps on

the basis of caste 'hauteur'.

The second problem was illiteracy. Manual workers, in accordance
with government policies, are largely recruited from villages, and
they can scarcely read and write in any lanquage - so [ was told by

their senior bosses. Therefore the questionnaire, whether in English
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or Hindi, or any other Indian language for that matter, had to be
completed with the help of an interpreter. This had a few

drawbacks:

1. Confidentiality and anonymity would be lost. The responses to the
questions, which in many cases could have been perceived by the
respondents as 'sensitive', would be unrealistic and even quite opposite

to what they might have otherwise given.

2. It would be very time consuming. The managing director of one
of the companies, who was very friendly and cooperative, tried, while
I was in his office, to examine how the interpretation of the
questionnaire for a manual worker would work. He called for one of
his shopfloor labourers and explained to him the purpose of the
research and went through the questions with him one by one. [t
took them just over an hour to answer 17 (out of a total of 95)
questions, by which time the managing director said he had lost

concentration and could no longer continue with the practice.

Managing directors of four out of seven companies rejected the idea
of administering the questionnaire with the aid of an interpreter on
the grounds of the time loss to the company. Managing directors of
other three companies, however, encouraged me to send them the
Hindi version of the questionnaire and promised they would do their
best to have as many copies as possible completed by those manual
labourers who could read or write Hindi at least. In one of the first

four companies, the administrative officer, who was in charge of the
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distribution, by his own initiative, had a few copies interpreted and

completed through a man trusted by the workers.

All in all, of 410 copies of the English version and 65 copies of the
Hindi version distributed within Indian companies 341 copies were
completed and returned to me - a response rate of 71.7 percent.
Distribution, collection and return of the completed copies took five

months from mid-February to mid-July 1983.

Part 3. Organizational structure surveys

1. The organizations

The overall strategy of the study, it may be recalled, was to control
for contingency factors as much as was practically possible, in order
to clarify any influence of socio-cultural factors on management style
and organizational structure. To do this, it was decided to select a
sample of organizations which could be matched in terms of
contingency factors across at least two different cultural settings.
Furthermore, bearing in mind the arguments of contingency theorists
(Chapter 2, section 1), the organizations within each culture had to
be chosen in such a way as there would be variations in their
contexts, in order to enable the author to examine the effects of

various contexts on organizational structure in each setting.

A few practical considerations also had to be taken into account at

the outset. These were time and financial resources available to the
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researcher. All three stages of the study were to be carried out by
a single person, the author, financed by her very limited private

resources, and within the time span of a doctoral study.

Having established academic criteria and practical considerations, it
was decided to select seven organizations in two countries. England
and France were the initial choices. England was an obvious choice
since the author had lived in the country prior to and during the
study, and could gain access to people and organizations with little
difficulty.  France was chosen as the second country because (1)
French culture is sufficiently different from English culture (Graves,
1972; Gallie, 1978; Hofstede, 1980) to generate different implications
for French organizations as compared with their English counterparts;
(2) yet the two countries are comparable in terms of industrialization,
economic superstructure and other macro environmental factors

surrounding their organizations.

Having established England and France as the settings for the study,
a list of English and French companies, engaged in six industries
ranging from simple stable to unstable complex technologies, and
matched in pairs in terms of contingency and contextual factors was

campiled.

Unfortunately, despite her efforts over more than a year, the author
was unable to gain access to the selected French organizations and to
secure cooperation of various relevant bodies. France, therefore, had

to be dropped. Instead, India was chosen as the second setting for
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the study.

Indian culture, too, is sufficiently different from English culture
(Parekh, 1974; Hofstede, 1980). India and England both have a range
of industrial sectors combining new and old industries, and both are
substantially capitalist. However, India's capitalism favours
government intervention and protection much more compared with
England's capitalism, especially under a Conservative government such

as the present one.

A final point to be noted about India is that there are distinct
regional variations in the cultural characteristics of the people. In
order to achieve some degree of homogeneity, it was decided to
concentrate on only one part of the country. The choice of the area
had to be made with regard to the availability of the organizations
which could be matched with their English counterparts, since by the
time the author had decided to drop France and to choose India the
English study was completed and, therefore, the characteristics of the
Indian sample in terms of contextual and other contingency factors
were given. The State of Maharashtra was chosen as the setting of
the Indian section of the study. This state produces the bulk of
India's industrial output and is very advanced in terms of
industrialization. It provides a very wide range of industries and
companies from which one could easily select the required

organizations.

In order to decrease the complications in matching the two sets of
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organizations, the sample in each country was selected from among
companies which were (i) engaged in manufacturing, (ii)
profit-oriented, (ii) owned by private stakeholders, (iv) totally owned,

managed, and largely manned by people from their respective

countries.

Each of these organizations was matched with its counterpart in the
other country in terms of industry, product, production technology,
size (numbers employed). Attempts were also made to match the
pairs in terms of ownership and control, market share, geographical

scope of their market, and the competition they faced.

Certain measures were taken to diminish the effect of organizational
subcultures.  Generally, a well-established multinational corporation
(such as I.B.M.) and large single-national enterprises (such as Tata in
India) tend to develop their own cultures which can diverge from, and
override that of, the society within which they operate. Therefore,
it was decided to choose organizations which (i) were not very large,

and (ii) were not part of multinationals of 1.B.M.'s standing.

In order to examine the effects of different contexts on
organizational structures and systems, especially in terms of size,
industry and technological change which are said to be major factors
affecting organizational structure, it was decided to choose companies
of varying size in each country in the following industries:
electronics, chemicals, pharmaceuticals, confectionery, and brewery,

with electronics being the highest in terms of technological
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dynamism, and confectionery and brewery the lowest.

2. The required information

The information and data had to be collected on (i) contextual and
other contingency factors which were to be held constant for the
organizations in each pair across the two countries, and (ii)
organizational structures and management systems. The aspects of
organization relevant to the interests and objectives of the study are
(1) centralization, (2) formalization, (3) specialization, (4) chief
executive's vertical and horizontal span of control, (5) communication

pattern, (6) control system, and (7) reward and punishment policies.

3., The sources of information

The main participant of the interview programme in each company
was the managing director (or his/her equivalent in the companies
which did not have this position). In many companies other senior
managers such as technical director, marketing director, production
/manufacturing managers, and finance director were also interviewed

to obtain complementary information, where necessary.

