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ABSTRACT

The management of host country employees is oftetrgyed as a particularly fraught
dimension for multinational firms. The problemwoitved are considered exponentially
greater when there are substantial institutiontféinces and “cultural distance” between
the host country and a multinational firm’s pareatintry, as is assumed to be the case for
Western firms operating in mainland China. Basednudetailed case study research
conducted at a UK-invested firm in China betwee@9l8nd 2003 and a comparative study
of a Chinese state-owned firm, this paper expltinesveracity of such assumptions. The
findings indicate that Western human resource mamagt practices can be transplanted
successfully and questions the degree to whichdiori@vested enterprises need to adopt
“the Chinese way of doing things”. Indeed, suchcfices can be innovative in the Chinese
context and provide a competitive source of difféiegion for multinationals as employees.
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INTRODUCTION *

Since the late 1970s, China has sought to attaeign direct investment (FDI). The
intention is that FDI will bring not only updatedoplucts, equipment and technology, but
also advanced management expertise and humanecesoanagement (HRM) systems and
practices (Child, 1991). China has been enormosistecessful in attracting investment;
between 1980 and the end of 2004 the country edilldS$562 billion in FDI. However,
researchers have observed limits to the introdnctb new HRM systems (Goodall &
Warner, 1997; llari & La Grange, 1999; Warner, 19B$g et al., 2000), and Western
training practices are regarded as potentially pnaypriate in the Chinese context. More
generally, the management of local employees has keported as the greatest challenge
facing foreign-invested enterprises (FIE) in Ch{i@hild, 1991; Jackson & Bak, 1998;
Sergeant & Frenkel, 1998; Bjorkman & Lu, 1999; Atds et al., 2001).

To avoid difficulties analysts advise FIEs to addyetir HRM practices to the local context
and to deploy expatriates with appropriate lingaiskills and understanding of Chinese
culture. This paper focuses on the instance ofkainvested retail firm in China that
imported a relatively unmodified version of its @air country HRM practices. Moreover,
their relatively open and consultative practicedjich included a comparatively flat
hierarchy and mechanisms whereby managers acteelght workers’ opinions and were
responsive to employee feedbaeppeared antithetical to local norms. Despite, thot
only does the firm appear to be performing extrgmell but also, as will be shown, its
local employees responded positively to the impbittRM regime. Given the firm’s

apparent disregard of “received wisdom”, this pageds out to investigate the factors that
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lay behind this intriguing success story. In martar, the paper explores the following
guestions: Can Western multinationals transfer esgfally their parent country HRM
practices? How do Chinese employees’ experiencempfoyment in such a firm compare
with that in state-owned enterprises? How do thespond to a relatively open and

consultative HRM regime?

MULTINATIONAL FIRMS AND EMPLOYMENT PRACTICES IN CHI  NA
Multinational firms face a choice between seekimgniplement global HRM policies and
adapting to local practices. In the Chinese cdntesearchers argue that Western
multinationals must make adaptations to local jrast (Tsang, 1994Verburg, 1996;
Jackson & Bak, 1998; Sergeant & Frenkel, 1998; Bjian & Lu, 1999; Ahistrom et al.,
2001; Bjorkman & Fan, 2002). Verburg, for instaneevises that “designing suitable
strategies of employment management in a non-Wesiauntry like China is not just a
matter of implementing well-established HRM-pragticbut a process of shaping such
designed practices to the specific context” (Veghi©96: 524). Similarly, Jackson & Bak
suggest “it may be naive...to think that Western nganscan enter China with an armoury
of motivational techniques which have proved uséftk home” (Jackson & Bak, 1998:
23).

All but one of 30 foreign managers in Chinese jorehtures interviewed by Child &
Markéczy (1993) observed a great difference betwdeir home country personnel
practices and those they were obliged to followClna. To some extent the legislative
framework provided barriers to innovative practjdes instance, FIEs faced restrictions on
recruitment and it was difficult to fire unsatisfaxy workers (Child & Markéczy, 1993;
Tsang, 1994). At a deeper and more pervasive [&rglanizational inertia” has been
considered to constrain foreign investors from mmgihg new HRM systems and practices
(Warner, 1999). Ding et al. conclude that the po& to “implant new human resource
management systems and techniques is constraintiek liyhinese context, particularly the
cultural and institutional heritage of the SOE” ifDiet al., 2000: 219). In their estimation,
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key impediments are the “mind-sets” associated withanisational dependency that

“became deep-rooted and...difficult to modify or cgah(218).

Child & Markdéczy (1993) explore these features @tadl, and identify similarities between
the behaviour of local managers in Chinese and Hiigug equity joint ventures. Shared
dimensions included local managers’ reluctance taken decisions or to accept
responsibility for their actions. They were alsomiling either to share information with
subordinates and other departments, or to infoeir threign partners of problems. Local
managers also tended to insist on strictly defiraséts that they then followed narrowly, to
the detriment of communication and flexible workinglore generally, researchers observe
difficulties in “the recruitment, development, anetention of a competent work force”
(Ahlstrom et al., 2001: 59). Problematic aspeats eeported to include lack of a
committed workforce (Verburg, 1996), a poor workietand bad work habits especially in
firms that were joint ventures with former SOEsr{fgant & Frenkel, 1998).

Child (1991) and Child & Markdczy (1993) suggestgmial explanations, which although
focussed on managers, also help to account forb#taviour of Chinese workers in
general. These include the system of industrialegtance, resistance to change and
national culture. Child & Markoczy consider thestgm of industrial governance and the
corporate environment it established as the mosgingat explanation for host country
managerial behaviour in both China and Hungaryddyrstate socialism managers learned
to cope with systems characterised by paternalissgurce dependency, verticality and
restrictions on free competition. Such systemsefes! “defensive, conforming, behaviour”
(Child & Markoéczy, 1993: 617), that included avaide of personal responsibility and a
lack of independent thinking, initiative or custanmgientation. Resistance to change was
also encouraged in an environment where enterpregagers could face sudden changes

in regulations and personal sanctions.
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National culture has often been proposed to accdomtthe values, beliefs and
behaviour of workers in different countries (Hotkte 1984). In the Chinese context,
characteristics singled out include respect fordnaghy and the importance of relationships
(guanxj. Lockett (1988) considers that such cultural tdex would preclude
implementation of Western HRM methods. Based anparative research conducted at
UK and Chinese firms, Easterby-Smith et al. congjuthere are strong cultural factors
which limit the adoption of many features of HRM@hina” (Easterby-Smith et al., 1995:
56). Similarly, Lockett (1988) suggests that Westenanagement methods must be
adapted to fit better with Chinese conditions aunliuce. By contrast, this paper suggests
that it might be detrimental if firms too readilgg@pt “the Chinese way of doing things”. In
the process they might squander valuable resotieg¢slifferentiate them as employers in

China’s labour market.

