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Summary

The thesis raises the question of whether or not in an age of internationalisation and
globalisation the cultural differences which exist between Germany and Ireland are still
relevant to German-Irish corporate relationships or have internationally accepted best practices
removed culture from the equation?

The first three chapters establish the theoretical framework of the thesis by outlining the
broadly culturalist/institutionalist approach, based on the work of Hofstede and Maurice et al,
to be pursued, profiling the business cultures of both countries by analysing the components
of their respective national institutional frameworks, and examining existing approaches to the
study of mother company-foreign subsidiary relationships.

Chapters four to seven constitute the empirical section of the thesis. Using the interviews
carried out with two sample groups (Sample Group A: 15 German mother companies and 14
of their Irish operations and Sample Group B: 7 Irish mother companies and 9 of their
German operations), the mother companies in both groups are examined to see whether or not
they demonstrate characteristics which are in keeping with their national business cultures.
Their foreign operations are then analysed as is the mother company-foreign subsidiary
relationship to determine whether or not any mother company influences are visible. The
general approaches adopted by the two groups of mother companies to their foreign
operations are compared and contrasted. Finally differences in national attitudes and values
are identified and their impact assessed.

The analysis reveals that despite existing pressures towards convergence, the cultural
differences between both countries are still relevant to the relationship particularly at the level
of attitudes and values and although similarities in the mother company approaches to their
subsidiaries are present, national specificities may nevertheless be detected.
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INTRODUCTION

The presence of German companies in Ireland is not a new phenomenon, indeed some
have been established there since the 1920s although the vast majority arrived post 1960.
With approximately 236 German operations' in Ireland (German-Irish Chamber of Industry
and Commerce database, June 2000), German investment accounts for 14% of all FDI
(Foreign Direct Investment) flowing into the country, a figure which ranks it as Ireland’s third
most important source after the US (42%) and the UK (17%) (IDA, 1998). Although less
significant in terms of their overall number, there are currently 65 Irish companies with
German operations, most of whom have sales or distribution operations in Germany
(Enterprise Ireland, Jan. 1999). Monitoring the picture over a period of four years since 1996,

it is clear that the number of companies involved on both sides is increasing.

Despite these positive trends, however, the research into German-Irish corporate
relationships has been extremely limited. Apart from the short largely statistical surveys of
the perception of Ireland’s infrastructure by German investors published by the German-Irish
Chamber of Industry and Commerce at three yearly intervals since 1990 and Armbruster’s
survey of 24 German companies in Ireland in the early 1980s, to the knowledge of the author,
no other research has been carried out on the experiences of these companies. It would also
appear that to date no research at all has been done on the German operations of Irish

companies. One of the aims of this thesis is to attempt to address this lacuna.

The Irish State through its development agencies offers German companies important

financial reasons for locating and remaining in Ireland:

! This figure includes Irish subsidiaries of German owned companies or of companies with substantial German
interests (including joint ventures and independently owned Irish companies which maintain strong links with
Germany (that is owned by private German individuals in Ireland) and multinational companies which have
traditionally been in German ownership) (German-Irish Chamber of Industry and Commerce, telephone

conversation, September 2000).
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* alow (10%) level of Corporation Tax on eligible manufacturing and qualifying services
guaranteed to 31 December 2002 (and until 2010 and 2005 respectively for those who
commenced their Irish operations prior to 31 July 1998). Thereafter corporation tax will
be levied at 12.5% for trading profits in all sectors (IDA, 2000 (a));

* a wage bill which is significantly lower than domestic rates (manufacturing wages in
Ireland are 51% of those in West Germany and 80% of those in East Germany (Institut
der deutschen Wirtschaft, 2000 (a) No. 152);

» the Double Tax Agreement between Germany and Ireland enabling the repatriation of
profits earned in Ireland and on which Irish tax has been paid without being subject to
further taxation in Germany;

e the numerous generous non-repayable subsidies and grants offered by Irish
developmental agencies such as the IDA (Irish Development Authority) for such diverse

areas as product development, factory rental and training.

While Irish companies deciding to set up a German operation do not benefit from any
schemes backed by the German state, they are attracted by the prospect of a large market with

strong domestic purchasing power.

In both cases, whether such undertakings be in the form of a greenfield site, joint
venture, take-over or a sales office, it appears all too frequently that the prospect of high
returns on investment is the primary factor when considering approval. Few companies stop
to think that they are not only setting up an operation in a different country where a different
language is spoken but are taking on an encounter with a culture which functions in many
respects upon different principles to the one with which they are familiar. Although legally,
German and Irish people now share a common EU citizenship, this in no way obliterates the

many thousands of years of history, tradition and development - in short culture - which still
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separate them. Their 'mental software', to quote Hofstede (1991), though often quite similar, is

never identical.

The questions which this raises are: in an age of growing internationalisation and
globalisation are the cultural differences which exist between nations relevant to cross-national
corporate relationships? Indeed do cross-national corporate relationships have a cultural
dimension at all or have internationally recognised ‘best practices’ removed culture from the
equation? It is precisely these questions that the thesis addresses for the context of German-
Irish corporate relationships. Beginning by outlining approaches to the study of culture
which have been adopted by cross-national researchers, it then explores the business cultural
context within which companies in Germany and Ireland operate. Next using two sample
groups: Sample Group A, consisting of 15 German mother companies and 14 of their Irish
operations, and Sample Group B, comprising 7 Irish mother companies and 9 of their German
operations, it investigates first, the mother companies to see whether or not they reflect the
business culture in which they are embedded, it then looks at their respective subsidiaries and
the mechanics of the mother company-subsidiary relationship in order to ascertain whether or
not mother company influences may be detected in the subsidiaries, in what form and at what
levels. The overall approach adopted by the mother companies is analysed and compared for
both groups to determine any national differences evident. Finally attention is turned to
identifying national differences in attitudes and values between the Germans and the Irish and

considering how these impact upon the day-to-day business context.
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CHAPTER ONE:
CULTURE AND THE CROSS-NATIONAL CONTEXT
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1.1. Introduction

The survey which forms the cornerstone of this thesis, involving as it does samples of
German and Irish companies and their respective foreign operations in Ireland/Germany, is
cross-national and as a corollary also cross-cultural in nature. In order to be able to appreciate
the significance of the results obtained in the empirical section, it is first of all necessary to
situate the thesis within a theoretical context. This chapter will consider one of the key
theoretical underpinnings of the thesis, namely, the role of culture. Beginning by exploring
the concept of culture, it will then examine some of the principal approaches hitherto adopted
by researchers in their study of organisations in cross-cultural surveys and will conclude by

delineating the approach which will be pursued here.

