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HONG KONG MANAGERS: A SURVEY
OF CORPORATE CULTURE

Henry R Migliore, Rinne T Martin, Robert E Stevens & David L Loudon

The economicand global environment of the 1990s
and beyond will be diverse and complex.
Organizations will need to undergo significant
changes in structure and scope. Corporate culture
can be a powerful force that can either facilitate or
hinder change. An organization must first evaluate
its existing culture to determine the areas in which
changes are needed. Business leaders are
recognising that reorganization, innovation, and
implementation of new training programmes will
not be enough to be competitive in the new global
environment. Organizations, to be successful, must
begin to make changes in their corporate culture.

Defining Corporate Culture

Culturc is defined as “the totality of socially
transmitted behaviour patterns, arts, beliefs,
institutions, and all other products of human work
and thought characteristic of a community or
population.”l Following from this, corporate culture
has been defined many ways and is often
misunderstood. The culture of an organization is
generally viewed as a complete set of beliefs, ethics,
values, ideologies, assumptions, and symbols. Want
views it as “the beliefs that people within an
organization have about their collective ability to meet
and compete in the marketplace and how they act on
those belief systems. An organization’s culture is
expressed through attitudes, behaviours, belief systems,
commitments, dreams, and values of workers and
management within the course of their work”2,
Richard Cooley, Chairman & CEO, Seafirst
Corporation simply defines corporate culture as “the
way we work.”

Another definition is “basic and enduring values
and beliefs which are widely held throughout the
organization. These values and beliefs comprise the
content of an orgihization’s culture and are common

understandings which are frequently taken for granted
and which are reinforced by stories, symbols, rituals,
and language systems. Intangible and unseen but
known, these values and beliefs are distinguished from
the concrete or visible manifestations of culture.”
Still another definition is that “culture refers to the
underlying values, beliefs, and principles that serve as -
a foundation for an organization’s management
practices and behaviours that both exemplify and
reinforce those basic principles.””

Most researchers conclude that corporate culture
refers to the beliefs, principles, and behaviour patterns
that come together to shape the central individuality
of each organization. It includes a company’s dress
code, philosophy, public functions, communications,
material goods, and physical environment.®

A culture is a template of basic assumptions that a
particular group has invented, discovered, or devised
in learning to deal with its problems of external
adaption and internal integration. This template has
worked well enough to be considered valid, therefore
it is taught to new individuals in the organization as
the acceptable way to think, feel, and perceive in

“accordance with other problems.”

he culture of an organization can be analysed

at different levels. The “visible artifacts” or the
developed environment of the company are its manner
of visible or audible behaviour patterns, doctrine,
architecture, technology, employee orientation
materials, public documents, credo statements, or
even policy manuals. This aspect of corporate culture
is easy to find but difficult to interpret. Behaviour
patterns are discernible among the members, butitis
hard to know the real reason why the organization acts
the way it does.’

All organizations have some set of values that guide
their behaviour; but this innate value system is elusive
and difficult to observe directly. This forces
organizations to research their documents and
doctrines, or interview key personnel to glean any




concrete information. The problem with this “value”
information is that it is only a personal perception of
why they behave the way they do, rather than the real
motivation which is generally cloaked or unconscious.
To get to the root of corporate culture, this concealed
or unconscious motivation behind the outward
behaviour must be discovered. '

There are different positions taken on the
cohesiveness of organizational culture. Many scholars
believe that a strong culture with a well-defined set of
guiding beliefs is better than a weak culture that has
less of a bonding nature. Japan, Inc, is actually an
expansion of the corporate culture idea on a national
scale? in which very powerful links have been
established amongbusiness, the banking industry, and
the government.

Organizations have ingrained cultures, It is
believed that a strong culture denotes agreement
among the members of the organization. Also, strong
culture promotes cohesion of all those who wish to be.
an active part of the organizational structure or
membership body. The extent of the bond and
harmony that remains among the values and ideologies,
is a measure of the internal fit or attachment that
characterises the culrure. ’ .