This suggestion parallels a trend towards incrgastandardisation in multinationals’
approach to HRM in China (Bjorkman & Fan, 2002) h&ke early Western FIEs tended to
adapt their HRM practices to the Chinese envirortnf€hild 1991, Goodall & Warner,
1997), during the 1990s the trend was to introduoare Western HRM practices
(Bjorkman & Lu, 1999). Bjorkman & Fan (2002) suggéhat this is because recent FIEs
have greater control over joint ventures than theeteup in the earlier period. State firms
are themselves also placing greater emphasis omntyaand performance-based rewards.

Additionally, China’s business environment is urgieng substantial change.

Since the late 1970s China’s formerly autarkic amdompetitive economy has opened
steadily to commercial pressures, with intensifyic@mpetition between domestic and
multinational firms. SOEs are expected to becomwitpble; those that cannot may be
sold off, or declared bankrupt and closed down.e mbmber of SOEs in China fell from
102,300 in 1989 to 42,900 by mid 20 nancial Times11 November 2002, p.9). The
labour market has decentralized and become maxiblige and the nature of enterprises’

role in workers’ lives has changed considerablywBRrd systems are being reformed with
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a trend towards performance-related systems, amkfile such as company
accommodation and free medical care replaced byrmamercial housing market and
contributory medical schemes. Since 1986 a laboatract system has been adopted, and
controls over recruitment and firing substantialynoved. Nowadays, both employees and
employers have a choice, respectively, in selectwhich firm to work for and who to
recruit. Job mobility has increased to such aerxthat FIEs now report the retention of
key staff to be a major problem (Tsang, 1994; Serg& Frenkel, 1998; Weldon &
Vanhonacker, 1999; Wong et al., 2001). This papegests that these structural changes
in the Chinese economy increasingly permit Westeualtinationals to introduce relatively

unmodified versions of their parent country HRMgtiees.

CHANGING BEHAVIOUR AND ATTITUDES IN CHINESE WORKPLA CES

Child & Markéczy (1993) investigate the conditiomsder which managerial learning can
take place in joint ventures. Although their stddguses on managers, their remarks could
apply equally to shopfloor workers. Child & Markgcoutline several possible forms of
host country managerial learning in foreign joirgntures; these include non-learning,
imitation and integrative learning. With non-leag no significant cognitive or
behavioural change occurs. With imitation therdébhavioural change but no cognitive
change; actions may change but understanding igetim In the case of integrative
learning local managers change both their cognftamework and behaviour. Integrative
learning may come about “through both sides endeawp to express and share their
underlying understandings and behavioural norm&7)g6this requires receptivity and
readiness to change and learn on the part of lmthdountry and foreign managers, mutual
trust is critical. Integrative learning is seen tag most effective means to develop
managerial competence and culture, thus enabliogl lmanagers to take over from

expatriates at an early stage.
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Mentoring and the introduction of consultative andre open HRM regimes might be
viewed as a means to facilitate integrative learnirHowever, Weldon & Vanhonacker
(1999) question how far such Western training mgshcan be transferred to the Chinese
context. For instance, they anticipate that caltdifferences between foreign mentors and
protégées may impede informal relationships. Sirtyil Bjérkman & Lu (1999) remark
that “shadowing” systems and teamwork with exptariofessionals and managers might
constitute important development strategies, bdttadt few of the 65 foreign firms they
studied reported success with these methods. 3hggest that this may be attributed to
the performance pressures on expatriates, andt@lfieeir inability “to create close and

trustful personal relationships with their Chineséieagues and subordinates” (317).

By contrast, Ahlstrom et al. (2001) report instaedere mentoring was helpful. It is also
considered important that foreign managers setoal gxample (Tsang, 1994; Jackson &
Bak, 1998). Tsang is convinced of “the importanégersonal coaching in inculcating
local managers in the correct way of doing thinglsSang, 2001: 45). However, he adds
that if the perceived social distance between edgtas and locals is high, transfer of
knowledge is likely to be impeded, and argues thet requires expatriate managers to
“possess language capability and be culturally isee’ (45). Like Tsang, Walsh et al.
(1999) suggest that the potential to transfer Westeanagement practices rests heavily
upon the quality of daily personal interactionswestn foreign and Chinese staff. It is
important to build common interests and a relatigm®f trust. Such trust appeared absent
in the US-invested firm they studied; local andefgn managers’ mutual perceptions were

largely negative and likely to preclude integratiearning.

Some studies, however, indicate that differencesultural background are less hindrance
to knowledge transfer and harmonious working refeghips than might be expected. In a
study of 42 hotels in the Shanghai area, Leungl.ef1896) tested the hypothesis that
Chinese employees would show a higher level osgtisfaction in firms where the cultural

background of overseas managers was more simitaeis. Contrary to expectations they
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found that “similarity in cultural background betsve expatriate staff and local staff
seems not to be a major factor in determining ptisfaction” (959). As Leung et al. point
out, it is easy to attribute difficulties encoumtérin joint ventures to cultural differences,
and to neglect analysis of non-cultural factorgmifarly Li et al. (2001) found that despite
larger cultural distance between Western firms camegb to firms from East Asia, the
former possessed other sources of competitive éalgann China. They suggest that firms
can overcome the difficulty of large cultural diste by sending to China expatriates “who

understand both cultures well” (129).

There is relatively little research evidence tagate how Chinese workers respond to open
and consultative HRM regimes. However, Leung efalnd that distributive justice was
positively correlated with job satisfaction and gest that FIEs should focus both on pay
and seeking “to establish decision-making procedbas are consultative, open and
responsive to feedback and suggestions” (Leund.etl®96: 959). In a study of two
Chinese firms, Wong et al. (2001) report organiseti commitment to be a predictor of
both job satisfaction and turnover. The authoc®memend that firms should try to build
positive, long-term relationships with their em@eg. Since trust plays an important part
in determining organizational commitment, it isw@&d that “foreign investors may benefit
by incorporating more human resource managementtipea that emphasize more
transparent, open and fair procedures for commtingaith employees and for allocation
of material rewards” (Wong et al., 2001: 337). sTphaper explores in detail to what extent

a multinational can introduce such an HRM regime laow Chinese workers respond.

METHODOLOGY
Most research data on HRM in multinationals in @hderives from surveys or interviews
with senior managers and professionals. Therefearein-depth case studies and little

attention has been paid to the experiences of Klwpémployees. This managerialist



8
perspective neglects the voice of those at theviageend; all too often managers are

requisitioned to speak on behalf of their workers.

Several studies explore the extent of divergenceamvergence between “traditional”
Chinese HRM and Western-style HRM practices (e.gri&r, 1997). Typically, analysts
compare the adoption of Western practices agamstleal type model of SOE practices.
The detailed case study approach employed in thgempenabled the author to elicit
employees’ reports of their own experiences ofediiffiy employment regimes. As Nichols
et al. observe in the context of Turkey, FDI pr@dd’a means of comparison for those
workers who can see both foreign and indigenousagens in their everyday work lives”
(Nichols et al., 2002: 740). The firm selected tos research, “UKStore”, is particularly
suitable to elicit such comparisons since its expditrategy has been to replicate as closely
as possible its parent country HRM practices (samlide, 2003b). The UK side of the
joint venture has full operational control over teres, and there was no established
workforce. The firm’s preference to recruit thaggh work experience ensured that most
employees had worked for at least one other fimoluding SOEs, collective and private

firms and other FIEs.