1.2. Definition of culture

It is not culture in the narrow sense of high culture, that is, the state of the arts,
erudition or craftsmanship in a society which is being considered here but rather a broader
interpretation of the term. A perusal of the literature reveals such a plethora of definitions, that
the only definite conclusion which can be arrived at is that drawn by Kroeber and Kluckhohn
nearly 50 years ago, having presented 164 different definitions of culture in their landmark
volume: Culture: A Critical Review of Concepts and Definitions, namely:
“[...] as yet we have no full theory of culture. We have a fairly well-delineated concept, and it
is possible to enumerate conceptual elements embraced within that master concept. But a
gofgcle;):t, even an important one, does not constitute a theory” (Kroeber & Kluckhohn, 1952
This “fairly well-delineated concept” to which they refer is an anthropological definition of
culture which is frequently cited in the literature, has found wide acceptance among
researchers, and hence will be used here as a working definition: . .. .. .[. ...
“Culture consists of paitems, explicit ai;ld unphcn., of : and 'fo; Heha.l;fiof,l ..ac;c‘;uir't;,d- and
transmitted by symbols, constituting the distinctive achievement of human groups, including

their embodiments in artefacts; the essential core of culture consists of traditional (i.e.
historically derived and selected) ideas and especially their attached values; cultural systems
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may, on the one hand, be considered as products of action, on the other as conditioning
elements of further action.” (ibid.).
It follows from this definition that there are basically two dimensions to culture. On the one
hand, that which could be termed as ‘observable culture’ in the sense of the outward signs or
symbols - food, language, clothing, architecture, art etc. - of a specific society and on the other,
a deeper level, the core or essence of a culture, consisting of the
“basic assumptions and beliefs that are shared by [members of a society] that operate
unconsciously, and that define in a basic “taken-for-granted” fashion [a society’s] view of
itself and its environment. These assumptions and beliefs are learned responses to a group’s
problems of survival in its external environment and its problems of internal integration .
They come to be taken for grauted because they solve those problems repeatedly and
reliably.” (Schein, 1985 p. 6).

In the 1980s Hofstede put forward a definition of culture which summarises that of
Kroeber and Kluckhohn mentioned above. Hofstede sees culture as a “software of the mind’:

“the collective programming of the mind which distinguishes the members of one group or
category of people from another” (Hofstede, 1991 p. 5).

1.3. The characteristics of culture

Having briefly defined culture, it is appropriate at this juncture to review some of its

characteristics.

(i) Culture as a problem-solving device

Culture as a problem-solving devwe, is a notmn which is pervamve in the hterature
(e.g. Young 1934, Schein 1985, Van Maanen and Barley 1985 Trompenaa:s 1993) lt is thc
response to the universal problems shared by all human bemgs These Trompenaars resumes
as people’s relationship to time, nature and other human bemgs He also pomts out that
though shared by mankind, the solutions to these problems are not. Individual groups will

adopt different approaches to the same problems that arise in similar circumstances and one

! Schein applies this definition to organizational culture but it is equally applicable to the culture of a society.
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culture may be distinguished from another by the specific solutions it chooses for the

resolution of these ‘universal’ problems (Trompenaars, 1993, p. 28).

(11) Culture as the personality of a society

Many have posited that culture may be understood in terms of the personality of a
society (e.g. Katz and Schanck 1938, Coutu 1949, Hofstede, 1980). It is that which

differentiates one society from another, that which constitutes its uniqueness.

(iii) Culture as a group construct

The notion of the group is central to and indeed a prerequisite of culture:

“The process of culture formation is, in a sense, identical with the process of group formation
in that the very essence of “groupness” or group identity - the shared patterns of thought,
belief, feelings and values that result from shared experience and common learning - is what
we ultmlately end up calling the “culture” of that group. Without a group there can be no
culture, and without some degree of culture we are really talking only about an aggregate of
people not a “group” (Schein 1985 p. 50)%.

(iv) Culture is for the most part acquired

The fact that culture is for the most part acquired or learned and not biologically
inherited is an important one. At one level all human beings are identical - this is the level of
human nature. They are all subject to the same universal human condition of being bomn,
living and dying and all possess to varying extents the same basic needs classified by Maslow
in his Hierarchy of Prepotency as physiological, safety, bclpnging and love, esteem and self-
actualisation needs (Handy, 1985 p 30). It is the liaamec'l- reSponséu to one’s enviromuf-:.ut and
the people init wluch are mculcated from early chﬂdhood and remforccd through subsequent

socmllsanon at school, work etc. that dlfferentlate one group of people from another

% Schein was referring here to the function of culture in organisations but again it equally applies to all group
situations.
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Human beings by nature are creatures of habit and routine. They require points of
reference to which they can cling to create sense of their predicament, gauge the reactions of
others around them and predict the likely outcomes of any given social situation. It is
behavioural patterns consistent across the group or groups to which one belongs which render
this possible and avoid the scenario where one is anxiously faced with randomness and
uncertainty. Indeed in this sense culture may be regarded as a ‘system of expectancies’ with
group members initiated into common outcome prediction for any given scenario (Kroeber

and Kluckhohn, 1952 p. 157).

(v) Culture is not a straitjacket

Hofstede points out, however, that culture should not be viewed as a straitjacket:

“This does not mean, of course, that people are programmed the way computers are. A
person’s behavior is only partially predetermined by her or his mental programs: (s)he has a
basic ability to deviate from them, and react in ways which are new, creative, destructive or
unexpected. The ‘software of the mind’ [...] only indicates what reactions are likely and
understandable, given one’s past” (Hofstede, 1991 p.4).

Culture in this sense forms the basic blueprint for the behaviour and reactions of the society it
encases but this does not prevent either that society or its members from learning in the light

of new experiences, very often resulting out of direct or indirect exposure to other societies.

(vi) The influence of the past

Central to the notion of culture is t:he .idea of the influence of the past on the present
and future. Myres describes the cultural process as “what remains of men’s past, working on
their present to shape their future” (Myres, 1927 p.16). This is not, however, to suggest that
culture is a static or immutable construct. Rather, it is a dynamic process, one which is
continuously being modified and updated to keep pace with the developmental needs of the
population that moulds it and that is in turn moulded by it. As one solution reveals itself to be
clearly obsolete or no longer adequate, it is gradually discarded for what is regarded as a more

effective alternative. Every domain of human life bears ample witness to this. One has only to
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look at the high technology solutions which have emerged during the course of recent decades
and which have ousted many traditional methods of doing things. The social mores of the
present, for example, are in many ways quite different to those of the 1950s. One of the

difficulties with culture is ascertaining the pace at which this modification process takes place.

Yet though these ‘patterns’ of behaviour are added to and modified, the distinctive

core of the culture is perpetuated from one generation to the next.

(vii) Culture is an elusive concept

By virtue of the fact that its core consists of norms and values, culture is a construct
which is very difficult to pin down exactly. It is almost impossible to speak of it in terms of

absolutes in the cross-national context given that the ‘human nature’ level is common:

“The differences that exist between various cultures are of degree rather than of kind, and
cultural values and attitudes can be considered in terms of dimensions placed on continua
ranging from low to high” (Tayeb, 1988 p.42).