Denison reports a recent study showing that
organizational culture has a close relationship to the
effectiveness of five organizations studied. Procter &
Gamble and Texas Commerce Bankshares were cited
as examples of highly consistent cultures.!0

learly, culture does have an effect on how an

organization is managed. Of course, that
management may be good or bad, positive or negative,
effective or ineffective. For example, Blake and
Mouton observed that the corporate culture may result
in organization work which varies from completely
sound to completely unsound. In the first case the
culture currently influencing corporate members has
the effect of stimulating efforts to produce, achieve,
and accomplish; excellence is valued throughout the
corporation; and -it. has a strong and constructive
impact on short-term operations and long-term
planning. In the middle are other situations where the
soundness of the work varies. Here corporate culture
contains some positive elements promoting productive
effort and accomplishment but others which restrict
people from furnishing excellence; company tradition
and how things were done in the past can tend to stifle
creative, new approaches. Finally, the culture may
produce work that is completely unsound because its

practices, expectations and values don’t relate the

- productive achievement or profit seeking; apathy and

indifference are widespread in the culture; even
militant resistance and antagonism toward the
corporation are evident.!!

Thus an organization’s culture may be integrated
around values of achievement and excellence, oraround
disinterest, apathy, and hopelessness. It significantly
influences how people apply or withhold their energies.
Consequently, any change planned for an organization
must take into account the nature of its culture. As
Blake and Mouton note, “T'o attempt to change a firm
which is ineffective or marginally effective into a
highly effective one despite its culture, at the worst is
likely to be futile and at the best, of limited success. It
may even generate stronger negative attitudes and
deeper resistances and produce a worse corporate
performance than formerly.12 :

The Corporate Culture [ndex

chardless‘ of what else corporate culture may be,
itis exemplified by the values and attitudes of the
chief executive officer and other senior staff members.
It is a management philosophy and becomes the very
essence of the organization. ‘

The opportunity to recognise and measure culture
givesan organization’s leaders the ability to understand
and then better manage. The Corporate Culture Index
(CCI) has been developed to provide a quantitative
measure of an organization’s culture and to evaluate
the value and management system which creates that
corporate culture. An earlier version of the CCI was
developed and tested in 30 organizations.!3 The results
of that study and further research were used to refine
the CCI instrument. The improved CCI was
administered to managers in Hong Kong. The results
are presented and discussed in this paper.

Methodology

Aquestionnairc was administered to 129 entry level
and mid-level managers in Hong Kong during
August, 1991. Each individual’s responses were scored
into a numerical form and a computer program run to
analyse the data. The responses were tabulated and
one-way frequency tables run for each question. Also,
the questions were combined into 20 unique categories
which make up the Corporate Culture Index. The 20
categories used to measure culture of the Hong Kong
managers were:




1. Goals 11. Values

2. Planning 12. Training

3. Planning Effectiveness 13. Teamwork

4. Morale 14. Social

5. Performance Appralsals 15. Ethics

6. Rewards 16. Leader

7. Freedom 17. Interaction

8. Communication 18. Benefits

9. Job Satisfaction 19. Perception
10. People 20. Environment

Each individual question response is considered in
the analysis with major and minor weaknesses
emphasised.

Results

he overall CCI score shown in Table 1 for Hong

Kong managers was 46.52. The number by itself
has little meaning and is beneficial primarily when
compared with scores of other organizations’ leaders at
the same level. The 20 categories which make up the
combined score also may be compared. Possible scores
range from the low of 0 to the highest score of 5 in each
sub-category. Thus the range of total index scores is 0
to 100. Table 2 displays these values in descending
order to present them in graphical form and also to
highlight areas where scores were lowest.
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PY'he area that indicated the greatest weakness is

A goals. This category was scored lowest by
respondents (1.79). A total of 95% of the respondents
believe they would not be more effective if they knew
how their supervisor evaluates their work. Also, 59%
believe that some type of management by objectives
should be used and 97% believe the current system
could be improved moderately to very much if there
were an increased opportunity to discuss job and
personal goals with their supervisor. About 94% felt
they would be more effective if they had a clearer
understanding of the company’s purpose. Hong Kong
managers believe they could be more effective if given
clearer job goals, clearer job descriptions and better
understanding of the organization’s purpose. This is
also indicative of the low score in the leadership
category (1.89).

Training also received a fairly low score (1.96).
Ninety-eight percent of the respondents believe they
could be moderately to much more effective if they
had more job training. Ninety percent believe that
their capabilities are not fully ucilised. Under-
utilisation of employee capabilities along with the lack
of goals, training, environment, and perceived poor
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planning effectiveness and leadership usually produce
lower levels of productivity. A “ripple effect” was
notified that affects teamwork. This category was also
scored fairly low (2.24). Again, 96% of the Hong
Kong managers believe coordination between
departments (work groups) for the purpose of
coordination of job efforts is average to poor. Also,
98% believe that the free exchange of information and
ideas is poor. A majority (98%) -of Hong Kong
managers questioned believe feedback is very poorand
all agreed (100%) that current systems of management
could be improved if they were given better feedback
of results.