Both qualitative and quantitative data were co#dct An in-depth study was conducted of
UKStore, and research was also conducted at a cablpastate-owned store. The latter, a
leading retailer in Beijing, provides a control agh which to measure the findings from
UKStore! In over 120 interviews a cross-section of empésywas asked to contrast their
experiences at UKStore with those in their previdumss. In 1999, research was
undertaken at the first Shanghai store, in 20@bextwo Shanghai stores, and in both 2002

and 2003 at one Shanghai store and one in Suzhduotal of six employees were

! It would have been ideal to compare firms in thme part of China. However, gaining
access to SOEs proved extremely problematic. Jdicdsthe Beijing-based enterprise
constitutes a meaningful comparator since it ogsrat a similar metropolitan environment
and is a prestigious local store. Similarly, rexgents to the questionnaire at both firms
were at similar levels in the hierarchy and undsktsimilar job roles.
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interviewed at the SOE during research visits i628nd 2003. The author’s previous
experience (e.g. Gamble, 2003a, 2003b, 2006) anikityan Chinese permitted interviews
to be conducted on a one-to-one basis withoutreshator and for them to be transcribed
directly by the author during the interview - taeording interviews would have inhibited

interviewees’ readiness to speak openly.

Undertaking longitudinal research provided a diaolt perspective that was useful to
trace emergent trends. Repeat visits also fostereasis of familiarity and trust between
the researcher and interviewees. Interviews weamg-structured, that is, a pre-arranged set
of questions was used but space allowed for respuadto digress and for these
digressions to be followed. The intention was tmimpose the researcher’s own pre-
formed opinions and expectations. Most intervievese conducted in the workplace, in an

area where they could not be overheard by worlslteagues or managers.

A survey-based questionnaire was completed by asesection of employees at three
UKStores (two in Shanghai and one in Shenzhen)la@®&OE. Response rates were high
(98.6% for UKStore and 99% for the SOE) since thestjonnaires were distributed and
collected by the firms’ personnel officers. Theestionnaire is based partly upon the
United Kingdom Department of Employment’s Workpld&mployee Relations Survey; as
such it is a well-tested and robust research ingni. Specific questions and translations
were discussed with several Chinese colleaguesnsare their comprehensibility and

applicability in the Chinese context.

INTRODUCTION TO UKSTORE

In 1999, UKStore opened its first store in mainladina in Shanghai. A second store,
also in Shanghai, opened in 2000. By the end 6820further eleven stores had opened in
various cities, with the intention to open a tatbB0 stores by the end of 2007. The first

store had 190 employees and the second 185 emp|dy@% were male and 32% female
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with an average age of 27-28. By comparison, theage age of employees at the

SOE was over 30, with 67% female and 33% male.

For the first year of operations, two expatriaiéed the assistant store manager and store
manager roles. Contrary to analysts’ recommendstioeither of these expatriates
possessed Chinese language skills or received ratepafor China posting. The store
manager had no experience in Asia, and his coleehaga had just a few months exposure
to Chinese business when stationed in Taiwan. e2000, responsibility for management
of the two original stores and all subsequent stbees been transferred to locally recruited
managers. The HRM regime can be considered opgrc@msultative in various respects.
UKStore has single status uniforms and first namens are used across the firm.
Additionally, employees’ opinions are actively shudhrough consultative mechanisms
that incorporate grass roots staff. The orgamsati structure is relatively flat: under the
store manager are two to four assistant store neasagach trading department has one
supervisor, one or two deputy supervisors and bEtweur and thirty-five customer
assistants. The results in Table 1 indicate tlypedeto which UKStore had implemented a
consultative HRM regime. In all dimensions UKStprevided a more consultative HRM
regime than the SOE. It is notable that conswoltatover salaries showed the least

divergence and was the least negotiable aspecthafibms.

[TABLE 1 ABOUT HERE]

THE VIEW FROM THE SHOPFLOOR: EMPLOYEES' EXPERIENCES OF
EMPLOYMENT IN A MULTINATIONAL

Local employees observed a range of divergencesekatthe HRM regime at UKStore
and their former SOEs (see Table 2). Unless otiseratated, all employees quoted had
previously worked in a SOE. UKStore also had aégbgthysical working environment, and
employed more up-to-date retail technologies. Bsimgly, given China’s background as a

command economy run through Five-Year Plans, enmegloyappreciated the clear and
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“long-term” perspective at UKStore which was commgated to the workforce. Firm

strategy at SOEs was depicted as opaque, ad hathandeable.

[TABLE 2 ABOUT HERE]

UKStores employees displayed a higher level ok&attion with a range of HRM practices
compared to the SOE (see Table 3). UKStore had fistered a high degree of
commitment in a short space of time (see TableFdr all three of these variables in this
table one can reject the null hypothesis that tiere significance between them and the
firm type. As mentioned above, the retention @fiined staff is a challenge for many
foreign firms in China. However, when asked whettiey hoped to be in their firm in
three years time, 73% of employees at UKStore, esatpwith 49.5% at the SOE stated
that they were “willing”. By contrast, just 2.7%those at UKStore, compared to 13.4% at
the SOE stated that they were “not willing”. Thaldwing investigation explores the

factors which might lie behind this sense of satiibn and organisational commitment.

[TABLE 3 ABOUT HERE]

[TABLE 4 ABOUT HERE]

Motives for joining

Employees were attracted to work at UKStore by #hectation that a Western
multinational and especially one that was expandagdly would provide better pay,
conditions, and training and promotion prospectntlocal firms. Salaries at UKStore
were generally higher than those at local retailef$ie average monthly salary of those
surveyed was 1,246 yuan (US $151) at UKStore ahfi3lyuan (US $141) at the SOE.
Recruits were also attracted to work for a largeifm enterprise. A customer assistant
who had previously worked in a state store for pea remarked, “I applied to work here

because it's a foreign enterprise, it's large alad prospects and because it's modern
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(xiandaihug.” Employees often referred to UKStore’s manageimapproach as
“modern”, for this employee it meant “there areaclguidelines on what to do.” In the
more recent research, as the firm has become batbtevn, respondents cited UKStore’s

company culture as an aspect that had attractedal the

Security of employment

Many employees attached considerable importantieetgecurity of employment they felt
at UKStore. It was not uncommon for employees doehworked in several firms. An
electrical department deputy supervisor recruite@d01 outlined his career. In 1992 he
graduated from middle school and began work inlactmnics factory. In 1996 this firm
suffered from poor performance and his contract m@tsrenewed. He did several part-
time jobs before finding work in a state store. olyears later he left this store, it too had

poor performance — “perhaps you can't find this kvenit now...”. He worked at a private
store for 6 months before joining UKStore. A newdgruited customer assistant who had
previously worked in a glass factory, a canteen aneal estate agency remarked, “we
were told in training that if you work hard you cstay here for good. In many jobs you
feel a pressure as they might get rid of you. &sea feeling here between the company
and employees, this makes employees willing to wad.” This comment indicates the
perceived sense of a Japanese style “psychologicdftact” between employees and the
firm. The survey data illustrates this sense clséy (see Table 5). At UKStore 65 per
cent of employees felt that their jobs were secaompared to 32 per cent at the SOE.
Ironically, in China’s transitional economy workgrerceived this foreign firm as a more

secure “rice bowl” than the SOE.