(viii) The various layers of culture

Apart from being a complex construct, culture, for the purposes of this thesis, may be
viewed as being composed of several different layers (Figure 1.1.): human nature, individual
culture, national culture, business culture, and o}ganisational culture, The following

paragraphs will examine each of these léyers briefly.
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The universal dimension: human nature

The universal dimension may be thought of as that which is common to all human
beings regardless of their age, sex, colour, nationality, language etc. It is that which is

biologically inherited by each member of the human race: it is human nature.

Individual culture

This layer of culture consists of that which is unique to each individual. It is that
which constitutes the ‘personality’ of any given individual and while it is moulded and shaped
by the environmental influences and experiences to which that person is exposed over the

course of their lives, it nevertheless contains qualities and characteristics exclusive to that

person alone.

National culture
Applying the notion of “group” to that of a national grouping of people, one speaks

of national cultures. Lynd describes this as:

“all things that a group of people inhabiting a common geographical area do, the ways they
do things and the ways they think and feel about things, their material tools and their values
and symbols” (Lynd, 1940 p.19).

It would be naive to suggest that all members of a particular nation exhibit identical
behavioural patterns, hold identical values and assumptions - this would be to negate the
uniqueness of every human being and also the historical evolution of nations. Within any

culture individual variations and subcultures will indeed be distinguishable from the dominant

general pattern but a dominant general pattern there will be (Tayeb, 1988, Hofstede 1984).:* :

The topic of national culture will be further dealt with under the culture-bound

approaches described below (1.4.2.).
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Business culture

The business culture of a particular nation may be thought of as the general way in
which that nation conducts its business affairs, that is, the behaviour patterns, practices and
beliefs broadly shared and manifested by its business community as a whole. This will be

explored in greater depth in Chapter Two.

Organisational culture

This layer of culture also known under numerous aliases such as organisational
approach, ideology, identity, company ethos, spirit, vision, philosophy, way, corporate culture
etc. describes the individual and distinctive culture of a specific organisation. Marvin Bower’s
catchphrase definition of organisational culture as “the way we do business around here”

(Bower, 1966) encapsulates the essence of the concept.

Organisational culture became a popular topic in the 1980s (the Excellence literature
of Peters & Waterman, Deal & Kennedy 1982, Schein 1985) in the light of the success of
Japanese companies in competing effectively with American companies. The key to Japan’s
success was asserted to be its cohesive culture (Deal & Kennedy, 1982 p. 4). Minds became
focused on the themes of national and organisational culture. The essential message became
that an organisation’s culture and value system affect all aspects of its internal functioning
from the criteria used to recruit and promote people, decision;xhalciilg, Iriglit threugh to
organisational dress code (ibid.).

o Ry g

Orgamsatxonal culture is today a vast research ﬁeld in 1ts own nght The intention of

the author here is to oonﬁne comments solely to those whxch are of dxrect relevance to the

".l

thems
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At its most basic an organisation may be considered a purposive collective brought
together to achieve an output which could not be achieved by the individual component parts
on their own. Because it is basically a group with a history, it also has a culture. In working
towards the realisation of its purpose or raison d’étre, the group will work out its own modus
operandi, its own means and methods of problem-solving which over time, if effective, become
the underlying assumptions that guide its behaviour (Schein, 1985). An organisation’s
culture may be deliberate, that is instilled by the founder or top management, or it may be
unintentional, an organic outgrowth resulting from years of resolving and coping with
recurrent situations and problems. Some organisations will spell out in explicit terms what
constitutes their organisational culture, others will not. In either scenario it is difficult to get a
true picture or ‘feel’ for a company’s organisational culture without lengthy exposure to it as
it is essentially something that is perceived and felt (Schein, 1985, Handy, 1985) yet

nonetheless it can be a very real and powerful influencer of organisational outcomes.

A point which is of particular interest to this thesis is Schein’s observation that
companies with multinational operations sometimes do things in remarkably similar ways
throughout their operations even if these foreign operations are located within very different

national cultural settings. He concluded that

“Companies thus seemed to have cultures of their own that were sometimes strong enough to
override or at least modify local cultures” (Schein, 1985 p. ix). . »

K

The organisational effect is thus seen in such cases to overnde or mod1fy the natlonal effect

L

This also suggests the transferablhty of orgamsahonal cultures elther in whole or in part
outsxde of the natlonal socxo-cultural and 'bhsmess envuonments wlnch spawned them
ongmally What is transferred essentxally, however, are organlsatlonal practlces whlch does-
not mean that the ongmal values glvmg rlse to the emergence of these practlces in the flrst
place are also transferred. ThlS was borne out by Hofstede s IBM study descnbed below

(1 42.1 2) Companng other\mse smnla: people in the various mtemanonal IBM submd:anes,
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he found considerable differences amongst them at the values level despite the fact that with

IBM'’s strong corporate culture great similarities in practices existed between the subsidiaries

studied (Hofstede, 1991, p. 181).

1.4. The role of culture in cross-national management research

Comparative or cross-national management research, of which this thesis forms a part,
is a relatively young research discipline emerging only in the late fifties/early sixties as more
and more companies became involved in business ventures outside of their domestic
environment and were confronted with the situation where their tried and tested methods of
working were not always appropriate or yielded the anticipated results when applied to

employees, customers, and suppliers in foreign settings (Weber et al, 1998 p. 30).

The role of culture, whether and how it impacts upon the functioning of organisations
is at the heart of writings in this field and the debate which rages to this day may basically be
broken down into two apparently conflicting schools of thought. On the one hand, the
culture-free or convergency approaches posit that certain universal factors govern the
structuring and functioning of organisations will apply regardless of the cultural setting and
therefore, culture as an influencing factor is irrelevant. The culture-bound or divergency
approaches on the other hand, take a particularist view, that is, that the national and business
culture of the setting in which the organisation is located will have a key influence on the way
it goes about its business affairs. The debate is an extremely complex one and the fact that
there is - as was seen above - no general consensus on even the core concept of culture only
serves to make matters more difficult. Progressive groups of researchers in the field have
added to, subtracted from and modified the findings of preceding groups.- In order to
appreciate the full complexity of the phenomenon being dealt with here, it is first of all
necessary to endeavour to pick a pathway through somé of the principal approaches which

have been put forward by researchers over the years. This is important because among the

29



various approaches available there would appear to be no one approach acceptable to all
researchers and furthermore some researchers are of the opinion that the various approaches
should be viewed as complementary (see e.g. Child & Tayeb 1982-3, Tayeb 1988, Lane
1989).