Environment received the fourth lowest score
(2.15). This variable refers to the availability of
resources, facilities, tools, and equipment to work
with. Ninety-seven percent believe they could be more
effective if they had better resources. Minor problems

“also were recognised. Many managers (97%) believe
they could be more effective if given more freedom of
judgement. Less than half (38%) are pleased with their

- opportunity for promotion in their organization and
pp

90% believe that their welfare is of little or no interest
to the organization. Sixty-seven percent rate the current

- performance appraisal system average or below and

32% believe fringe benefits are poor. All these factors
resulted in a low job satisfaction rating. A majority
(57%) were either undecided or knew they weren’t
satisfied with their present job.

espite these perceived weaknesses Hong Kong
managers scored their organizations high in
several areas. They have positive opinions of the ethical
and social responsiveness of theit organizations and
feel the organizations they worked for are favourably
perceived by others. However, only thirty-five percent
of the managers responding believe their organization
is open to change.

Respondents were also asked to rank eight different
job goals in order of importance to them and to their
immediate boss. The results of these questions are shown
in Table 3. Note the divergence in what they want out of
their job compared to what they think their boss wants.
This reinforces the earlier findings concerning the low
ranking of clear goals to work for in their present job.
Again this is probably due.to a lack of goal orientation
within the organizations and failure to establish effective
two-way communications between managers at different
levels within the organizations.

Hong Kong managers ranked personal growth and

~development first, while salary and benefits, and

promotion to a better job were second and third
respectively. Independent thought and action was
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ranked fourth in importance, good performance was
fifth, and prestige and status was sixth. Job security
and satisfying the boss’s expectations ‘were the least
important job goals of this group.

TABLE 3
A Comparison of Job Goals
' Rank
My  Boss’s
ITEM Goals  Goals
Satisfying my. boss’s expectations 8 1
 Prestige and status ' 6 8
Job security 7 7

Opi)ortunity for indepdent
thought and action

Higher salary
Recognition for good performance

Promotion to a better job

— W B RN W
oW N B OGN

Personal growth and development

Conclusion and Summary

Overall the survey results show a lack of a clear
vision of purpose and goals. This normally leads
to poor communication processes which are necessary
for co-operation among departments and teamwork.
‘The static environment does not, therefore, utilize its
most valuable resource, its people.

Personal growth and development was ranked the
number one job goal. The perceived poor benefits and
rewards provide little or no incentive to employees.
While poor training and communication limit
development, these factors may increase turnover as
employees seek better opportunities elsewhere. This
can create a disadvantage for Hong Kong organizations
when attempting to meet local demand as well as
compete in the global markets.

The key to improved success for Hong Kong
organizations is recognising the barriers to
effective change. Hong Kong’s organizational leaders
will need to provide a clear, long-range vision for their
organizations and communicate this throughour the
organization to all levels. Hong Kong organizations
will need to become more responsive to the needs and




personal goals of all employees. Corporate culture has
an impact on employee motivation and overall business
performance. However, corporate culture can be
managed over time to support an organization’s
objectives. The CCI can be an important instrument
in guiding and measuring change by providing insight
into an organization’s belief system and human
resource management that affect the organization’s
competitiveness in the marketplace. u
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ABSTRACT

Corporate culture in China has many similarities with other industrialized nations. This
study points out many of the differences and similarities of Chinese middle managers and the
culture of the Chinese people in the workplace. Global corporations doing business in China
must understand the culture of Chinese business. This study is based on questionnaire responses
and validated with personal interviews, indicated the perception of the community and
interaction with government, suppliers, and customers is high. Perceived weaknesses in the
culture of their management system are planning, goal setting, and training. The study indicates
many of the changes that are required to be successful doing business in China. It is not possible
to duplicate operations from other countries in China because of the cultural differences. The
study highlights the cultural beliefs of the Chinese middle managers and highlights the cultures
of Chinese workers.



WHAT IS CORPORATE CULTURE?