[TABLE 5 ABOUT HERE]

The desire for security was most apparent amongerokimployees. Generational

differences are reinforced by traditional familyustures; while younger employees usually

live with their parents, those who were marriedwahildren have heavy burdens including
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the high cost of education. As a consequence, avlyeunger employees were
attracted by training and rapid promotion oppotiesj older employees were more likely
to seek security. As the security of state-ownéan“ rice bowls” has eroded,
multinationals such as UKStore constitute a lifit o stability. While China’s economic
reforms have brought unprecedented opportunityciimice for many citizens, others face
the threat of unemployment and income insecurily. 1997, the State Commission for
Economic Restructuring estimated that 54 million ES@vorkers were surplus to
requirements, almost half the total workforce. B@OO, urban unemployment was

officially 3.1%, but some estimates put the trygpife at around 8%&Conomist2001).

Although FIEs tend to avoid older employees, featimat they will bring bad habits from
SOEs, they can also introduce greater stabilityfdeOemployees frequently contrasted
their own stability with its relative absence amdhgir younger colleagues. In the survey,
71.2% (n=151) of those at UKStore with no childstated that they hoped to be in the
company in 3 years time, for those with childreed@-4 years this rose to 78.4% (29),
with children aged 5-11 years to 83.3% (20), andtifimse with children aged 12 to 18
years to 100% (7).

Work pace

Employees from SOEs compared the leisurely worke paicthese units with the more
intense pace at UKStore. A deputy supervisor whd previously worked in a state
hardware store remarked, “you have to walk a lsteiahere.” A supervisor in the paint
and decorations department who had worked in ansth&e store commented, “here work
time is work time, in my previous job we only wodk&-3 hours per day.”A customer
assistant who had worked in a state grain storentory years after graduation from middle
school in the early 1980s recalled, “that job wasrenrelaxed, as Communist Party
management is comparatively relaxed.” The staistdata did not fully support this
perception of intensified work effort at UKStorengpared to the SOE store, although

UKStore’s employees appeared more likely to wohgu their job outside work time (see
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Table 6). Additionally, the average working weal#KStore (42 hours 40 minutes)
was almost two hours longer than at the SOE (40sh®4 minutes).

[TABLE 6 ABOUT HERE]

The image of Communist regimes is as harsh anésse, but for many employees work
in a FIE constituted a trade-off between greaterkvedfort and the loss of some personal
freedoms in return for higher pay and enhancedecangportunities. The sense of security
discussed above comes at the price of intensifiedtsee Table 7). In UKStore there
was a statistically significant correlation at tBé level between the variable “I feel that my
job in this company is secure” and all three of vheables “I have to make a lot of effort
to finish my work”, “I always have a lot of work @wo”, and “I worry about my job even
after work time”. There was no such correlation 4oy of these variables among SOE
employees.

[TABLE 7 ABOUT HERE]

Company rules and procedures

Rules, regulations and procedures in SOEs werecidebias relatively uncodified with
discipline dependent upon particularistic relatlips with individual managers, a portrayal
that replicates findings presented by Child (1998. buying manager with ten years’
experience as an engineer in a glass factory didune “state enterprises have many rules”,
but added, “not much notice is taken of them.” &wtrast UKStore had extensive and
regularised procedures, as codified in its Standapgrating Procedures. UKStore’s
rational, bureaucratic style was evident in a sendesk supervisor's comment that “the
unanimity of management is very pronounced. Itesémterprises when leaders change

many other things change too, for example, thaygoin a whole new group of people.”
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Given the historical backdrop of foreigners peredias meeting out unjust and harsh

punishments to Chinese (Gamble, 2003a: 71), longll@yees appeared, ironically, to
desire a more rigorous system of discipline that thtroduced by the British managers.
This accords with the perception that Chinese memsagend to emphasise negative
discipline (Child, 1991). A warehouse employee whad previously worked in a

Taiwanese-invested supermarket considered, “ragokthere are very lax, foreign

companies take more time to discipline people attst too slow.” A supervisor in the loss
prevention department felt, “management is notcistenough; if an employee drops
something and breaks it they should be fined.” 2000, under pressure from local
managers, the expatriate managers entered intasdisnis to decide whether to introduce
fines for breakages, in the UK the company beaes dbst. The company was also
perceived as “weak” in the face of unreasonablease® from customers. A customer
assistant explained, “we need stricter rules. @unsets see that we’re a joint venture, so
they put forward many unreasonable requests.” Neweworkers were also extremely
critical of firms, and especially FIEs, with unduharsh disciplinary regimes; FIEs are
perhaps best advised to pursue their home couppnpach to discipline as far as possible.

Opportunities for promotion and individual development

“At the state enterprise you'd never feel, ‘I hattdmished my work yet, | should stay and
get it finished.” Here you feel that if you slikhve something to do, you should stay and get
it done. At UKStore there’s a comparatively lagpace for individual development and a
higher demand on oneself. There were no expentatibyou at my state enterprise. Here,

when you expend more, you get something back."olagge materials deputy supervisor

Many employees stated that they joined UKStoreeteetbp new skills and to further their
careers. Other researchers too have noted Chiesg#oyees’ readiness to learn
(Bjorkman & Lu, 1999). Far from seeing such sexwsector work as dead-end “McJobs”
(Ritzer, 1993), employees anticipated that theyld/dearn from the experience (see also

Gamble, 2006). A showroom deputy supervisor erpldj “I applied here because | saw
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that it was an Anglo-Chinese joint venture with anmagement that was blazing new
trails, so | came here to learn.” Similarly, a gardenirgtenials assistant buying manager
commented, “as UKStore grows | can increase myityu@uzh), in the state enterprise |
didn’t learn anything.” Compared to state firmd{&tore employees perceived a “greater
expectation of oneself’, “space to develop onesaff “great opportunities for individual
development”. The potential to show individuatietive and enhanced opportunities was
also allied to the extent of training offered byg firm.