4, The research tools

The prime means of obtaining information about structural
characteristics of the organizations and their environment was a

structured interview programme in which senior managers
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participated. The interviews were complemented by company
documents and informal discussions and meetings, where possible.
The author had already employed the complete version of Aston
interview shcedule (Pugh et al., 1968), with some modifications in the
standardization scale, in the Iranian study (Tayeb, 1979). In that
study, a number of items was added to the schedule to cover such
aspects of organizational structure and systems as control, reward and
punishment policies. A few items were also adopted from Aiken and
Hage (1968) and Hage and Aiken (1969) to complement and

cross-check centralization and formalization scales.

A new interview schedule more suitable for the purposes of the
present study was designed largely drawing upon abbreviated version
of Aston Programme scales (Inkson et al., 1970), and piloted at the

University of Aston Management Centre.

a. the pilot survey

Six senior administrative and academic officals were approached and
asked to participate in the interview programme. These were the
head of the Management Centre, the Centre's secretary, directors of
undergraduate, post-graduate and post-experience programmes, and the

chairman of the doctoral programme who was also the head of one of

the subject groups.

Aston scales, although successful in the Iranian study, where the

organizations were all business, (manufacturing or service) companies,
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proved to be improper for studying an organization such as the
Management Centre with a matrix structure and dual character of
academic and administrative positions. They did not register any
meaningful picture of the style of management or structural
characteristics of the Centre. It was the ad hoc questions and
lengthy discussions with the interviewees, especially questions about
control system and management philosophy, which had been added to
the Aston schedule by the author, that helped her understand and
draw a reasonably comprehensive picture of the structural profile of

the Centre.

However, the piloting of the interview schedule at the Management

Centre had its advantages:

1. It gave me a good idea about the time scale for the interviews

in the main study.

2. The position holders who would be most suitable to provide me

with the kind of information which was required.

3. The company documents required to supplement the interview

schedule.

4. The style and manner in which the interviews were to be
conducted and the best way to record the discussions. In the
first interview conducted in the pilot survey, a small cassette

tape recorder was used to record the conversation. But I noticed
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that very often the interviewee's attention was drawn to it, and
he was, as it were, very conscious of its presence. This created
a formal atmosphere, like that of radio and television interviews,
and the answers to my questions turned to cliches and
stereotypes. For the remaining interviews, the tape recorder was
dispensed with. Instead, I tried to write down the conversation
in shorthand in as unobtrusive a manner as possible.  The
exercise was more successful both in terms of the amount and
depth of the information obtained, and the relaxed and informal

atmosphere surrounding the meeting.

In order to obtain information about the pattern of
communication among employees, I had designed a form in which
sections were provided for one's communications with boss,
subordinates, colleagues, people in other areas of work, and
people from outside the organization. This form was used in the
pilot study. The secretaries of the interviewees were asked to
keep a diary for a week of their boss's communications - by
telephone, letter, meeting - and mark the appropriate section in
the form. At the end of the one-week period, the result of the
exercise was poor and the exercise proved impractical and
insufficient. The diary could not be kept systematically and the
information given was inadequate and inaccurate. To overcome
this problem, it was decided to include a set of five items
covering the above mentioned types of vertical and horizontal
communication in the attitude survey questionnaire and ask all

the respondents to rate, on a five-point scale, the time they
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spent in any of these forms of communication (Appendix B). A
more comprehensive and accurate pattern of communication, one
hoped, could then emerge from the survey. Appendix C presents

the final format of the interview schedule.

5. Access

a. the English survey

A list of thirty companies was prepared from two directories,
Kompass 1981 and Key British Enterprise 1981, and from the archive
of the National Study conducted by Child (19728), Two batches of 10
letters explaining the purpose of the research and requesting a brief
preliminary interview, accompanied by a covering note by my
supervisor, were sent to managing directors of 20 companies of whom
10 indicated their willingness to participate in the study. The
preliminary interviews led to the inclusion of the 7 most appropriate
organizations for the purposes of the research, and the fieldwork was
carried out in all but one in full. The 7th company, which was
engaged in manufacturing of high technology equipment, withdrew its
cooperation at the second stage of the research, the attitude
questionnaire survey, in spite of the prior agreement of the managing
director. To find a replacement for this organization, another batch
of 10 letters were sent to managing directors of ten companies in
high technology industry, all of whom responded positively. After
conducting the preliminary interview with all, the last company was

found qualified to be included in the study.
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The interview programme was carried out between September 1981
and May 1982 in Leicester, Burton-on-Trent, Blackpool, Dover,

IIfracombe, Barnstaple, London, Crawley, and Royston.

b. the Indian survey

The Times of India Directory 1981-82 and Kothari's Economic and
Industrial Guide of India 1982-83, both available in Britain, were
consulted to prepare a list of Indian companies comparable with their
English counterparts. However, none of these dircetories, or any
other publication on Indian companies, provided information about size
(humbers employed) and status - two factors crucial to the study. In
order to obtain information on these two items, a list of 300
companies situated in Maharashtra and engaged in relevant industries
was prepared. A preliminary letter explaining the purpose of the
research and its background in Iran and England, and requesting the
required information was sent to their managing directors. 295
companies replied of which 5 declined to participate in the research.
The rest provided the information requested and expressed their
interest in further cooperation. Of these only 18 companies could be
matched with the English companies (more than one Indian company
for some of the English ones). Further communications with these
selected companies helped to build up a rapport between me and

their senior managers prior to the visit to India.

In the first week of my stay in India, preliminary meetings with
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managing directors of 10 companies were arranged. Five of these
companies were found comparable with their English counterparts.
There were no back-up alternatives for the other two (pharmaceutical
and brewery organizations) among the remaining companies in the list.
However, I had made friends with managers and other people who
knew many business men and industrialists in Bombay. They helped
me search for and find the two companies I needed: the marketing
director of one of the participating organizations introduced me to
the managing director of a brewery firm; and an old Indian friend
introduced me to the managing director of a pharmaceutical firm.
Both these companies met the sampling criteria and matched with

their English counterparts.

The interview programme was carried out between 1l4th February to

21st March 1983 in Bombay and Poona.

Appendix E, Part 1 reproduces examples of the letters which were
sent to managing directors of English and Indian organizations in

order to gain access to their companies.