1.4.1. Culture-free/ convergency approaches

1.4.1.1. The logic of industrialism

Beginning with the most universalistic of the approaches available, in the late 1950s
early 1960s a theory of industrial society was formulated by Kerr et al which postulated that
the industrialisation process possesses an internal logic which over time propels societies,
regardless of their cultural specificities, path pursued to industrialisation or political ideology
ultimately towards the same end result - industrialism, that is, a society which has made the
transition from one based on agriculture or commerce to one based on industry, sharing
common basic economic and social structural features with all other industrialised societies
(Kerr et al, 1973 p. 296). Industrialism was seen as being the “almost universal goal”
pursued by all modern nations (Harbison & Myers, 1959 p. 117). Once unleashed the
process was regarded as unstoppable. Technology was viewed as being a unifying force
making societies and the industrial organisations within them ever more similar (Kerr et al,
1973. p. 266). Productive technology and the industrial economy which results from its
introduction and'use were considered to be the primary forces driving this process of
convergence among all industrialised soc:etles, causing other parts of theu' social structures to
adapt to meet its requirements (1b1d P- 18)

Industrlalrsatmn radlatmg eutwards ﬁom the mdustnal enterpnse, therefore, places
demands on socreues and the groups wnhm them in terms of for example the hours of work,
mcreasmg urban development, the types of skllls reqmred and the educanonal and trammg

facrhtles necessary to meet that demand the mechamsms which need to be put in place for the
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organisation and regulation of all facets of the labour-management relationship, and the nature

and the extent of the role played by governments in the industrial society.

According to Harbison and Myers (1959) industrialisation leads to large-scale more
complex organisations, requiring specialisation of functions and the establishment of a co-
ordinated system of hierarchical authority to ensure control and integration of activities.
Managers and employers thus find themselves impelled to “covet the role of rule maker” in
order to control all factors in the “planning-production-selling process”. Recruits to
management positions are no longer drawn from the ranks of ‘the family’ or based on
demonstrated political loyalty and affiliation but rather the management function becomes
professionalized and positions are filled on the basis of competence. Furthermore, the growth
of bodies and institutions representing worker rights and interests, the need to harness the
motivation and co-operation of workers to the task in hand as well as the necessity to increase
the number of people involved in managerial roles, among other things, force top management
over time to loosen its iron grip on rule making, to delegate responsibility and decision-
making down the hierarchy, and move from an autocratic or paternalistic type of approach
towards workers to one which is ‘constitutional” or ‘participative’ in orientation. Kerr et al
assert that under industrialism management will develop in a common direction albeit from

different starting points (Kerr et al, 1973 p. 167).

The proponents of this school of thought postulate that this logic of industrialism
applies to all societies regardless of cultural or historical differences. Wtule not denying that
pre-existing societies and conditions will influence the orooess as will the leaders of economic
development, existing resources, and events taking place in other countries, they posit that
there are still “fundamental djrectlons in wluch mdustnahsatron will haul and pull” (1b1d P
42) It is further proposed that mdusmahsatlon w111 transform the cultures of the tradltlonal

socrenes, mtroducmg 1ts own culture charactensed by N
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“(a) a nuclear family system which tends to accentuate individual incentives to work, save and
invest; (b) a relatively open social structure encouraging equality of treatment and
advancement based on ability; (c) religious and ethical values which are favourable to
economic gain and growth, innovations and scientific change; (d) a legal system which
encourages economic growth through general protection of individual and property rights
from arbitrary or capricious rule; () a strong central government organization and the sense
of being a nation which can play a decisive role in economic development.” (ibid. p. 106).
Cultural and national differences are believed to become of ever decreasing importance the
further a nation advances along the route to full industrialism. Indeed, the faster the pace of
this transition, the more likely it is that the pre-existing culture will be modified or destroyed
(ibid. p. 107). The end stage towards which industrialising societies are being propelled is not,
however, conceived of as one single fixed point, but rather variations around the general
central theme of “pluralistic industrialism” where

“the state, the enterprise or association, and the individual all share a substantial degree of
power and influence over productive activities” (ibid. p. 296).

From the perspective of the early twenty-first century, this theory would appear
somewhat old-fashioned. At the time of writing, however, most nations had only been
exposed to the industrialisation process for two generations or less (ibid. p. 266). Looking at
the world’s advanced societies all of them have experienced industrialisation and indeed
progressed to a post-industrial order. True there are many outward semblances of similarity
between them yet persistent national differences are patently obvious to any observer. The
proponents of this school underestimated the role played by culture and also the lasting

imprint left on societies by the manner in which they came to industrialisation as well as the

various roles played by the diverse interest groups in advancingh this -process.

1.4.1.2, The contingency school
The univefsalistic claims of the contingency theoﬁété while i)eing inspiréd by ihe work
of those supporting the theory of the logic of industrialism, confine their claims to that of the

organisation as _o;ﬁposed to society as a whole. "A.bandaning the tééhnologicﬁl dctérminacy_
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argument, they concentrate on the contextual factors (or contingencies) in an organisation’s
task environment, of which technology is but one among several, which exert an influence on
shaping its structure. The contingency school of thought was developed from the beginning
of the 1960s by the “Aston School” of researchers and is associated above all with the
researchers Pugh and Hickson. Based on an analysis of the literature on bureaucracy Pugh et
al identified six dimensions of organisational structure (specialisation, standardisation,
formalisation, centralisation, configuration, and flexibility) and seven dimensions of
organisational context considered by previous authors to be relevant to organisational
structure (origin and history, ownership and control, size, charter, technology, location, and
dependence on other organisations) (Pugh et al, 1969 p. 91). They postulated that:

“The structure of an organization is closely related to the context within which it functions
and much of the variation in organization structures might be explained by contextual factors”
(ibid. p. 91).

Their empirical work on English companies consisted in establishing underlying relationships
between these structural and contextual variables. They concluded, for example, that increased
scale of operation leads to increased standardisation and formalisation of frequently occurring
events and decisions; that the concentration of decisions in the hands of the owning group is

likely to result in greater dependence among subsidiaries (ibid. p. 112).

Using the same methodology in a trinational study of organisations of seventy
manufacturing organisations in the UK, Canada and the USA, Hickson et al found
“consistent relationships” between “variables of organization context (size, dependence,
technology)” and “measures of structure (formalisation, specialisation, = autonomy)”
(Hickson et al 1974 p. 59) which led them to put forward the “boldest hypothesis”:
“Relationships between the structural characteristics of work organizations and variables of
organization context will be stable across societies” (ibid. p. 63).

They do not deny that “culturally shaped variations may occur in some features of

organizations” but that “contextual constraints or pressures will persist”. This is not, of
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course, to suggest that organisations in various countries must be identical as no two

countries will be faced with an identical set of contingencies at any given time (ibid. p. 61).

They summarise their theory as follows:

“if Indian organizations were found to be more or less formalized than American ones, bigger
Indian units would still be more formalized than smaller Indian ones” (Hickson et al, 1974 p.

59)

as degree of formalisation, as was seen above, is said to be directly linked to organisational
size. By virtue of its rational statistical approach with clearly identified dependent (structural
variables) and independent variables (contextual variables) the contingency approach became
the dominant approach in organisational studies by the mid 1970s overshadowing the less

sophisticated culturalist perspective.