Employees described promotion at SOEs as dependenseniority with personal
connections quanx) playing an important role; at UKStore it was puially rapid and
ability-based. A customer assistant, formerly &hHen assistant in a state restaurant,
observed, “in a state enterprise the madder ¢hify is always the master, in a joint venture
good people get promotion.” Such prospects apgepbaticularly to the young and
ambitious and the firm attracted relatively welldedted recruits; this enabled UKStore to
select those best matched to its working enviroriraed corporate culture. In early 2000,
for instance, 1,000 applicants responded to a iteveat advert, fewer than 20 were offered
jobs. With UKStore’s rapid expansion, promotiorogpects are good as new posts are

continually being created.

It is notable that satisfaction with pay levels asly marginally higher at UKStore
compared to the SOE (see Table 8). Additionallg, dverage salary figure for UKStore is
distorted by the relatively high pay levels at thieenzhen store; average pay at the two
Shanghai UKStores was lower than that in the SOHis suggests that other factors
underpin workers’ positive evaluations such asdbesultative HRM regime, the sense of

achievement from work and promotion prospects.

[TABLE 8 ABOUT HERE]
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Aspects of corporate culture chimed with risingiwdlbalism in China. A service
desk supervisor highlighted the firm’s slogan, “Yoan do it!”, as a distinctive feature of
its corporate culture. In a country where indiatlambition had been subordinate to
collective goals, such a slogan has a revolutiotemgr. Similarly, a hardware department
deputy supervisor remarked, “in state enterprisespetition is very limited, if you do your
job well or not doesn’'t make much difference. Hefeel that | help myself, it's a great
impetus.” UKStore was said to bben wei ben “people-centred”, a term employees
understood in various ways. A gardening departnservisor stated that it meant
“individualistic (gexinghua) for example, to get a customer satisfied, prayigeu don’t
go beyond the company rules, you can do the jopour own way.” Other employees
related the term to the perception that promoticas vbased upon ability rather than

seniority orguanxi

In China’s transition from a socialist command emog to a market-orientated economy,
market based employment relations have developedgdy. Morris et al.’s conclusion
that China lacks “a real labour market” (Morrisaet 2001: 701) seems already outdated.
Employees at UKStore knew the market value of thadour, which was enhanced by
employment in a FIE, and readily expressed theoagt quit if their expectations were not
met. This is a potent threat since UKStore’s rapifgansion plans are dependent upon a
strong internal labour market and the retentiorwofk-related skills. Problems of this
nature could arise if the firm’s growth slows. Téevere intimations of this at the Suzhou
store where promotion prospects were forestalledesthe firm only had one store in the

area.

Relationships with co-workers

Relationships with co-workers were generally deguicas good in both SOEs and FIEs.
However, some employees commented that relatiothd&an poorer in their former SOEs
due to favouritism or interpersonal rivalries. Hayees attributed harmonious relations

between co-workers at UKStore to the company ceyttive relative youth of employees,
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and regular sports and leisure activities. A ausgtoassistant with 24 years experience
in a SOE believed, “relationships between workeesketter here than in state enterprises
as all employees are new, they have no previoliseinée.” A supervisor considered, “the
spirit of unity emanates from the top levels dowd @preads outwards, people help each
other.” The daily storewide morning briefing sess, which involved active contributions
by shopfloor staff, were seen as beneficial inclgdas a means to prevent vertical

divisions between departments.

Workplace based friendships extended into the fgisphere. Most departments organized
out-of-work leisure activities, and these were egly popular among younger, unmarried
staff. A deputy supervisor remarked, “there’s mitspf unity with work colleagues, we go
out for meals and link up. At my last job [she wasa SOE for 8 years], each person

looked out for themselves, we just worked togetiret then each to her own.”

These findings indicate the importance of measdessgned to reduce distance between
departments as well as the value of social a@wito develop a positive corporate culture.
Supervisors described it as part of their role nooeirage teamwork, they did this by
“showing concern for employees’ personal lives'ingealert to changes in their mood and
helping to organise regular social activities. W#l be shown in the subsequent section,

the example set by managers is also of vital ingmoe.

Relationships with superiors and expatriates
“In my previous job it was, ‘I'm a leader, you'rewsorker’, it was a very clear divide.”

Gardening customer assistant

At SOEs, hierarchies were portrayed as fine graareticlearly demarcated, with minimal
interaction between different levels. At UKStostaff described workplace relations as
“‘equal” (pingdeng, “fraternal” kiongdi guanx), with a “spirit of unity” tuanjie jingsheh

and an “extended-family atmospherela(jiating fengwagi or a “family-like feel” @inqi
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ganjug. In the survey, 74.2% of UKStore employees dbsedr relations between
managers and workers as “good” or “extremely goadimpared to 41.2% at the SOE.
Conversely, just 1.3% of UKStore’s employees désctithese relations as “poor” or “very
poor” compared to 5.1% at the SOE (the remaindgrareded “neither good nor poor”).

In the first year of operations, local employeesenenpressed by the self-presentation of
the two expatriate managers. These managers egdexatthey had done in the UK, they
spent much time on the shopfloor and were apprddehaThey also sought to develop
team spirit through participation in out-of-workidere activities such as karaoke, go-
karting and bowling. Initially, one expatriate h&dund that compared to the UK

“everyone here is very conscious of their levekytldon’t question those above them.”
However, he added, “this is changing gradually agyet the message across.”

Employees with previous work experience contradtédStore’s expatriates favourably
both with other foreign managers and Chinese masatiey had encountered. A
decorative materials department deputy supervisamted, “the UK managers are very
polite, we like working with them, they're easy ggiand treat us as equals. Chinese
managers in other companies are separated froomdisses and aren’t willing to interact
with workers.” Similarly, a showroom customer atmnt remarked, “there’s not a feeling
of distance between workers and leaders, we feskcl Leaders have a feeling for us, this

encourages workers; it makes people willing to watkd.”

Chinese staff referred to the first two expatria@nagers either by their Christian names or
as ‘women de laowai (“our foreigners”). The dictionary term for foreigner is
“waiguoreri. In this context, the colloquial term for foreigrs, laowai, implies less
distance and is more intimate thamiguoren The use of the possessive also indicates a
sense of inclusiveness that is in marked contoathé case described by Ailon-Souday &
Kunda (2003) where Israeli employees in a US-Isjaglt venture used references to

“Americans” as a means to maintain boundaries astdrtte between the two groups. A
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store manager recalled how, as a supervisor, heréiagd every day for three months
alongside the first two expatriates. The deep @sgion this had left on him was clearly
evident four years later. He was impressed by thtitude to work, the skills they had

taught him and the personal concern they had sHiomimis career development.

This study indicates, then, that mentoring and ¢lkample set by expatriates can be
effective even if they lack local knowledge. Howevit is important to ensure that
expatriates regard developing local managers a&p gtiority and receive incentives for
successfully doing this (Bjorkman & Lu, 1999; Wo&gd.aw, 1999). At UKStore it was

part of both expatriate managers’ and their locaicessors’ evaluation to develop their
successors. Firms with operating units across &Lluan set up a scheme of “local
expatriates” (Tsang, 1994). This strategy, adoptet!KStore, can help retain talented

local staff and reduce the high costs associatédfaieign expatriates.