In order to maintain a good relationship with the companies which
participated in the study, and also to show my appreciation for their
help and cooperation, a brief feedback report was sent to the
managing director of each company. The report discussed major
findings of the work-related attitude survey of their own employees
separately and in comparison with those of other participating

companies (see Appendix E for details).
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As a warning to those who intend to undertake comparative studies in
countries other than their own, I would like to emphasize the
enormous problems [ encountered in obtaining a visa and permission
to carry out the fieldwork in India. My supervisor and I were in
constant contact with Indian senior officials in both London and New
Delhi by correspondence, meetings, telephone and telex over a period
of nine months. We had eventually to write to the Prime Minister,
Mrs Gandhi, to obtain the visa. In India iteself, I faced further
problems when [ applied for an extension of my stay beyond the
initial three month visa period. Certificate of registration with the
police in every city I visited, income tax clearance from State
Governments, and certificate of residence from those with whom I
stayed were but a few documents which various state and central
government departments demanded from me, and the preparation of
which consumed much of my time and financial resources. Appendix
E, Part 2 reproduces a sample of the correspondence with the Indian

officials.

The following chapter will discuss the measurement scales adopted or

devised to study cultural and organizational dimensions.
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CHAPTER 5

The Methodology Employed to Measure

Cultural and Organizational Dimensions

I. Cultural surveys

The questionnaire administered in this stage of the study was a
simple and brief one. It consisted of thirty five pairs of opposing
characters placed on either side of a seven-point scale. These
characteristics were selected on the basis of their relevance to the
purposes of the present study: they are indirectly related to the
issues and relationships involved in work organizations and among
their members. They are also among those observed by most of the
writers on Indian and English societies as salient in their respective
cultures. The areas covered by these items are acceptance of
responsibility, honesty and trust, obedience to and respect of senior
people, independence, trustworthiness, corruption, group-orientation,
individualism, ability to cope with ambiguity and uncertainty,
self-confidence and resourcefulness, discipline and self-control,
tolerance, friendliness, fair play, interest in community affairs,

fatalism, and social stratification (see Appendix A for details).

II. Work-related attitude surveys

The eighty seven items included in the manin body of the
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questionnaire employed in this stage are concerned with the areas
discussed in Chapter 3 and are more directly related to employees'
relationships and attitudes in work organization. They cover issues
such as power and authority relationships, tolerance for ambiquity and
uncertainty, trust, commitment, individualism, expectations from job,
management philosophy and attitudes to management practices,
perceived autonomy and communication. Some of these items, as will
be discussed in the following sections, were devised by the present
author and others were selected from among the available measures

designed and tested by others (see Appendix B for details).

A number of the items included in the work-related attitudes
questionnaire were to be treated as composite measures on the basis
of which groups of employees within and between the two cultures
could be compared. Statistical tests, however, showed that there was
a poor consistency and correlation between items of a few of these
'‘composite' measures, and the items could not be used collectively as
scales. The following sections discuss the weaknesses and strengths
of these composite measures. In order to avoid disjunctures in the

text the tables are placed at the end of the chapter.

1. Power distance and uncertainty avoidance measures

These measures are adopted from Hofstede's study (19763, 1977,
1980) and consist of seven and ten items respectively. Although they
are conceptually related to the power relationship between

subordinates and their superior (in the case of power distance items)
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and coping with uncertainty (in the case of uncertainty avoidance
items), alpha internal reliability coefficients for the data collected in
the Iranian survey, pilot study, English and Indian surveys within each

sample were very poor.

1.1. Power distance items

a. factor analysis

Principal component factor analyses carried out for power distance
questions separately for each sample showed the items collapse into
three factors in each case. As Tables 5.1 and 5.2 show, the pattern
of factors is dissimilar in the two samples, and the loadings are very

low in both instances.

Tables 5.1 and 5.2 about here

b. internal reliability test

An alpha internal reliability test was carried out for each sample
separately, and the poor coefficients in both cases show that the
items do not construct a coherent and consistent scale. The alpha
coefficient is .16 for the English sample, and .32 for the Indian
sample. This inconsistency is evident in the pattern of response to
the power distance items (cf. Chapter 9, Tables 9.5 through 9.7):
responses given by members of the same sample to some questions

would indicate a large power distance, and to some others would
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point to the opposite. It is not possible to carry out a K-R8 internal
reliability test for the power distance questions because their answer

scales are not similar.

c. correlations

Pearson correlations between power distance items showed poor
correlations in both samples. The highest coefficient in the English
sample was .28 (p = .001) between "fear of the boss" and
"complaining employees", and in the Indian sample was .48 (p = .001)

between "preferred boss" and "perceived boss".

1.2. Uncertainty avoidance items

a. factor analysis

A principal component factor analysis was carried out on the
uncertainty avoidance items for each sample separately. As Tables
5.3 and 5.4 show, the items clustered into four factors in English
sample and five factors in Indian samples. The loadings of the items

in each factor are very low.

Tables 5.3 and 5.4 about here

b. internal reliability test

The alpha internal reliability test showed a poor consistency among
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the items in both English and Indian cases. Alpha was -.26 for the
former and -.01 for the latter. Here, too, it is not possible to carry
out a K-R8 test because of the dissimilarities of the answer scales

for the 10 questions in this section.

c. correlations

Pearson correlations test showed poor results for both samples. The

highest coefficient in the English sample was -.37 (p = .001) between

"job satisfaction" and "how long to stay", and -.35 (p = .001) between

same items in the Indian sample.

Hofstede has constructed power distance and uncertainty avoidance
indices on the basis of three 'core' items from each respective set of
items. These 'core' items and their rationale are discussed in more

details in the following sub-sections.

1.3. Power distance index core items

i. fear of the boss

This item refers to the emotional side of power distance in a
hierarchy as perceived by subordinates. It asks the respondents how
frequently in their experience employees are afraid to disagree with
their boss. It is a projective question; respondents are not asked how
frequently they themselves are afraid to disagree, but their answers

can be expected to reflect a projection of their own feelings.
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ii. perceived and preferred boss

These items provide unique information about power distance in

boss-subordinate relationships. They use a description of four types

of decision-making behaviour by bosses and ask the respondents to

indicate (i) their perception of their boss's leadership style, and (ii)

their preferred type. The description for the four types of boss

reads as follows:

Boss 1

Boss 2

Boss 3

Boss 4

usually makes his decisions promptly and communicates
them to his subordinates clearly and firmly. He expects
them to carry out the decisions loyally and without raising
difficulty.

usually makes his decisions promptly, but, before going
ahead, tries to explain them fully to his subordinates. He
gives them the reasons and answers whatever questions

they may have.

usually consults with his subordinates before he reaches his
decisions. He listens to their advice, considers it and then
he announces his decision. He then expects all to work
loyally to implement it whether or not it is in accordance

with the advice they gave.

usually calls for a meeting of his subordinates when there
is an important decision to be made. He puts the problem
before the group and invites discussion. He accepts the

majority viewpoint as the decision.