Many arguments for and against the contingency school are found in the management

literature. The following section will examine some of these.

The strength of the approach according to Tayeb is that it adds to the understanding of
the important influencing role played by the interaction of organisations with their immediate
task environments on moulding internal organisational structures and processes (Tayeb, 1988

p. 22).

On a more negative note, the foundation upon which the proof of the ‘bold
hypothesis’ rests would appear to be rather flimsy, based as it is on the empirical results of a
sample of manufacturing units from three countries commonly perceived as embracing a
common Anglo-Saxon organisational approach (Clark & Mueller, 1996 p. 128).
Furthermore, much of the empirical research carried out by those following this approach

concentrates on investigating only a small number of contingencies, often only one at a time

(Child & Tayeb, 1982-3p. 31). .
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The deterministic stance of this theory negates the existence of functional equivalents,
that is, that given a set of contextual contingencies there are various ways of organising, a
range of strategies and sets of behaviour which will still ensure the success and survival of an
organisation (Child, 1981 p. 318). Child and Tayeb also point out that “coping” or
“performance adequate for survival of the organization” are not constants but are shaped and
influenced by such factors as the expectations of those exerting organisational control,
whether the organisation is in private or public ownership, its market position and the goals

pursued by the society as a whole (capitalist versus non-capitalist goals) (Child & Tayeb,

1982-3 p. 33).

The types of measurements used by this school, by focusing as they do on the more
formalistic aspects of organisational structure, are unlikely to be sensitive to the cultural
effects on organisations (Child, 1981 p. 319). This school of thought believes that
organisational structure moulds the behaviour of organisational members. It would appear
that the researchers have overlooked the fact that organisations are essentially social constructs
involving interaction between the people working within them and the meaning they attach to

this interaction. Therefore, the human element should not be underestimated.

Moreover, the organisational environment is defined in narrow terms as the immediate
task environment and the wider socio-cultural, political, and economic environment within
which the organisation is located as well as the visible role that this plays in shaping

organisational life and functioning is not considered in the equation.

A further criticism f)ut forward by Tayeb of the contingency school within the

universalistic approach is:

“The pioneers of the school started by condemning ‘universalism’ of the classical and human
relations theorists and by advocating an “it all depends” thesis.” They ended up, however, by
prescribing a limited number of universal structural forms and management styles depending
on, for example, technological requirements and environmental uncertainty” (Tayeb, 1988

p.22).

......
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Overall, therefore, while the contingency school of thought certainly contributes to the
body of knowledge on organisations, it would appear that it presents only part of the ‘bigger

picture’.

1.4.2. Culture-bound/divergency approaches

In the 1980s in Europe Hofstede and Maurice et al endeavoured to redress the
balance. Their work aimed to refute the bold universal hypothesis of the contingency
theorists, demonstrate that organisations are indeed culture-bound, and that as such in cross-
national studies attention should, therefore, be focused on the societal/national level. The
culturalist perspective may be further divided into those who view culture as ‘ideational

systems’ and those who see culture as ‘adaptive systems’ (Keesing, 1974).

Child and Tayeb (1982-3 p. 41ff) provide a good description of both of these
approaches. The adherents of the ideational systems approach in cross-national
organisational studies focus on the ideas, values, and meanings shared by organisational
members in a given society. These are transmitted via socialisation from one generation to the
next and, therefore, persist over time and shape the national institutions of any given nation.
The national institutions which tend to concern the researchers of this tradition are the
community-based ones involved in primary socialisation such as the family and religion.
They are particularly interested in identifying values and norms which constitute the essential

building blocks of a particular culture. Hofstede’s work exemplifies this tradition.
The adaptive systems or institutionalist approach, on the other hand, views culture as

“total ways of hfe by Wthh commumtles have survwed and adapted in thelr ecologwal
settings” (ibid. p. 41). . . , : 5 ;

It concentrates on thc cxprcssmn of culture in the form of artefacts and msntutlons Cultures
are wewed as systcms of behavnour pattems which have been socxally transmmed via a

somety s mstltutlons Thxs school of thought is concerned with how the nature of
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organisations might reflect the institutional features of the country in which they are located.
It does not deny the relevance of the ideational systems approach but it is interested in a
society’s institutions at large as “tangible manifestations of cultural distinctiveness”, as
concrete expressions of its dominant value orientation (ibid. p. 46).

“In this view, institutions reflect the choices that have been made within societies among
alternative structural arrangements to cope with problems such as the maintenance of social
order, the promotion of economic and technical development, the allocation of people to
productive activity, and the distribution of material benefits in relation to services performed
and personal need”.

The institutionalist perspective is closely associated with the work of Maurice et al. The two

traditions will now be looked at in more depth.

1.4.2.1. Culture as “ideational systems”

One of the earliest and still the largest empirical study to date of differences in values
between nations and how this manifests itself in social action within organisations was carried
out by Hofstede on two occasions, the first around 1968 and the second around 1972. Using
the multinational IBM, known for its strong corporate culture, 116,000 questionnaires were
completed by employees from all hierarchical levels, matched by occupation, age and sex in
subsidiaries in 40 countries. Unlike the contingency theorists who focus on organisational
structure in its own right, Hofstede’s research looks at how those working within the
organisational hierarchy perceive organisational structure. Based on his analysis of the
findings of the questionnaires, Hofstede identified “four mam dimensions along which
dominant value systems in the 40 countries can be ordered and which affect human thinking,
orgamzanons, and institutions in predictable ways (Hofstede, 1980 p. 11) Hofstede defines
values as “a broad tendency to prefer certam states of affarrs over others” (1b1d p- 18) and
norms as bemg statrstrcal mamfestatrons of values, that 1s, as mdrcatmg 1he values actually held

by the majonty mthm a gwen socrety (1b1d p 19) These four dmlensrons he calls

“drmensrons of natlonal culture
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Hofstede’s dimensions did not just come out of thin air. His findings rather parallel
those of social anthropologists who earlier in the century posited that all societies regardless
of their stage of development are faced with basically the same set of problems but that the

answers they find to these problems are different (see Inkeles & Levinson, 1969 p 447ff).

His statistical analysis of the questionnaires in his IBM survey revealed common

problems among similar employees in the various countries but that the solutions adopted

differed from country to country in the following areas:

“1) Social inequality, including the relationship to authority;

2) The relationship between the individual and the group;
3) Concepts of masculinity and femininity: the social implications of having been

born as a boy or a girl;
4) Ways of dealing with uncertainty, relating to the control of aggression and

the expression of emotions” (Hofstede, 1991 p.13f).

Dimension 1 above, Hofstede labelled “Power Distance” which he defined as

follows:

“The power distance between a boss B and a subordinate S in a hierarchy is the difference
between the extent to which B can determine the behavior of S and the extent to which S can

determine the behavior of B.”
He asserts that this understanding of power distance which is accepted by both parties and

supported by their social environment is to a considerable extent determined by their national

culture (Hofstede, 1980 p.72).