Employees cited visible symbols of company culsuweh as the single status uniform and
use of English first names for all staff as bottigative of the close relationship between
the hierarchies and as factors that fostered sodthes. A customer assistant previously
employed at a state department store noted, “atthe]grades were sharply demarcated.
Here from the store manager to the customer astsséwverybody has one uniform so it's

easy to link up, just like with friends.”

In contemporary Shanghai where managers now gdénewaar suits and ties to
differentiate themselves from shopfloor staff, UK®{s use of a single status uniform
constitutes a reversion to the Maoist era normcustomer assistant recruited from a state
store remarked, “when | first came here | was amidaesee that the store manager wore an
apron and a name badge.” Similarly, in Chinesep=omes lower ranking staff generally
address staff senior to them in a formal mannenguisoth surname and job title. In this
context, UKStore’s company-wide use of first narmesstituted a radical innovation. The

absence of managerial signifiers extended to masag#ice space. Managers in SOEs
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tend to have large offices which they rarely leftt UKStore offices are small, open
plan and quite spartan. Senior managers occabioegpressed dissatisfaction at the

absence of managerial perks considering, for icgtahat they should wear suits.

UKStore introduced its in-house consultation syst&nass Roots” in which shopfloor
employees are encouraged to voice grievances. ilDefasubsequent action taken and
decisions reached are fed back to employees. d& lask customer assistant who acted as
her department’s representative reflected, “GrasstRkgives us a feeling of being on an
equal level, the company wants to know what emm@sye¢hink.” In daily morning
briefings and the company magazine UKStore proviteworkforce with information on
details ranging from sales targets and daily tuende company strategy. By contrast,
SOEs tend to be secretive, with information retditeth by higher levels and within
departments. An assistant store manager agrdezctimpany culture is very open, SOEs
are not open and their bosses have more authordtyase more likely to abuse power.”
However, in his estimation this “diplomatic” appobameant that, “it can take longer to
reach a decision”. He considered this disadvaoiagen the retail sector where fast
reactions are necessary. While the data geneataftyonstrate the potential to introduce a
relatively open and consultative HRM regime, sushments indicate that this might meet

resistance from local managers.

Favouritism/particularistic ties

In the business literature many researchers deédintbe role and importance glianxi
“connections”, in Chinese society. Employees witbvious experience of SOEs appeared
to endorse these depictions. However, they regggbpdsitively to an environment where

particularistic connections were subordinate toitmer

“The work environment here is relaxed; relationshipre just work-based. In state
enterprises there are lots of complicated guanerehit’s all for work and the customer.”

Hardware deputy supervisor
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“The management approach is completely differeninfolast danwei. There everything
depended on guanxi and ‘human feelings’ (renginggre it depends on your brain and

your own efforts.” Showroom customer assistant

A new recruit to the checkout was attracted to UWi&tsince in applying for work, “I
didn’t want to rely uporguanxi and currying favour”, adding, “UK management is vi
competition and naguanxi” An assistant store manager who had previousigked for a
state-owned department store commented, “in statergrises relationships are more
complicated. In foreign firmsguanxi is much less relevant, instead there’s good
management. It's a real nuisance to be concern#dwho is who's cousin.” Whereas
some researchers argue that Western firms shoulgs faponguanxi development (e.qg.
Luo, 1997), the remarks of these employees indioateonly an acceptance but also a
positive endorsement of bureaucratic and marketchamployment relations.

One store manager was among the first generatioBhofese at his level who had no
experience of working in a SOE, rather he had wabri@@ a number of FIEs. In his

estimation he would now be unable to work in a SO&cause relationships in them are
too complicated”. He expressed a strong prefereiocethe presence of expatriate
managers in daily store operations. He explaifidike working with foreigners. | don't

like the Chinese way... Expatriates aren’t tieddninfighting, there’s a big advantage to
coming in as an outsider.” Similarly, FIEs congst “outsiders” in the Chinese context.
By virtue of their financial strength and prestigarge multinationals in particular can

operate in innovative ways in host environments.

In a study of Australian firms in China, Hutchin§sMurray (2003) found that unlike
smaller firms, large firms did not need to adaptnsach to local practices, such as the
reliance uponguanxi More generally, Guthrie (1999) argues that fgmefirms are

fostering the emergence of formal rational strusguand systems in China. The findings
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from UKStore tend to support this view. Employmeglations there go beyond the
“partial weakening of the ‘patron-client’ relatidnp” Warner (1999: 14) reports in his
investigation of high-tech Chinese firms. Emplay@éo move to a foreign firm can place
“distance” between themselves and wider Chinesegoc This can help them adopt a
strategy of fuanxiavoidance” (King, 1991) that separates speciffoationomic exchanges
from diffuse social exchanges.

CONCLUSIONS

There are risks in reading too much from micro-eats, of overburdening the facts with a
theoretical weight they cannot bear. It is difficto know how far the findings are
dependent upon UKStore’s short history, the stolesation in the most economically
developed areas of China, the firm's specific aeltand practices and the particular
expatriates involved. Employees’ positive evaluadi of management methods may
diminish over time as the newness of the experievea's off. It may be, as Rosenzweig
& Nohria (1994) suggest, that as the firm becomesremembedded in the local
environment it will increasingly take on the praes that prevail locally. Perhaps over
time recourse to the use gfianxj for instance, will surface as an issue as thesitdeof
relationships “thickens”. It is critical too thBliKStore has a business model and product
that dovetails with the needs and aspirations oh€de consumers. The sustainability and
efficacy of the imported HRM practices will be &dtin the event of a business downturn
or even just a slower pace of expansion when erepkiyexpectations for individual
advancement are less likely to be fulfilled. Désphese caveats, this exploration of ways
in which host country employees respond to HRM ficas in a British multinational

enterprise indicates the potential to transfertingdly unmodified Western practices.

Theoretical dimensions
The divergence between UKStore’s HRM practices 8@dE norms lends support to the

notion of substantial institutional and “culturalsthnce” between the UK and China.
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Where UKStore has a flat organizational hierarcihgtional and bureaucratic
procedures and a relatively open and consultatiR&Hegime employees depicted SOEs
as suffused by entrenched hierarchies, widespreaalirse to particularistic relationships
and favouritism and the retention of informatioriThese representations, along with
expatriate managers’ observations on their worlkforiondicate a high power-distance
relationship (Hofstede, 1984). However, as Leungl.e(1996) found, “cultural distance”
did not present an insurmountable barrier to theduction of HRM practices from the
UK. Moreover, not only did the firm transfer solHBM practices that were antithetical to

local practices and norms, Chinese employees rdggopositively to these innovations.