This description of the four types of boss, with modifications to the

last one, are taken from Tannenbaum and Schmidt (1958), and they
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refer to the styles of "tells", "sells", "consults" and "joins" bosses
respectively. The respondents were then asked to indicate first to
which type their own boss most closely corresponded, and second,

under which type they preferred to work.

Contrary to the items on "fear of the boss" and "perceived boss"
which deal with perception rather than value, the "preferred boss"
question expresses a value which Hofstede (1980, p. 102) calls "value
as the desired". This item reflects the dominant values about

managerial decision-making behaviour in a culture.

Hofstede argues that in countries in which few employees are
perceived as afraid, many employees will prefer a "consultative" boss.
In countries in which many employees are perceived as afraid,
employees tend not to prefer the consultative boss but to vote for
the autocratic, the persuasive, or the democratic ones. He further
states that in the cultures in which superiors maintain large power
distances, subordinates prefer such superiors - 'dependent reaction' -
or go to the other extreme and prefer a superior who does not
decide at all but who governs by a majority vote of his subordinates

- 'counterdependent reaction' - (Hofstede 1980, p.102).

iii. power distance index formula

A Power Distance Index (PDI) for a country is computed on the basis

of its mean scores for the above mentioned three questions:
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a. Non-managerial employees' perception that employees are afraid to
disagree with their managers.

b. Subordinates' perception that their boss tends to take decisions in
an autocratic (boss 1) or persuasive/paternalistic (boss 2) way.

C. Subordinates preference for anything but a consultative (3) style of
decision making in their boss: that is for an autocratic (1), a

persuasive/paternalistic (2), or a democratic (4) style (1980, p. 103).

Hofstede has excluded the managers' answers to the first item
because "managers' perceptions of employees' fear to disagree are not
the same as employees' perceptions: they may be distorted by low
sensitivity or wishful thinking precisely in those cases where
employees are very afraid (1980, p. 136). This means that part of
the POI score includes managers' responses, and part of it does not.
Moreover, if one wants to calculate the PDI for managers in an
organization, the score consists of their responses to two items
(perceived and preferred bosses) only. It is very questionable how
responses to only two items can reflect a group of employees'

attitude to power and authority.

The actual computation of a country's PDI uses mean percent values
for questions b and c. It uses mean scores for question a; these
mean scores have been multiplied by 25 to make their range roughly
equal to the range in percentage values of questions b and c. The

formula is computed as follows (1980, p. 103):
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POI = (% perceived "tells" boss + "sells" boss) - 25
x (mean score for "how often in your experience
are employees afraid to disagree with their boss?")

- (% preferred "consults" boss) + 135

The constant 135 has been added to give the country index value a

range between zero (small PD) and 100 (large PD).

Hofstede does not explain why he has chosen these three items as
constituents of his formula, but presumably it is because "the
statistical analysis shows that across the 39 HERMES (the pseudonym
of the international company in which Hofstede conducted the study)
countries, the percentages of employees preferring a certain types of
manager are correlated with the perceptions both of employees being
afraid and of managers being autocratic or persuasive/paternalistic"
(p.102). However, as will be discussed shortly, the correlations

between these items for the present data were very poor.

1.4. Uncertainty avoidance index core items

These items refer to three components of national level of
uncertainty avoidance; i.e. rule orientation, employment stability, and
stress. On the country level, higher mean stress goes together with
stronger rule orientation and greater employment stability, and vice

versa (Hofstede, 1980, p. 163).
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i. rule orientation

Rules and directives decrease uncertainty and anxiety in performing
the jobs which might otherwise be ambiquous. One knows what one's
job is and what one is expected to do under different conditions.
Those with less tolerance for ambiguity may be expected to favour
rules; and those with more tolerance for ambiguity, would not mind

even breaking the rules if necessary (Hofstede, 1977P).

ii. employment stability

Whether an employee tends to change his employer less or more
frequently or change it at all, is argued to be an indication of
his/her tolerance/intolerance for ambiquity involved in losing the job.
A person's degree of such tolerance can be tested by a question

related to this issue.

iii. stress

This item measures the frequency at which respondents feel nervous
and tense at work., The pattern of answer to this question is not
only an indication of the general trend in the respondents'
socio-cultural environment, but also is influenced by the particular job
they have. A higher score on this item indicates that respondents
experience less anxiety at work which may be caused by ambiguity

and uncertainty.
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iv. uncertainty avoidance index formula

The actual computation of the Uncertainty Avoidance Index (UAI)
uses mean percentage values for employment stability question and
mean scores for the other two. The mean scores have been
multiplied by 30 (for rule orientation) and 40 (for stress) to make
their range roughly equal to the range in percentage values of

employment stability question. The formula is computed as follows

(1980, p.164):

UAI = 300 - 40 x (mean score for "How often do
you feel tense and nervous at work") - 30 x (mean
score for "company rules should not be broken") -
(% of those who would like to continue to work

with the organization less than 5 years).

The constant 300 brings country index values in a range between 8

and 112 (the lowest and highest UAI values obtained in Hofstede's

study).

As was mentioned earlier, Hofstede has shown that there are high
correlations between the sets of the items used in each of the POI
and UAI formulae across cultures. However, the Pearson correlation
tests carried out between these items on the present data
demonstrated low levels of inter-item association. Tables 5.5 and 5.6
give these correlations for the English and Indian samples as well as

for the pilot and the Iranian studies.
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Tables 5.5 and 5.6 about here

In response to a personal communication with him about the results
of the statistical tests obtained by the present author, Professor

Hofstede explained that :

"...These measures are ecological dimensions
which are found when one factor analyses mean
country scores for a large number of countries.
You, however, analysed data from individuals
within a country."