Dimension 2 he called “Individualism” - this denotes “the relationship between 1ht;,
individual and the colléctivity which ﬁrevails in a given soéiety” ,(ibid:. p 148). | ‘Onoé agaih he
points out that this relationship is ihemicably linked w1th societal norms (in the sense of value

systems of major gmﬁp's of the popﬁlatidn)f_and as sﬁch affééts the structme -and“functibning
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of many types of institution - the family, educational, religious, political, and utilitarian - within

that society. At the core of this dimensions lies the self-concept (ibid. p. 148f).

Dimension 3 he referred to as “Masculinity”. This dimension explores the sex role
distribution prevalent in a given society. This Hofstede says is transferred via both primary
and secondary socialisation and the media, with the predominant socialisation patterns being

for “men to be more assertive and for women to be more nurturing.” (ibid. p. 176).

Dimension 4 he described as “Uncertainty Avoidance”. This dimension represents:

“the extent to which people in a culture become nervous in unstructured, ambiguous
situations, and try to avoid such situations by strict rules of behavior, intolerance of deviants,
and a belief in absolute truths” (Hofstede, 1993 p.3).

In Cultures and Organisations (1991) Hofstede mentions a fifth dimension of
national culture which emerged from the work of Michael Harris Bond on people’s values in
various countries using a questionnaire drawn up by Chinese social scientists from Hong

Kong and Taiwan. This dimension Bond called “Confucian dynamism” and it refers to a

long-term versus a short-term orientation in life (Hofstede, 1991 p. 161ff).

None of the labels used by Hofstede were invented by him. All of them already
existed in the social sciences. He argues that a country’s score on all of these dimensions is
societally grounded. Based on his research he comes to the conclusion that “the main
cultural differences among nations lie in values” (ibid. p. 236) and his work provides a
framework to measure these value differences between nations. Within organisations he
postulates the importance of the human component by. saying that most organisational
problems have both a human and a structural dimension to them and the people involved will
react according to their mental software (ibid. p.-140) which they have acquired through their

experiences of primary and secondary socialisation ever before entering the wofkplace.
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Both positive and negative criticisms of Hofstede’s survey can be found in the
literature, Child and Tayeb (1982-3), Lane (1989 p. 30f) and Weber et al (1998 p. 55f)

provide good summaries of these, some of which will be mentioned here.

On the positive front, Hofstede identifies and operationalises in a very exact fashion
elements of culture regarded as being relevant to business organisation (Lane, 1989 p.30).
Furthermore, the results serve as a good starting point or a good guideline for research into

explaining differences in behaviour between various cultures (Weber et al, 1998 p. 55).

On the negative front, writers have taken issue with the broad claims made by
Hofstede in view of his sample population. Firstly, the respondents were all middle class
people and hence the results reflect middle class values. In his defence Hofstede says that
middle class values are those moulding and shaping a country’s institutions (e.g. government,
education system) in that the people who normally hold the reins of power in such institutions
are usually from the middle class (Hofstede, 1991 p. 29). Weber et al further point out that
Hofstede’s assertions are based on the results of one organisation with a recognised strong
organisational culture. One would, therefore, assume the existence of similar recruitment
criteria throughout the organisation and that this could mean that the results show a distorted
picture which may not be replicated in a study involving several organisations (Weber et al,

1998 p.55).

With regard to the rcsearch instrument employed cher etl al further' questlon
whether in fact a standardrsed questronnarre is capable of rdennfymg and tappmg the deep-
seated and often unconscious motlvators of managcnal decrsrons and actrons They also point
out that Hofstede measured nanons and not cultures one cannot assume that geographical

borders and homogeneous cultures are cotemlmous One need look no further than

v
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Switzerland for an obvious example of this. Hofstede was, however, aware of this. He states
that strictly speaking the concept of a common culture should be applied to “societies’ as
opposed to ‘nations’. He recognises that today’s nations very often consist of clearly
different groups and less integrated minorities but also believes that within nations which have
existed for some time there are strong forces at work towards further integration in the form
of, for example, a common language, education system, army, political system, mass media,
national representation at international sporting fixtures and a national market for certain

skills, products and services (Hofstede, 1991 p. 12).

Allied to Weber et al’s concerns outlined above is the whole issue of whether or not
the full complexity of a culture can be accurately captured by means of a few dimensions.
Child and Tayeb put this forward as a general problem with research carried out following the

ideationalist tradition (1982-3 p. 43).

There is, of course, also the question of whether or not given the age of the results they
still provide an accurate assessment of the countries involved in the survey (Weber et al, 1998
p. 56). Hofstede, himself, does not believe that cultures are static constructs but views their
evolution as follows:

“norms change rarely by direct adoption of outside values, but rather through a shift in
ecological conditions: technological, economic and hygienic. In general, the norm shift will be
gradual unless the outside influences are particularly violent (such as in the case of military
conquest or deportation)” (Hofstede, 1980 p. 23).

Looking at the experience of Ireland and Germany over the last ten years, both have been
faced with major events which have brought wide ranging repercussions for their ecological
conditions. In the case of Ireland this has been the “catching-up” process with its European
neighbours and for Germany reunification. Hence a question mark 'is *placed over the
applicability of Hofstede’s results to the countries forming the basis of this thesis. This point

will be developed further in subsequent chapters. .- -
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Furthermore, when inferring norms and values from opinions one always finds it
difficult to ascertain whether an expressed opinion reflects an “enduring normative strain” or
is merely coloured by pressing economic or social pressures faced by the society at the time
of questioning (Child & Tayeb, 1982-3 p.43). This latter problem prompted Child (1981) to

suggest that:

“in attempting to isolate what is mtnns:cally cultural, it is necessary to judge which values and
norms are historically embedded in a nation’s social "and institutional development” (p. 329).

This leads one, of course, to the institutional approach.

1.4.2.2. Culture as “adaptive systems”

Like Hofstede the institutional perspective, associated with the Aix Group (Maurice et
al), does not imply a convergence of societies but rather their continued divergence along
cultural and historical lines. They posit that

“a sociology of organizations is essentially the research into the social conditions of their
formation and development” (Maurice, 1979 p. 47).

They called their approach the ‘societal effects approach’.