While national cultures undoubtedly “generate ppdsitions towards certain behavioural
patterns” (Child & Markéczy, 1993: 622), it is eeint that changes to structural and
organisational features can have an impact on eppgrdeep-rooted cultural values. This
indicates the processual nature of “culture”; aaltwalues are not static and unchanging
as, for instance, Hofstede’s model appears to stigge a shifting, fluid repertoire “in
which existing meanings are constantly being caetesn rough-and-tumble fashion,
renegotiated, and redefined by the parties” (Bag97: 1159). Recent studies provide
evidence of changes among young well educated €hit@vards a more individualistic
and materialistic value system. Studies undertdkerRalston and colleagues indicate
trends towards increased individualism among younganagers and those in coastal
regions of China more exposed to new economic analsforces. Ralston et al. (1996)
surveyed the values held by managers located inChixese cities. They found that
“individualistic” attitudes were more prevalent amgo“‘cosmopolitan Chinese” located in
regions exposed to foreign influence than amongdalloChinese in less globally integrated
cities. A study on the work values of Chinese ngans and professionals found systematic
differences between generational cohorts (Ralst@h.,€1999). The “New Generation” of
managers aged 40 years old or younger was morgduodiistic and less collectivistic than

older cohorts.
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These wider, societal level changes can help fatliacceptance of new working
practices, just as experience in multinationals reanforce these trends. In a study of 62
Chinese-Western joint ventures and wholly ownedssli@ries, Bjorkman & Fan (2002)
report a “strong effect” of performance-based relsand individual performance appraisal
on organizational performance. They take this\adeace of the way foreign companies
have successfully used such approaches to influtedeehaviour of their local employees.
Working in a multinational enterprise is an itevatiprocess, people can and do change;
from the dialectic of global firms and local labcamew synthesis emerges. Moreover,
changes might take place quite rapidly. Soon aft€store opened in China, the senior
expatriate manager likened his job to “pushing watghill”. The following year his
verdict was different, a view endorsed by his jurgolleague who reflected on managers
recruited from SOEs, “even though people like [xke&ven't been out of China, they've
adapted very well, they’re now closer to us in ®raf how they run things.” Another
expatriate brought in for his technical expertieenarked, “in China, people adapt to
change very quickly. In the UK, there’s a reauothnce to change, people say, ‘we’ve

always done it that way’. In China, you just expléne logic.”

Hierarchy is generally perceived as a key constituwé “Asian values”. However, local
employees’ positive evaluation of UKStore’s compres of status differences indicates
that such cultural dimensions are not indeliblehe Tpersistence of organizational and
political structures that underpin and maintainhhgpwer-distance relationships does not
equate to a positive endorsement of such arrangsrbgrthose at the receiving end. While
employees might be accustomed to centralised teyndidecision making in SOEs, the
evidence in this paper suggests that Chinese emgdoyespond well to consultative
employment regimes. Notably, the most criticalcesi were those of senior local managers

who objected to the paucity of accoutrements ofaganal status.

Management practices developed in one cultural srstitutional environment and

transferred to alien environments do not enter id.vd'he way host country employees
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respond to them is coloured by unique configuratiaf experiences, norms and
expectations. UKStore’s introduction of “Grass Bd@nd its flat organizational hierarchy
to China are instances of the way transferred gexctcan be transformed in subtle and
unexpected ways. Unintentionally the firm had deamething radical in the host-country
context, the ordinary and mundane became extraamyliand innovative. The transfer of
its flat hierarchy and consultative mechanisms tooantry accustomed to entrenched
hierarchies increased the degree of divergence loocal norms, a deviation that leveraged
the competitive advantage of this approach wittpees to UKStore’s position as an
employer in China’s labour market.

Managerial implications

Getting the organisational structure right is catito the success of any joint venture. In
the case of UKStore, it is hard to imagine thatraech could have been achieved with so
few resources if the UK side had lacked full mamgdeontrol. Western firms in joint
ventures without a dominant position can find itch#o introduce Western style HRM
practices (Bjérkman & Fan, 2002). Additionally, like many earlier joint ventures
UKStore was effectively a “greenfield” operatioh;could recruit those best suited to the
firm’s needs and did not have to contend with tkgeetations of employees recruited from
a Chinese partner.

The business environment is also undergoing radicahge; the previous Chinese SOE
HRM practices have become de-institutionalized. in€his in the fourth decade of
transition from state socialism, and the main profpsrganisational dependency that Child
& Markoczy (1993) considered most pertinent to akpkhe behaviour of local staff have
been jettisoned or eroded. These trends seeno sentinue as China’s “socialist market
economy” appears inexorably to grow less socialnt more market driven. A cohort of
workers has reached maturity since the formal adopmif the “socialist market economy”
in the mid-1980s, and many lack the experienceoping with state socialism. In this fluid

and shifting environment employees might be padity receptive to innovative HRM
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practices; this may account for the divergence betWJK and Chinese workers noted

by the expatriate IT expert.

Bjorkman & Fan (2002) report that investments in \iFhad a positive impact on
organizational performance. UKStore’s example uggestive of a similar outcome;
expatriate managers were pleased with the firmarftial performance and employees’
enthusiastic commitment to the enterprise helpesuren they provided the level of
customer service required to underpin this. Idifficult to determine which specific
measures were most efficacious to this positivemue. Pay alone, while it is vital to set
the rate at a competitive level, is clearly notwiele answer. Security of employment and
good working conditions were important. Workersoahppeared to respond positively to
UKStore’s relatively open and consultative HRM regi  The findings also underline the
importance of management by example (Walsh e1899; Tsang, 2001), and the potential
for expatriates to act as mentors even when thely @ltural knowledge of the host

environment.

A conjunction between company rhetoric and pracigemperative, and fairness is
important, with respect to both rewards and thelémentation of company rules and
regulations. Good internal communications playtal vole; these can facilitate the clear,
consistent and frequent repetition of company aams objectives. Chinese workers who
join FIEs can be extremely ambitious and expectdrgggomotion. It is important to
communicate clearly the possibilities for trainipgpmotion and career development, and
equally essential to fulfil these expectationsteinal promotions can maximise employees’
prospects, although this strategy enhances thethiakstaff are over-promoted. Such an
approach requires investment in training; this veiting benefits not only in terms of

improved performance, but also as a motivationallhrarism and to promote retention.

The example of UKStore highlights that assigninfiigent expatriate managers to China,

especially at the initial stage of operations, sed¢mbe necessary to facilitate learning
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among Chinese managers (Tsang, 2001: 40). Moredker human agency and
subjectivities of the particular expatriate managewvolved were critical to the apparent
success of this transfer. Although contrary tolysig’ advice (e.g. Li et al., 2001; Tsang,
2001) the first two expatriates lacked local knalge or specific preparation for their
posting, they were selected carefully on the badigheir technical skills, business
experience and suitability for expatriation. Exf@es with appropriate technical and
personal skills can create close and trustful pescelationships (Bjorkman & Lu, 1999),
and thereby reduce the “friction” of cultural dist@. Their presence enables an ongoing,
everyday dialectic of mutual learning and comprasjsand allows the trust to develop that
facilitates integrative learning. Conversely, sagdinappropriate managers would have
risked the venture’s failure. More generally, theman element is critical at all junctures;
selecting unsuitable local successors would creater difficulties. Developing means to
recognise and develop talent are essential; a gmobh this respect is that expatriate

managers tend to equate competence in Englishowérall competence.