He makes similar comments on the statistical analyses on the data
collected in his own study about the power distance measure:

"As the statistical analysis shows, the
correlations among the country scores on the
three questions across the 40 countries are well
over .50. ... Across 38 occupations, the mean
score on the three questions are also highly
correlated. ... However, the correlations among
the three questions across individuals are
virtually zero. ... The lack of individual
correlations should remind us that Power
Distance as measured here can be used only as a
characteristic of social systems, not of
individuals. It cannot be used to measure, for
example, the authoritarianism of individuals;
however, it can be used to measure the
"authoritarianism" of whole societies and their
dominant supervision styles." (1980, pp. 103-104)

Laurent, following Hofstede, advocates, and indeed employs, ecological
statistical analyses for his data in which he has identified four
dimensions across which groups of managers from different countries
scored differently:

"The indices represent attempts to capture a

structure of collective managerial ideologies that

meaningfully differentiates national cultures.

They do not account for individual ways of
thinking within a given culture. Indeed, whereas

- 161 -



correlations among country scores are very high
across the clustered items within a given index,
correlations among individual scores for a given
country within the same index have proved to be
remarkably low. Once again, the purpose here is
not to analyse the structure of individual
opinions, but to compare countries." (Laurent,

1983, pp.78-79)
Both Hofstede and Laurent seem to assume that 'cultures' are entities
different and separate from their constituents (individuals). This
assumption is open to question. A culture is comprised of individuals
the majaority of whom share certain characteristics. If not, then, on
what 'culture' is grounded? An authoritarian culture is regarded as
such because the individuals within it generally hold authoritarian
values and attitudes. Surely, a large power distance country, to use
Hofstede's own suggested dimension, is where individuals perceive a
large distance between themselves and their superiors. It is very
doubtful that an 'index' incapable of measuring power distance
between an individual and his superior can be an appropriate means
to measure such a distance between a group of persons and their

superiors.

There is a further problem with the so-called "ecological" measures.
They do not seem to be very reliable measures for some comparative
studies such as the present research any way. Hofstede himself
admits that comparisons between a small number of countries, say
less than 10, will not easily show statistically significant correlations

of ecological data.

The PD and UA indices have other drawbacks too. Although they are

meant to measure power distance and uncertainty avoidance as
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cultural dimensions, they are heavily influenced by non-cultural
factors common to all modern civilized cultures throughout the world,
such as educational level, occupation, age, and sex. Moreover, the
effect of these non-cultural factors on the scales are not, at least as

far as the findings of the present research demonstrate, consistent.

1.5. Power distance index and non-cultural factors

Using Hofstede's formula, PDI for English and Indian samples in the
present study were calculated. The two countries scored 70 and 67
respectively. In Hofstede' study, the British (including the English)
employees scored 35 and the Indian employees 77 on PDI. However,
the respondents in his study were middle managers, whereas the
present samples consist of empoyees of all levels from senior
managers to shopfloor manual workers. This points, among other
things, to the effect of the formal postion of employees in an
organization on their PDI score. Table 5.7 was therefore constructed
to compare holders of different job categories in each sample with

their colleagues in their own country as well as in the other country.

Table 5.7 about here

The PDI scores are, as in Hofstede's study, different. However, he
found that as one went lower down the hierarchy, the power distance
increased. As the Table shows, in the present study, in the English
sample various occupational groups score differently, but the

differences are not systematic except for the highest (managers, 16)
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and lowest (manual workers, 100) positions. In the Indian sample,
supervisors and shopfloor employees (categories 2 and 6) scored lowest
(smallest power distance). This is, perhaps, because the hierarchical
position inside an organization per se, as Hofstede would argue, is not
enough, in the Indian sample at least, to explain the power distance
perceived by the job holders. A political economy-type factor; that
is, the 'protected' position of Indian manual workers, may have
increased their sense of power. The respondents in categories 2 and
6 may hold low-paid and low-status jobs in their organization
compared with other employees, but, thanks to the 'pro' workers
industrial legislation, may enjoy powers and privileges beyond the
formal limits of their jobs. An alternative explanation may be to do
with the extent to which Indian managers are 'paternalistic’,
especially towards manual workers and supervisory staff. A
comparison between the two samples suggests that occupation plays a

more important part in the PDI scores than cultural characteristics.

Education too is argued to be another factor which influences POI in
such a way that an increase in the level of education will result in a
decrease in power distance (Hofstede, 1980, p. 105). Table 5.8
illustrates the PDI calculated for Indian and English employees

grouped according to their level of education.

Table 5.8 about here

As the Table shows, for the English sample power distance decreases

as the level of education goes up, but the pattern is not the same

- 164 -



among the Indian respondents. This may be because of the nature of
educational systems in the two countries. In the English educational
system, teacher-pupil relationships, especially in universities and other
insitutions of higher education, are more egalitarian than is the case
in the Indian system. The former helps reduce the power distance
between authority positions; the latter help maintain a large distance.
However, in the Indian sample there is not a systematic increase of
power distance along with the increase in the level of education.
The PDI for 'A' level holders is higher than for the holders of a
university first degree. Here the occupation of the respondents may
have also influenced the PODI scores. A comparison between
educational groups across the two countries shows a confused and
unsystematic picture. In the Indian sample, the 'A' level and
university degree holders score higher and the 'O' level group scores

lower on PDI than their English counterparts,

The data collected in this part of the present study also provide an
opportunity to test the validity of PDI as a tool to measure the
combined influence of education and occupational status on power
distance. Hofstede arqgues (1980, p. 105) that lower-education
lower-status occupations tend to produce high PDI values and
higher-education higher-status occupations tend to produce low POI
values. If his argument is correct, and if PDI is capable of testing
it, the following hypothetical continuum should be the case for both

samples:
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low-educated high-educated

manual workers managers
large power small power
distance distance

In each sample, the manual workers holding 'O' levels or below were
taken as low-educated low-status employees, and the managers with
first or higher university degrees were taken as high-educated high

status employees. The result of this exercise was as follows:

English sample:

low-educated high-educated
manual workers managers
100 30

Indian sample:

low-educated high-educated
manual workers managers
55 65

As the two continua show, Hofstede's arguement is supported by the
English data, but rejected by the Indian data. This may be an
indication of higher influence of various occupational groups' power
bases in the society compared with their formal power and status
inside their work organization, a point which Hofstede does not
consider. It may also be because of the limitations of PDI to
measure accurately the power distance perceived by these groups of
respondents. Or it may be because of the smaller number of Indian

manual workers (34) compared to the number of their English
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counterparts (104). Either of the first two possibilities would

question the credibility of the power distance index.