The development of their approach is based upon the results of comparative studies
they carried out on productive units 1n1t1ally in France and Germany and later also in Britain.
These productive units were matched for the oontmgencms of smc, tcchnology, locanon and
dependence but thcxr rcsults show how smnlar goals in orgamsatlons are workcd towards by
different courses of actlon across the threo countnes m terms of work orgamsatlon,
orgamsat:onal structure and knowledge requnemcnt in gwcn _]ObS, mcthods of educatlng and

L

training employees, workmg careers remuneranon systems and mdustnal relatlons (Sorge &

Maurice, 1990 p- 142) Theu results are a substamlatzon of Chxld s concept of funcnonal

equivalence (Child, 1981). They examined the interrelationships between three blocks of
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variables (1) the configuration of organisations, that is, the breakdown of the labour force into
its various categories, the ratios between the various sizes of categories and the size of each as
a proportion of the total workforce; (2) work structuring and co-ordination, that is, the joining
of individual tasks into work positions and the co-ordination of work activities; (3)
qualification and career systems, this covers both the acquisition of qualifications and
competence as well as progression paths within typical careers. Their hypothesis was that the
interrelationships between these blocks would lead to a distinctive national manufacturing
culture for each of the countries in the study. They were particularly interested in showing
how differences in the configuration of organisations is the direct outcome of the presence of
different work structuring and co-ordination systems coupled with different qualification and

career systems in each of the three countries (Maurice et al, 1980 p. 65).

The societal effects approach views socicties as being composed of a number of
institutions of which the business organisation is but one among many. These institutions
evolve over time and are moulded and fashioned by a country’s history as well as the ongoing
struggles and outcomes of past struggles between key actors. These institutions are the
embodiment of

“patterns of action and complexes of both formally fixed rules and of informally generated
cultural understandings which have acquired stability over time” (Lane, 1996 p. 274).
Although functionally independent, by virtue of the fact that they collectively form a system,
they stand in a complex web of relationships with each other. They provrde a blueprmt for the
types of goals pursued by a socrety and the manner in Wh.lCh they are pursued as well as the
roles to be played by actors in realising these goals wrthm the overall system Whlle
aclmowledgmg the oontrlbutrons made by researchers focusmg on the orgamsanon-
environment relatronslnp, the socretal effects school posits that orgamsatlons are part of the

soc1etal context (Sorge & Maunce, 1990 p 142) as opposed to constructs whrch should be
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viewed in isolation from it. They, therefore, propose the abandoning of the analytical

distinction between the two.

The information they collected for their comparative studies was both at the micro level
of the firm and also the macro level of the society in which the firm was situated. Their
interest was in ascertaining how both of these levels are related, that is, in demonstrating how
an organisation and in particular its structure is “constituted socially by its environment”
(ibid.). Their empirical results show, for example, that in the countries under study, the
education and training system in each case not only functioned to provide the prerequisite

skills and qualifications but contributed to the social division of labour within the firm (ibid. p.

51).

Unlike the contingency theorists where the human actor is removed from the equation,
the societal effects approach investigates how human actors construct the organisations within
which they work but it also seeks to reveal how this process is influenced by the actor’s
societal environment. Both actor and society are seen in a dynamic relationship governed by
the laws of reciprocal influence in the sense that actors are influenced by society but society
itself is at the same time continually modified by the human actors who live and act within it
(Maurice et al, 1980 p.61). The development of organisations in the hands of human actors is
thus very much a non-rational process of trial and error that is culturally constructed:
“there is no “culture-free” context of organization, because even if organizational solutions
or contexts are similar, they are always culturally constructed and very imperfectly interpreted
as the reaction to a given constraint. Culture enters the organization through artful, unself-
conscious, piecemeal expenmentatlon with alternatives in business' policy, finance, work
organization, industrial relatmns educatlon and txmnmg, and many other factors (Sorge,
1982-3 p. 131)

The research efforts of this school focus on what they regard to be the essence of

organisations, namely, work and the manner in which the people working within them actually

carry this out (Maurice & Sorge, 1980 p. 64). They examine the interaction of people at
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work, work characteristics of jobs, systems of recruitment, education, training, remuneration
and industrial relations as well as the interrelations between these. They postulate that such
interrelations can only be fully appreciated against the backdrop of their emergence and

development over time within a given society.

A final point of the theory of this approach is also worthy of consideration here.
Maurice put forward the suggestion in 1977 that the successful sectors in a given economy

are those which match the prevailing societal patterns (Sorge & Maurice, 1990 p. 142).

Of the assessments of the societal effects approach found in the literature some of the
arguments presented by Lane (1989, p. 35ff), Mueller (1994) and Clark and Mueller (1996)

will be examined here.

Lane points out that the relationship between the various factors investigated is not
postulated in terms of dependent and independent variables but rather a type of fuzzy
relationship of mutual interaction is presented as existing between a whole number of social
and economic type variables. It is unclear whether the result of this mutual interaction then

determines the dependent variable - the design of work, reflected in the organisational

configuration - or whether this relationship is again one of mutual adaptation (Lane, 1989,
p.35f).

Unlike the contingency school, the societal effects approach is primarily a qualitative
one. The research results clearly show that national distinctions do. exist and have an
influencing role on the way in which work is structured and carried out in organisations and,

therefore, should not be ignored in cross-national studies. - - * -
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Clark and Mueller assert that the societal effects school assumes far more
homogeneity within nations than is in fact the case (Clark & Mueller, 1996, p. 134). They
further suggest that far from being straitjacketed by the society in which they operate,
organisations are capable of deviating significantly from the dominant patterns existing in
their societies (ibid., p. 136). A case in point are the multinationals which have been
successful in diffusing their best practices throughout their foreign subsidiaries hence the
organisational and globalization effects would appear to question the strength of the societal
effect (Mueller, 1994 p. 407). Another example is that of the ‘agentic actions’ of key large
firms who by their innovative actions break with accepted traditions within their sectors.
While these firms have indeed been influenced by their national contexts they themselves have
also exerted an influence on these contexts to the extent that they have become the agenda
setters for other firms in their value chains (Clark & Mueller, 1996 p. 137). Clark and

Mueller, therefore, call for simultaneous attention to be given to

“ways in which firms enrol their contexts and how some firms will also develop mechanisms
for travelling beyond the immediate settings of their formative contexts” (ibid.).

This view would also question the societal effects’ claim with regard to successful sectors in
the long term being those which match the prevailing national patterns of working of the

societies within which they are located.

Furthermore, the focus of the societal effects school is too narrowly concentrated on
institutions and arrangements for thc provmlon of education and tralmng while overlookmg
other important elements which one would assume also have .:; 1mpact on orgamsanonal
functioning namely, the domestic market for an organisation’s goods and services, the role of
the government, competition both domestic and international, to name but a few (Clark &

Mueller, 1996, Mueller, 1994).
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1.4.3. Convergence revisited or persistent divergence?
In the 1980s/1990s with the spread of internationalisation and globalization, there has

once more been talk of convergence. Levitt for example, writing in the mid 1980s described
different cultural preferences, national tastes and standards, and business institutions as
“vestiges of the past” doomed either to a gradual death or absorption into “mainstream
global preferences”. He suggested that under the powerful force of technology the world is
being driven towards “a converging commonality”, a state of affairs in which the “world’s
preference structure” becomes “relentlessly homogenized” (Levitt, 1983 p. 183ff). The

result is that

“Ancient differences in national tastes or modes of doing business disappear. The
commonality of preference leads inescapably to the standardization of products,
manufacturing and the institutions of trade and commerce” (Levitt, 1983 p. 184).