Corporate Culture is the common way of thinking about and describing an organization's
internal world. It is the organization's personality and it socializes people, building to reinforce
an ethical organization. It systematically analyzes and manages all aspects of an organization to
support ethical behavior. Corporate culture can convey to members that certain actions are
acceptable, even when they are unethical or illegal.

Changing an organization's culture is more difficult than developing a new one. Employees in
new organizations are open to learning and accepting the culture of their new organizational
home. Researchers agree that changing culture is an extremely difficult process because culture
members are aware that culture components cannot be altered without affecting other cherished
values and institutions. '

The culture of an organization is generally viewed as a complete set of beliefs, ethics, values,
ideologies, assumptions and symbols. Culture is defined as:

Basic and enduring values and beliefs which are widely held throughout the organization.
These values and beliefs comprise the content of an organization's culture and are
common understandings which are frequently taken for granted and which are reinforced
by stories, symbols, rituals, and language systems. Intangible and unseen but known,
these values and beliefs are distinguished from the concrete or visible manifestations of
culture. (Byles and Keating, 1989)

Another definition is:

Culture refers to the underlying values, beliefs, and principles that serve as a foundation
for an organization's management system as well as the set of management practices and
behaviors that both exemplify and reinforce those basic principles.

A culture is a template of basic assumptions that a particular group has invented,
discovered, or devised in learning to deal with its problems of external adaption and
internal integration. This template has worked well enough to be considered valid,
therefore it is taught to new individuals in the organization as the acceptable way to think,
feel, and perceive in accordance with other problems. (Denison,1990)

Other definitions of culture are in Appendix F.



CORPORATE CULTURE IN CHINA

China’s business culture is unique, emphasizing group rather than individual
performance.

According to Tang and Parish (Journal of contemporary china Nov.96), the work
environment is a unique combination of elements in socialist central planning, traditional kinship
ties and market competition. These factors have varying consequences on employee’s job
satisfaction, work commitment and work place interest articulation.

The domination by the communist party not only limits the autonomy and flexibility of
management but also protects worker’s rights and prevents arbitrary and unfair treatment of
workers. Employment security and egalitarian income between the workers and managers while
resulting in the inefficient use of labor, lack of competition in the work place and low work
incentive, provides workers with a sense of bargaining power and political equality with
management. ’ :

Workers perception of themselves and other social groups reflects their group solidarity
and class bias. Although feeling less respected, they consistently thought that workers made the
greatest contribution to society that they had the greatest common interest and that their closest
friends were also workers. ,

Other characteristics of Chinese business culture are, the extensive recruitment of
kinsmen and workers also have very little say in issues related to their work, particularly in
promotion, training labour, insurance, vacation and disciplinary action.



THE CORPORATE CULTURE INDEX

Regardless of what else corporate culture may be, it is exemplified by the values and
attitudes of the chief executive officer and other senior staff members. It is a management
philosophy and becomes the very essence of the organization.

The opportunity to recognize and measure culture gives an organization's leaders the
ability to understand and then better manage. The Corporate Culture Index (CCI) has been
developed to provide a quantitative measure of an organization's culture and to evaluate the value
and management system which creates that corporate culture. An earlier version of the CCI was
developed and tested in 30 organizations. The results of that study and further research were
used to refine the CCI instrument. The improved CCI was administered to managers in China.
The results are presented and discussed in this paper.

Methodology

A questionnaire was administered to Chinese managers with 82 completed and use in this
study. Each individual's responses were scored into a numerical form and a computer program
run to analyze the data. The responses were tabulated and one-way frequency tables run for each
question. Also, the questions were combined into 20 unique categories which make up the
Corporate Culture Index. The 20 categories used to measure culture of the Chinese managers
were:

1. Goals

2. Planning

3. Planning effectiveness
4, Morale

5. Performance appraisal
6. Rewards

7. Freedom

8. Communication

9. Job satisfaction

10. People

11.  Values

12.  Training

13. Teamwork

14.  Social

15.  Ethics

16.  Leadership
17. Interaction
18.  Benefits

19.  Perception
20.  Environment

The corporate culture index for the China managers is in Appendix A.