Age of the respondents is another factor which influences their PDI
scores. Table 5.9 shows the scores for different age groups in the
two samples. In the Indian sample, as age increases, PDI scores
decrease, but in the English sample there is no such systamatic

relationship between age and power distance.

Table 5.9 about here

On the whole, as far as the findings of the present surveys are
concerned, Hofstede's power distance index can only discriminate to a
limited degree between various occupation, education and age groups,
and, contrary to his arguments, it does not differentiate between

cultures.

1.6. Uncertainty avoidance index and non-cultural factors

The associations between uncertainty avoidance items and non-cultural
factors are problematic too. Here, individual items comprising the
scale, and not the scale itself, are separately influenced by certain
factors. The item related to stress and tension at work is argued to
be affected by and correlated with occupation, and the item related
to breaking company rules, with level of education (Hofstede, 1980,

p.105).
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In the present study, in the English data the correlation coefficient
was -.13 (p = .008) between education and rule orientation, and -.003
(p = .47) between the stress item and occupation. In the Indian data
it was -.06 (p = .13) in both cases. These correlations are very low
indeed.  Hofstede would of course attribute this to the ecological
nature of UAI. However, correlations of country averages for these
items across England and India (where N = 2) could not be
constructed as a further examination of Hofstede's findings because,
as was noted earlier, he arques that (1980, p. 114) a comparsion of
ecological measures (of which He maintains UAI to be one) across
less than ten countries does not show statistically significant
correlations of data. This still remains a major weakness of UAI
(and PDI for that matter), since it cannot be used in a cross-national
study conducted in less than ten countries, such as the present one,

even if the argument is a valid one.

UAI has a problematic relationship with age too. Across countries,
age and UAI correlate at .52 in Hofstede's data. Age correlates
separately with rule orientation scores (-.45), with employment
stability scores (-.46) and with stress scores (-.36). "In order to test
how strong the effect of age differences on the UAI country scores
really is", Hofstede (p. 193) offers the following formula of the

regression line:

UAI = 7 x (average age in years) - 157

n...Which means that one year of increase in the average age of a

aee
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country sample corresponds to a UAI increase of seven points."

(p. 193).

The average age of the English sample in the present study is 37 and
the Indian sample 34. This means that, if the relationship between
UAI and age is in fact in the same manner as suggested by the
above mentioned regression line, the UAI score for the English sample
should be 102 and the Indian sample 81. However, this is not the
case. Using the UAI formula described earlier, the two samples
scored 19 and 43 respectively. Either UAI is not capable of
measuring the respondents' degree of uncertainty avoidance or its

connection with age is not as Hofstede suggests.

Hofstede found that across individuals age related to two of the
three UAI questions. The correlation for age versus stress was .00;
it was -.13 for age versus rule orientation scores (older people more
rule-oriented), and -.32 for age versus employment stability scores
(older people more stable), (1980, p. 193). Table 5.10 was
constructed to examine the pattern of correlations between age and
UAI items for the English and Indian samples. As can be seen, the

pattern is somewhat different from that obtained in Hofstede's study.
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Table 5.10 Correlation between age and UAI items

Stress Rule orientation Employment stability
Samples coef. p Coef. p coef p
English .10 .03 -.15 .003 -.54 .001
Indian .009 .43 .06 e 12 -.30 .001
Hofstede's .00 1.00 -.13 * -.32 k%

Note: * p (.05
*** p ¢ .001

The limitations of the power distance and uncertainty avoidance
indices make them unsuitable for use in cross national studies, at

least for one comparing a small number of countries.

2. Perceived power items

To complement the conceptual strength of Hofstede's power distance
items, ten additional items related to the concept of power were
included in the final version of the questionnaire. These items, too,

do not seem to be coherent across individuals within single culture.

a. factor analysis

A principal component factor analysis was carried out for the ten
items on English and Indian data separately. As Tables 5.11 and 5.12
show, in the former sample the items collapsed into three factors,

and in the latter they clustered in five factors. The loadings in both
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cases are low.

Tables 5.11 and 5.12 about here

b. internal reliability tests

Alpha and K-R8 internal reliability tests showed a poor consistency
between the items and therefore they cannot be treated as a scale.
For Indian sample coefficient alpha was .23, and the K-R8 coefficient

was .45, For English sample they were .15 and .41 respectively.

c. correlations

A Pearson test gave low correlations between the perceived power
items. The highest coefficient was .28 (p = .001) between "disagree
with the boss" and "equal chance", and -.28 (p = .001) between
"loyalty to the boss" and "equal chance" in the Indian sample, and .25
(p = .001) and -.25 (p = .001) between the same items in the English

sample.

3. Tolerance for ambiquity items

This section consists of eleven items and was included in the final
version of the questionnaire as a complement to Hofstede's
uncertainty avoidance measure. Five items in this measure were

adopted from Child and Partridge's (1982) "personal flexibility" scale.
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a. factor analysis

The principal component factor analysis for the two samples showed
that the eleven items collapse into two factors in the English data
and four factors in the Indian data. As Tables 5.13 and 5.14 show,
the loadings of the items in the former are reasonably high, but low

in the latter.

Tables 5.13 and 5.14 about here
The personal flexibility items were separately factor analysed. Table
5.15 shows that for both sets of data they clustered in one factor,
however, the loadings of items, again, are much higher for the

English data (from .53 to .60) than for the Indian data (from .37 to

.47).

Table 5.15 about here

b. internal reliability tests

Alpha and K-R8 internal reliability tests were carried out for each
sample separately for the eleven items and also for personal

flexibility items only.

As is noticed in Tables 5.13 to 5.15, the internal reliability
coefficients are higher for the English sample for both sets of items

than for the Indian sample. The discrepancies are perhaps because of
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cultural difference between the two samples which may have led to
different interpretations of the items. However, they are high
enough in each case to enable one reasonably not only to treat the
items as a composite measure, but also to use them for
between-culture comparisons. And indeed they are quite good in both

samples for the 'personal flexibility' measure.

c. correlations

Pearson correlations tests showed that although there were, on the
whole, higher correlations among the tolerance for ambiguity items
than the uncertainty avoidance items in both samples, the highest
coefficient was only .45 (p = .001) between "complicated problems"
and "taking on new problems" in English data, and .24 (p = .001)
between "complicated problems" and "unusual circumstances" in Indian

data.