Certainly, the explosion of foreign direct investment by multinationals and the
concomitant trend to transfer ‘best practices’ across borders would appear to substantiate this,
particularly as other companies located in the host environment will then attempt to emulate

successful foreign practices.

The advances in transport, distribution and communications systems which facilitate
the mobility of humans, goods and services of course lead also to the spread of new ideas and
a questioning of traditionally accepted ways and methods. Additionally, the ever globally-
oriented media as a powerful force for socio-cultural change should not be underestimated
(Diilfter, 1996). Today, such brands as McDonalds, Coca Cola, Nike, Ralph Lauren, Armani

etc. can be found universally.

Further illustrations of convergence include the adoption of common. international
quality standards e.g. ISO 9000 Quality System Standard which ensure consistent quality

levels across borders; the use of similar production technology which leads to a similar
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physical organisation of production lines regardless of location; flexible working practices

such as part-time working, job-sharing, home and teleworking.

On the European front there are currently developments afoot in the EU towards
greater economic and possibly also political union. Even the name given to the economic
qualifying criteria for European Monetary Union (EMU) - “the convergence criteria” -

would appear indicative of this broader trend.

Can one conclude, therefore, that in view of this body of evidence that national

distinctiveness is being buried under the weight of this globalization process?

Hofstede, writing in 1980, suggested that this is not the case:

“technological modernization is an important force towards change which leads to partly
similar developments in different societies. However, it does not wipe out differences among
societies and may even enlarge them; as on the basis of pre-existing value systems societies
cope with technological modernization in different ways” (Hofstede, 1980 p. 233f).

Similarly, while it cannot be denied that global emulation of ‘best practices’ does occur, this
emulation process does not lead to identical practices and strategies. Comparable direct
outcomes are achieved in ways which are institutionally different from one society to the next
(Sorge, 1996 p. 83). A local mark is, therefore, put on these ‘best practices’ by the adopting

society.

Such global brands as McDonalds and Coca Cola can be found in a]l four corners of
the globe What is nnportant however is the rneamng that people in dlfferent culturcs
attn'bute to such umvcrsal’ products The status attached to for example, a ;1s1t to a
McDonalds restaurant in New York and m Moscow will be oompletely dlfferent

(Trompenaars, 1993 p 3)
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While the economies of the eleven European nations who qualified for entry to EMU
in May 1998 may have converged around the four criteria of price stability, budgetary
discipline, long term interest rates and currency stability, no-one would suggest that this is

indicative of a general deeper convergence among these countries; their national

distinctiveness is still patently evident.

With such a plethora of examples for and against convergence Mueller concludes that
for every illustration of globalization that can be presented, a counter example of persistent
national difference can also be found (Mueller, 1994 p. 416). The only possible conclusion
which may be safely drawn at this stage from the foregoing is, therefore, that while there are
obvious forces of convergence at work - at least outward convergénce - national divergence is
still very much in evidence. A good summary of how this state of affairs impacts upon

organisations is presented by Weber et al:

“Als Fazit kann festgehalten werden, daB Organisationen sich weltweit in ihren Abliufen und
ihrer Technologie zwar immer #hnlicher werden, daB aber die Unterschiede im Verhalten der
Organisationsmitglieder trotzdem bestehen bleiben und wenn iiberhaupt nur langfristigen
Verinderungen unterliegen” (Weber et al, 1998 p. 58).
1.5. Conclusion

As this piece of research is qualitative in nature, and in the absence of existing
information on the sample populations, the thesis does not begin with a fixed hypothesis it
wishes to prove or disprove. Its aim is rather to explore whether or not in an era of growing
internationalisation and globalization, culture is still a relevant variable in cross-national co-
operation. The approach adopted here views the culture-bound approaches outlined above as
complementary. The survey companies will be examined to see whether or not they may be
said to be reflections of their specific societal contexts and whether or not those managing

them would appear to demonstrate attitudes and values which are traditionally associated with

their relevant national and business cultures. It is also acknowledged that organisations in
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most national contexts today are also influenced by external factors such as foreign
competition, international standards, EU legislation, changes in demand-supply relationships
in foreign markets etc. and in the case of foreign affiliates, by their mother companies. The
empirical section of the thesis will, therefore, examine and compare the mother company-
subsidiary relationship for the two sample groups (Sample Group A: German mother
companies and their Irish operations; Sample Group B: Irish mother companies and their
German operations) and investigate the extent to which mother company cultural influences -
if any - are present in the foreign affiliates. The role and influence of internationally accepted
‘best practice’ will also be considered in order to ascertain its impact upon the relationship
and conclusions will be proposed as to the relationship between culture and globalization.
Figure 1.2. below represents in diagrammatic form the scenario to be investigated in the

course of the thesis.
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HAPTER TWO:
GERMAN AND IRISH BUSINESS CULTURE COMPARED AND CONTRASTED
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2.1. Introduction

As was outlined in Chapter One, the approach which is being pursued for the purpose
of this thesis is a culturalist/institutionalist one. This chapter will begin by examining the
scores for both Ireland and Germany along the Hofstedian dimensions. Next a model for
exploring the institutional framework in each country will be presented and each of the five
identified constituent elements individually investigated by drawing on both the available
literature and the results of the empirical work carried out by the author in 1996 and 1999. It
is not the intention here to provide an in-depth appraisal of each of the two business cultures
as this would go beyond the scope of the thesis, but rather to give an overview of the essential
contrasts between both systems and consider how these impact upon day-to-day business
activity. This is necessary background information if one is to understand the relationship
which exists between the mother companies and their foreign operations and appreciate the
difficulties and differences in perspective which can arise out of the fact that both are located
within two unique national business environments and business cultures. The chapter will

conclude by summarising the essential distinctions between both business cultures.

2.2, National culture: the Hofstedian dimensions

Dimension Ireland Germany
Uncertainty Avoidance 35 65

Power Distance | | 28 DT 35
Masculinity - | 68 S GO
Individu_glism_ . wE , w4 | | - Ijﬁi B \
Table 2.1.: The four dimensions of national culture for Ireland and Germany  (Source:

Hofstede, 1980) '
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In spite of the reservations attached to the validity of the Hofstedian dimensions in
general and specifically for the purposes of this survey, outlined in Chapter One, it is
nevertheless perhaps useful as a starting point to briefly consider how Irish and German
national cultures differed in their value systems at the time of Hofstede’s surveys in the late
1960s and early 1970s as his dimensions, if nothing else, provide useful taxonomies to
describe the otherwise elusive construct of culture and cross-cultural difference. To this
extent, if relevance to the present context can be established, then these can serve as a type of
overlay, a filter through which the remaining discussion on the countries’ business cultures
may be viewed. The fifth dimension ‘Confucian dynamism’ has not been included here as

Ireland did not feature in Michael Harris Bond’s survey and hence no score is available.

From the table of results presented above, it would appear that the principal difference
between Ireland and Germa