SUMMARY OF CORPORATE CULTURE INDEX

CHINESE MANAGERS
OBS TITLE SCORE,

1 GOALS 1.6921
2 PLANNING 2.3785
3 PLANEFFT 2.5116
4 MORALE 3.0564
5 PERFAPPR 2.3257
6 REWARDS 2.8218
7 FREEDOM 2.4739
8 COMMUNCT 2.5728
9 JOBSAT 2.6808
10 PEOPLE 2.6909
11 VALUES 21712
12 TRAINING 19520
13 TEAMWORK 22978
14 SOCIAL 2.7469
15 ETHICS 2.9888
16 LEADER 2.1645
17 INTERACT 3.1481
18 BENEFITS 2.4695
19 PERCEPT 3.0324
20 ENVIRON 2.0979
50.2728

A short discussion of each of these twenty variables is discussed in terms of how they
could be viewed in China.



VARIABLE CHINESE ANALYSIS

The questions in the Corporate Culture Index have been validated with Factor Analysis or
used with permission from other validated sources. The assumption made is that respondents in
China understand the questionnaire and meaning of the words used. The following discussion of
the twenty CCI variables attempts to define how each would be viewed in China.

Goals

In China many employees do not take an active role in planning their careers because they
expect their superiors to accept this responsibility. Chinese managers expect to be promoted
faster than those in other countries because of the severe shortage of local qualified managers.
(Bjorkman, and Lu, 1999)

Planning
The work environment in Chinese factories is a unique combination of elements in

socialist central planning, traditional kinship ties, and market competition. In the late 1970s
China began enterprise reform. By developing non state enterprises, it was hoped that state
enterprises would be forced to implore. The core of this reform was to expand enterprise
autonomy (Beamer, 1998).

Planning Effectiveness

Generally speaking regardless the quality outcomes the efficiency of plan execution are
high because “PRC counterparts” willingness to be flexible for the sake of results, and ability to
avoid slavish adherence to planning. Besides, “the command of superior is so authoritative that
if you as the boss of a company command to built the great wall in ten days it won’t be built on
the eleventh day (Beamer, 1998).”

Morale ,

Morale among Chinese workers is mixed. Tang and Parish, (1996) reported that about
one in five workers wanted to leave his/her job. Overall, the level of morale is probably lower in
China than in a market economy,

Performance Appraisal

Because the business culture emphasizes on group, rather than individual, performance
appraisal in China is usually complex, flexible and vague. When individual work evaluations are
necessary, Chinese managers judge performance with concern for the person in context. How the
assessment will affect the employee’s future, the work group, and the employee’s family, as well
as the difficulty of the difficulty of the assignment and the worker’s effort, are all considered.
Thus when Chinese managers must measure an employee’s performance, they tend not to be
extreme (Beamer, 1998).




Rewards

According to Linda Beamer’s research, in China, workers are seldom, if ever, given credit
for success, only blame for failure, although blames are also obscure. If there must be a raise or
reward it tends to be awarded to groups of employees rather than an individual. Besides, Chinese
workers may not actively pursue prizes or rewards for good performance due to the humbleness
virtue in China. Furthermore, those who ask their managers for a pay increase are asked to
resign, according to one government official. “As far as rewards are concerned, tangible rewards
for jobs well done, such as salary raises or opportunities for professional development, were
essential in motivating Chinese employees (Taejoon, 2000).”

Freedom

Chinese subordinates don’t have much freedom on their tasks because the Chinese tend to
solve problems by group rather than by individual creativity (Beamer, 1998). Furthermore,
“entrepreneurial activities in Chinese enterprises have been discouraged by the legacy of a quasi
central-planning system, which left room for individual initiative.”

Eckholm (2001) stated that the Chinese working class has been marginalized. Inequality
among Chinese workers is growing as China further opens its markets to World Trade
Organization rules. As a result, labor strife is likely to increase. Zhang Zuiji, the minister of
labor and security, stated that China’s workers enjoyed free association “in conformity with
Chinese conditions and that no one has been detained or imprisoned for legitimate trade union
activities.” He further stated that all the rights and interest of the workers have been protected.

Communication

For one to have a better understanding of Chinese corporate culture one must first learn
how to communicate effectively. Each cultural world operates according to its own internal
dynamic, its own principals, and its own internal dynamics, its own principals, and its own laws
written and unwritten. Even dimensions of time and context are unique in each culture. Doing
business with or expanding operations into China calls for an in-depth look into how the Chinese
corporate culture, the reader will grasp a better understanding on message speed, context
interpretation and time perception with in the complex Chinese culture and their general business
practices.