4, Commitment items

The nine items which comprise this scale were originally devised by
Cook and Wall (1980) in a study of attitudes of a sample of U.K.
industrial workers. The items were adopted for the present study
with some modifications to make them more suitable. Cook and
Wall's study was conducted among industrial manual workers and the
wording of the questions in their questionnaire was appropriate for
the kind of relationships which are involved in shopfloor among

workers and supervisors and for the workers' attitudes to organization
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and its management. In the present study, the questionnaire was
administered among employees of all levels from top managers to
shopfloor manual workers. It was therefore necessary to make some

modifications in the wording of the items which comprise this scale.

a. factor analysis

The principal component analysis carried out for the two sets of data
shows that the nine items cluster in one factor with high loadings in
English sample, and three factors with not so high loadings in Indian

sample. Tables 5.16 and 5.17 present the details.

Tables 5.16 and 5.17 about here

For the Indian data, the items were further forced to cluster in one
factor (by reducing the number of factors to 1 in the command
procedures) in order to examine whether or not the factor resembles
the one obtained for the English data. As is shown in Table 4.18,
this is not the case, and only three items have a loading higher than

- 50.

Table 5.18 about here

b. internal reliability tests

In Cook and Wall's study, coefficient alpha was .80 for these items.

In the present study, too, Alpha and K-R8 tests show high
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coefficients in both samples. Alpha is .60 for Indian sample and .84
for English sample. K-RB is .70 and .88 respectively. Commitment

items clearly construct a consistent composite measure.

c. correlations

In the Indian sample, the Pearson correlations were not as strong as
the English sample. The highest coefficient was .38 (p = .001)
between "leaving the organization" and "friends to join". In the
English sample, there were five sets of items whose correlations were

.50 or above.

5. Trust items

This scale consists of nine questions. Cook and Wall (1980) had also
designed a trust scale but the wording and the type of relationships
to which the items were conceptually related rendered it unsuitable
for the present study. Encouraged by their attempt, the present
author devised nine questions four of which were substantially
modified versions of four of Cook and Wall's items, and the rest were

new items.

a. factor analysis

In the English data, as Table 5.19 shows, all the nine items collapse
into one factor, and in the Indian data they cluster into two factors

(Table 5.20). The loadings of the items, except those in the second
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factor in the Indian sample, are high.

Tables 5.19 and 5.20 about here
Here, again, for Indian data the items were forced into one factor
(Table 5.21). The pattern of loadings is similar to that of factor one
for Indian data illustrated in Table 5.20, but loadings are higher.

Table 5.21 about here

b. internal reliability tests

Alpha and K-RB8 tests showed a high consistency between items. The
Alpha coefficient was .81 in the English data. and .78 in the Indian

data. The K-R8 coefficient values were .85 and .83 respectively.

c. correlations

Pearson correlation coefficients were reasonably high and they all

were significant at p = .001 and p = .005 levels.

6. Individualism items

In the pilot study, as was mentioned earlier, six items by Hofstede
(1980) were adopted to measure individualism, but the subsequent
statistical tests showed they were not consistent enough to be

considered as a scale. In the main study, they were replaced by six
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new items. However, although they seem to be conceptually related

to individualism, the new items do not collectively construct a scale.

a. factor analysis

The principal component factor analysis carried out for both samples
on the six items, as can be seen in Tables 5.22 and 5.23, produced
three factors in both English and Indian data with relatively poor

loadings.

Tables 5.22 and 5.23 about here

b. internal reliability tests

Internal reliability tests showed a poor consistency between the items.
The Alpha coefficient was .21 for Indian sample and .18 for English

sample. The K-R8 was .51 for both samples.

c. correlations

Pearson tests, too, showed poor correlations between the items. The
highest coefficient in the Indian sample was .34 (p = .001) between
"merge with the crowd" and '"going against majority view", and in the

English sample .30 (p = .001) between the same items.
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7. Perceived autonomy items

This section consists of five items adopted from Aiken and Hage
(1968) and Hage and Aitken (1969). In the Iranian survey they were
used as part of the structured interview schedule employed at the
structural study stage of the research. Only senior managers who
participated in the interview programme for that study answered
these questions. In the present investigation they were used in order
to obtain a picture of centralization of decision-making power as
perceived by employees. As will be discussed later, a centralization
score was calculated for each participating organization on the basis
of the information obtained from their senior managers. It was
thought it would be appropriate to examine whether or not there was
any consistency between the perception of the two groups about the

degree to which authority was delegated in their organization.

a, factor analysis

The six items in this section divided into two different factors in

each sample which are shown in Tables 5.24 and 5.25.

Tables 5.24 and 5.25 about here

b. intenal reliability tests

Alpha and K-RB8 tests showed a poor consistency between the items.

Alpha coefficient was .33 for English and .39 for Indian samples.
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K-R8 coefficient was .60 and .64 for the two samples respectively,
The association between perceived autonomy items is very low and

they cannot be treated as a composite measure.

c. correlations

Pearson correlation coefficients were not very high either. The
highest coefficient was .31 (p = .001) for both samples between

"being one's own boss" and "checking decisions with others".

8. The treatment of the 'scales' in the analysis of the data

As the statistical tests carried out for various scales discussed in the
previous sub-sections show, there are three sets of items which can
safely be regarded as scales. These are tolerance for
ambiguity/personal flexibility, commitment and trust. These items
will therefore be treated as composite measures in the analysis of
the data (Chapters 9 and 10); that is, various categories of
respondents will be compared with one another between and within
the two countries on their respective aggregate scores for these

items.
Hofstede's power distance and uncertainty avoidance items and those

which comprise perceived power, individualism, and perceived

autonomy will be treated individually in the analysis of the data.
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II. Organizational structure surveys

1. The interview schedule and scales

The interview schedule employed in this stage of the study had six
sections, one each for contextual factors, centralization,
formalization, specialization, configuration, control system, and reward

and punishment policies (shown in Appendix C).

1.1. Contextual factors and their measurement

1. Industry The industries in which the fourteen organizations are
engaged are brewery, confectionery and soft drinks, chemicals,

pharmaceuticals (one pair in each), and electronics (three pairs).

2. Main product In each organization the product (or a group of very

similar products, such as tablets and capsules in the pharmaceutical
firms) which accounted for more than fifty percent of its turnover

was considered as the main product.

3. Dominant technology The degree of change in the dominant

technology in each organization was measured using information
obtained in the following areas: (1) frequency of change in
manufacturing technology; (2) frequency of change in product
technology; (3) frequency of introduction of modified products and
change in the ingredients; (4) frequency of introduction of a brand

new product or design; and (5) the percentage of the annual sales
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spent on R & D. In the case of the first four items, a five-point
answer scale ranging from "little or none" to "continuously" and in
the case of R & D expenditure the absolute figure were used in the

measurement of technological change (see also Appendix C).

4, Size was measured in terms of the number of full-time

employees.
5. Status distinguishes between an independent organization with a
production unit(s), an independent organization without a production

unit(s), and a subsidiary of a parent company.

6. Ownership Four categories of ownerships were used to classify the

fourteen organizations: (1) family, (2) private shareholders, (3) public
shareholders (in the sense of general public, not public sector), and

(4) parent group.

7. Control Four categories of control were used to measure this
variable. These were (1) members of family, (2) members of family
and salaried managers, (3) owner-chairman and salaried managers, and
(4) salaried managers. The levels at which the assessment was made
were managing director/chief exectutive, board of directors, and
chairman, where strategic and other major decisions are expected to

be taken.

8. Age is a count of number of years since the organization was

first established.
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9. Market share This variable is the share of the organization in the

main product market as estimated by its managing director.  Six
items were included in the sub-section on market to determine the

companies' market share and the nature of the competition they

faced.

1.2, Structural dimensions and their measurement

The aspects of structure which were studied were centralization,
formalization, specialization, chief executive's span of control, height
(vertical span of control), communication pattern, control system, and

reward and punishment policies.

For the measurement of these structural variables a substantially
modified version of the Abbreviated Aston (hereafer referred to, for
simplicity, as Aston) schedule was employed. The choice of the
Aston scales was on two major grounds. First, they operationalize
the various aspects of organizational structure which are relevant to
the present study, and thus facilitate a conceptual link between these
aspects and different cultural dimensions. Second, the Aston scales,
after modifications and changes, are comprehensive, practical, and
economical in terms of time, especially the interviewees' time, which

is an important consideration.

The modifications were made in view of the criticisms and anxieties

expressed in the previous replications of the Programme, and in the
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light of the author's experience in the Iranian and pilot surveys.

1. Centralization

The following changes were made in the Aston scale for

centralization:

1. inclusion of ten new items on centralization to cover more

decision areas.

2. omission of one item (salaries of supervisory staff) from the
centralization score, which was considered a poor item, because
it is very limited in scope and, moreover, in unionized firms may
be determined jointly by management and the union
representatives. This would not be applicable to those

organizations in the sample which were not unionized.

3. break down of items on expenditure in centralization scale to a

series of more precise levels.

4. breakdown of the item on training methods into two items

covering managers and operators separately.

5. modifications in the wording of the item on 'dismissal of

supervisory staff' and 'price of output'.

After these inclusions and omissions, the centralization section
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consisted of 65 items (see Appendix C for details). Five of these
(marked with an asterisk in Appendix C) were excluded from the
analysis because one or more of them were not present in at least
one organization. The exclusion of these items was necessary, of

course, for a meaningful comparison between the organizations.

1.1. Factor analysis of centralization items

In a recent replication of the Aston Programme, Yasai-Ardekani
(1979) questioned the unidimensionality of the centralization scale.
He factor analysed the items (varimax and oblique rotations) and
found that they clustered in five groups which he labelled as
'financial control', 'marketing', 'production management', 'personnel and
buying' and 'organizational change'. The last three decision groups
were highly correlated with one another. Y asai-Ardekani subsequently
concluded that the centralization scale consisted, in fact, of three
clusters of 'strategic' (new products, marketing territory, extent of
market), 'financial' (expenditure of unallocated money on capital and
revenue items), and 'operational' (the remainder of the Aston

centralization scale items) decisions (Yasai-Ardekani, 1979).

Following Yasai-Ardekani's approach, the centralization items used in
the present study were factor analysed. Tables 5.26 and 5.27 show
the pattern of factors after both varimax and oblique rotations. It
must be pointed out that the factor analysis of 60 items when the

number of cases is only 14 may not yield reiable results.
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Tables 5.26 and 5.27 about here

As can be seen, the items clustered in 8 and 10 factors respectively
and the pattern of factors is somewhat different from that found by
Yasai-Ardekani. However, the difference may have arisen because in
the present study the financial items are broken down into
small-amount items and also some other items have been added. In
any case, Yasai-Ardekani's argument about the multidimensionality of

the Aston centralization scale is not refuted by the present exercise.

1.2. Computation of centralization score

The centralization dimension, measured on the basis of 60 items, was
computed first using the Aston six-point scale ranging from "above
chief executive = 5" to "operator = 0". However, this scale was
found to be inadequate on two main counts. First, many of the
organizations in the sample had more than six layers and the
positions were such that the grouping of two or more of them
together under any one of Aston categories would distort the
centralization score for those organizations. Second, Aston scale does
not take account of the number of hierarchical levels in an
organization and how far down a chief executive delegates his
decision making power. Take fictitious organizations A and B for

example:
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managing director managing director
works director production director
production manager plant manager
manufacturing manager (TV sets) supervisor

plant manager operator

superintendent
supervisor

operator

Supposing the decision on the promotion of direct workers in the two
organizations is taken by the plant manager. On the Aston scale
both organizations will score 2. However, in organization A the plant
manager is four levels below the managing director, whereas in
organization B he is only two levels below the managing director.
Clearly, the managing director of the first organization is prepared to
delegate the decision on the promotion of direct workers far lower
down the hierarchy than the managing director of the second
organization, but this subtle point is not picked up by the Aston

scale.

Given this drawback of the Aston scoring scale for the measurement
of centralization, it was decided to compute the centralization scores
on the basis of the hierarchical position of decision makers for each
of the sixty items. The above fictituous organizations can be used to
demonstrate this new scale. Organization A has 8 levels and

organization B, 5.
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score

managing director 1/8 managing director
works director 2/8 production director
production manager 3/8 plant manager
manufacturing manager (TV) 4/8 supervisor

plant manager 5/8 = .62 operator
superintendent 6/8

supervisor 7/8

operator 8/8

Although the difference between the scores for the two organizations
seems small, when the scores are calculated for 60 items, the
differences add up to a significant figure which should not be

ignored.

1.3. Delegation

In the light of the above argument, it was decided to compute also a
de