The core of the communication process is the message or decoded symbolic thought that
is sent from sender to the receiver. Since information overlies everything, it is not surprising that
the speed with which a particular message can be decoded and acted on is an important factor in
human communication (Hall, 1987). For a U.S. business to firm to communicate with a Chinese
firm effectively they must first identify that they are geared for fast messages and the Chinese are
geared for slow messages. Fast messages consist of prose, headlines, propaganda, cartoons,
commercials, and television. Slow messages consist of poetry, books, art, print; culture.the
problem is that very few people are even aware that such frequencies exist in the international
communication process (Beamer, 2001).

The second factor in understanding the communication process within Chinese corporate
culture is context interpretation. Edward T.Hall defines context as “the information that



surrounds an event and is inextricably bound up with the meaning of that event.” The elements
involved that produce a specific meaning to and event differ from culture to culture. Thus it is
possible to rate certain cultures of the world from high to low context. High context
communication is one which most if the information is already in the person while very little of
the coded explicit transmitted part of the message. A low context communication is just the
opposite, the mass of information is vested in the explicit code. Understanding the difference
between low context American communication and high context Chinese communication could
make or break international business operations for both parties involved.

The final factor to clearly understanding the communication process in Chinese corporate
culture is the perception of time. There are many kinds of time systems in the world, but two are
most important in international business. They are called monochronic time and polychronic
time. Monochronic time (M-time) means paying attention to and doing only one thing at a time.
Polychronic time (P-time) means being involved with many things at once (Hall, 1997). Like
water and oil, the two time systems do not mix. Americans, being monochromic, experience
time in a linear way. Chinese, being polychromic, experience time as being elliptical in manner.
P-time is characterized by the simultaneous occurrence of many things and by a great
involvement of people (Zhao 2001) being able to identify the difference of the two time systems
before international procedures are implicated would ensure a great degree of success.

Job Satisfaction ,

In China the employees’ level of job satisfaction can be related to their view of market
reform. It is surprising that there is not greater support for reform considering the problems
encountered under central planning. Under the old system, workers had more input in decision
making. Workers generally agree that their status has declined since reform (Tang and Parrish,
1996).

People
The Chinese cultural values are largely formed and created from interpersonal

relationships and social orientations. The work of Confucius is still a basic pillar on Chinese life
today. The Chinese regard man as a part of nature who must learn to adapt to it.

A cardinal principal of Confucianism is Jen, which means warm human feelings between
people. Also, under Confucianism, mutual dependence between people is viewed as necessary
and people are ideally always indebted to each other. The importance of Guanxi, a web of
personal and business connections in China, is consistent with this view (Pelled and Xin, 1997).

Values

The Chinese cultural models are two very different highly respected systems. Human
relations are of crucial importance in the Chinese business world. Chinese managers tend to
adapt to a specific environment while westerners want to control all aspects of work
environment. The prevailing Chinese culture has strongly influenced Chinese management
systems. Paternalistic and personalistic management are common. Large power distance is an
outstanding feature of Chinese management (Pun, 2001).



Pelled and Xin (1997) stated four common values of workers in China. First, job activity
is low because Chinese companies do not judge employees on their job performance. Second,
earnings are not as important in China because of the high amount of welfare programs. Third,
desire for promotion has been low because Chinese workers have little control in their careers.
Finally, personal relationships are highly valued as a result of Confucianism and feudalism in
Chinese culture.

Training

Training is desperately needed, Cui (1998) argues that western firms employing Chinese
may have to re-train them from scratch, including how to smile and be courteous.
Unfortunately, the training programs are extremely poor in China. The human resource
dimensions of lack of experience seem to be more problematic. Production methods and
approaches radically different from those employed in similar Chinese factories might explain
these human resource concerns, as prior experience and training obtained in latter would be
largely obsolete.

Teamwork

Chinese have been taught from childhood to devote their life to the party and that each
individual is only a party, which in turn represents the whole of society. As a result, a group or
team is ubiquitous among everyone’s mind.

‘On the other hand, the power of team is so strong that the problem of groﬁp thinking and
group unanimity is very serious in Chinese companies. Group thinking is efficient for achieving
goals but there remains much intangible dissent among members of a group (Cui, 1998).

Social

Sociality is an-everyday necessity for Chinese because Chinese culture is characterized by
respect for Guanxi (connections). More specifically, Guanxi refers to the development of
informal relationships that cause people to become indebted to each other (Pelled and Xin, 1997).

Shanker et. al. (1998) states that the ability to develop and maintain good working
relationships were described by Chinese executives as the key ingredient in managerial success.
Intimate social relationships, less formal and more flexible, developed by frequent sociality is
quiet handy for Chinese managers in their approaches and solutions to business problems in
China.

Ethics

It is a prevalent social custom to give gifts in China. This applies to all aspects of life
including, family, political authorities, and business people to mention a few. The giving of gifts
is pervasive throughout the Chinese culture. For foreigners, gift giving presents one of the most
difficult lessons in the learning process of doing business in China. Within the Chinese culture
there are moral parameters that distinguish proper gift giving from bribery. Gift giving in China
shows respect and strengthens personal relationships. Chinese culture itself has a sense of proper
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limitations and reciprocify between those who exchange gifts (Dordrecht, 1999).

Leadership
Leadership is essentially the momentum for Chinese society and organizations. The

political environment of the Chinese small group generates its authority structure, suggesting a
pivotal position for the leader who informs the other members as to what is socially and
politically appropriate. (Shenker, 1998) “There are many levels of leading chain within a
company, and leaders in each level closely control his subordinates.” Chinese employees are used
to be loyal to specific managers rather than to the company. In another words, leadership in
China is based on intimate interpersonal relationships.

Interaction

The article, “The Role Structure of Chinese Managers” says, “that in any company in
China, interpersonal roles are interwoven into group and team work, and thus form an intensive
network between people.” These networks even unconsciously effect the decision making
process since these employees can’t join the formal decision making procedure (Shenker, 1998).

Benefits

Benefits are satisfying and complete in most in government organizations in China. In
private companies, special compensation packages may include housing and bonuses to recruit
employers and more importantly retain qualified managers and professional staff,
For example, in the typical state enterprise, housing, childcare, schooling, healthcare, and a
variety of daily functions were, and still are, provided by the organization (Shenker, 1998).

Perception
Due to the fact that there are a few common perceptions of employees toward their

company, excepting one that performance appraisal are not fair, there do exist serious
perceptions divergence between employees. Some researchers provide several examples: First it
is possible that because of their higher expectations, senior staffs perception of procedural and
interaction justice may be less positive than the perception of low-level staff. Secondly, group
differences in job satisfaction are caused by group differences in justice perceptions (Leung K.
Smith, P.B., Wang Z., Sun H. 1996).

>

Environment ,

Western multinational corporations have global human resource policies and there is
tension between expectations from headquarters and the need to adapt policies and practices to
local conditions. There is an obvious need to adapt HR policies to the Chinese environment.
Chinese nationals feel uncomfortable working under time pressures (Bjorkman and Lu 1999).
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ANALYSIS OF CHINESE CULTURE

Based on this preliminary sample, the Corporate Culture Index (CCI) score indicates an
environment that will encourage organizational success. Table II compares the CCI scores of
other studies. ~

TABLE II
CCI COMPARISON

COUNTRY SCORE
China 51.35
Mexico 59.75
Canada 59.78
Hong Kong 64.80
Japan | 46.70
Malaysia 50.20
Russia 53.79
Singapore 50.27
Chile 52.20
Britain 50.27




CONCLUSION

China is in the process of changing from a closed society to a market economy, and
workers are still adjusting to the many changes. Chinese managers are experiencing many of the
problems and challenges experienced by their counterparts in other economies. High on the list
of needs among Chinese managers were salary, personal goals, and job descriptions, not unlike
their counterparts in other economies. ‘

China has the world’s largest population and continues to grow in importance due to their
enormous manufacuting and consumption capabilities. The process of changing to a market
driven economy will cause stress for both workers and management.- One of the greatest
obstacles to entering the Chinese economy will be the government and bureaucracy of the
Communist party. While rules are being relaxed, much of the old party domination still causes
problems for organizations doing business in China. ' -

The study of corporate culture indicates that the strongest area of their management
culture is the importance that they place on the well being of their communities. Interaction
between govenment suppliers and the community is positive. Perceived weaknesses are in the
area of planning, goal setting, and the need for more training. o

Chinese managers and workers will have to undo the practices installed under the great
cultural revolution of the past 50 years. The Communist party still rules the country and its
economy, and, as a result, change will come only as quickly as they allow it.

It is important for all trading partners to understand the dynamics of this cultural change
and to cooperate with the system if they are to be successful in China. ‘

12



DR. R. HENRY MIGLIORE

www.: henrymigliore.com
hmigliore@aol.com