Through carefully designed HRM policies and managi@nexample UKStore had created
a rather novel employment regimen in China. Howeg#ort was required to prevent a
reversion to the leisurely pace and practices dESOlronically, pressures to recreate this
environment may manifest just as state sector ‘frog+bowls” are vanishing as SOEs are
forced to become profit-orientated. Moreover, @liph local staff responded positively to
the imported labour regime, some behaviour appeaaeticularly resistant to change. In
terms that parallel Child & Markdczy's (1993) fimgdis over a decade ago, an expatriate
manager remarked on the way Chinese managers egtaformation, adding that “we
need to prize information out from store managéwsy don’t pass on good practice or tell
us about problems.” There were also some dimesdiwat did need to be tailored, meal
allowances and welfare benefits being pertinenteissat UKStore. UKStore’s President
acknowledged the risk that the rapid localisatibrstore-level management would dilute
the corporate culture. However, he emphasised“tudture is all about living it day in,

day out, the only way to get culture is by livingdabreathing it.” Accordingly, the firm
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stressed processes such as the use of Grass Haiysstorewide briefings and a

policy for the firm’s Vice Presidents to regulaggend one day working in a store.

A positive lesson that emerges from this paperféoeign firms is that much of the
mystique and mythology surrounding the complexitydealing with human resources in
China is exaggerated. The message is a simple drfee senior expatriate manager
summed up his approach as “managing fairly andngethe best out of people”. Whilst
some adaptation to local conditions might be neogssbest practice management
translates remarkably well across cultures. Rathan struggle to develop complex
adaptations to the Chinese environment, firms wd@detter advised to hone and refine

their managerial skills and technical expertise.

Future research agenda

This paper has indicated the potential for Wesfams to transfer their global HRM
models to China. More research remains to be duaheding detailed longitudinal studies
on FIEs in China. This will help to assess, fatamce, the extent to which imported HRM
practices are modified over time as firms becomeremdeeply embedded in host
environments and as expatriate numbers reduceilaBynresearch is required to explore
which facets of host country behaviour are mosstast to change, and whether changes
attributable to the workplace environment have wltgcial or political repercussions. It
would also be valuable to assess the extent obmegivariation in the acceptance of

Western HRM policies.

Detailed ethnographic studies of HRM regimes ireign invested firms might be best
suited to elucidate the more subtle changes indolv&Vith both interview and survey
based research, for instance, it can be diffiacutlifferentiate between the various forms of
learning delineated by Child & Markoczy (1993). As example, it can be difficult to
discern between behavioural and cognitive change the extent to which the latter

become sustainable and self-replicating. It wdaddsaluable to try and link specific HRM
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variables to behavioural changes and performanteooes. Similar comparative

research is required on not only Chinese state-dveméerprises but also the new private
and hybrid forms that are rapidly taking their glacTo understand the parameters of
emergent HRM practices in China, analysts needssess whether these firms continue

SOE style practices, mimic Western HRM practiceSathrie (1999) suggests or develop
new models of HRM.
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Table 1 Contrasts between UKStore and SOE: Exferdrsultation with employees

Managers in my company consult employees about...

Never Occasional Sometimeg Frequently| n =
(%) ly (%) (%)
(%)
Future plans for the UKStore | 2.1 20.1 51.4 26.4 288
workplace SOE 17.0 25.5 39.4 18.1 94
Work arrangement| UKStore | 1.4 14.4 45.6 38.6 285
SOE 10.6 26.6 39.4 23.4 94
Changes to UKStore | 2.8 20.8 52.1 24.3 284
working SOE 11.7 30.9 47.9 9.6 94
procedures
Salary issues UKStore | 38.9 28.8 29.1 3.2 285
SOE 46.2 31.2 20.4 2.2 93
Workplace health | UKStore | 3.8 16.7 37.3 42.4 287
and safety issues | SOE 17.0 29.8 35.1 18.1 94
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Table 2 Contrasts between SOEs and UKStore: Hussource management regimes

HRM dimension

UKStore

State-owned enterprises

Work pace

Faster, more intense.

Fewer employees

Slow, leisurely.

Over-manning

Company rules and

Extensive SOP, regularised

Minimal, ad hoc

procedures Dependence on systems andDependent upon individual
structures managers
Clear division of labour Wider job roles for managers
Discipline Rather lax, but equal Variable, dependent upon
treatment relationship with managers
Strategy Long-term planning Opaque, ad hoc, changeable

Communication with

workforce

Information sharing. Briefing

Secretive, information

on sales targets and companyetained by higher levels and

strategy

within departments

Relationships with co-

workers

Generally good, often cross

over into private sphere

Generally good, potential

favouritism problems

Relationships with

superiors

Often close and harmonious
Casual, informal

- First name terms

- Accessible managers

- Open-plan offices

- Same uniform for all

employees

Limited and distant
Formal, hierarchical

- Surnames and job titles
- Remote managers

- Offices enclosed

- Formerly single status

uniform now differentiated

Favouritism/particularistic

ties

Minimal role, rational,

bureaucratic

Dependence on individual in

charge, arbitrary power
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Opportunities for
promotion and individual

development

Ability-based, potentially
rapid promotion
Expected to take
responsibility

Training programmes

Seniority-based, slovguanxi
important

Not expected to take
responsibility

Minimal training

Security of employment

Good in return for

commitment

Deteriorating

Non-wage benefits

Limited but improving

Previously extensive but

Meals benefits provided after deteriorating. Canteens

much debate



Table 3 Contrasts between UKStore and SOE: Emplsgtsfaction

How would you evaluate your managers with respethé extent they...

38

Firm

Promptly tell employees about changes to the wadel
Motivate employees to develop their potential

Provide employees with the opportunity to raisegestjons about proposed changes to
the workplace

Respond to employees’ suggestions

Solve employees’ work-related problems

Treat employees fairly

UKStore SOE
(n=288- (n=93-

290) 97)

4.07 3.71
3.88 3.13
4.02 3.42
4.03 3.52
4.14 3.57
3.99 3.55

22.85%0.001
57.508 <0.001
32.543<0.001

38.858<0.01
27.682<0.001
25.170<0.001

1 = strongly disagree, 5 = strongly agree



Table 4 Contrasts between UKStore and SOE: Emplogeemitment to the company

Independent samples T test and chi-square tests

Firm
UKStore SOE
(n=289-290) (n=93- y2 p

94)
| share the values of my company 4.04 3.56 33.57 <0.001
| feel loyalty to my company 427 3.81 30.72 <0.001
| am proud to tell people I work for this 4.09

3.36 52.99 <0.001
company

1 = strongly disagree, 5 = strongly agree



Table 5 Contrasts between UKStore and SOE:

| feel that my job in this company is secure

Jobrisecu

UKStore State owned enterprise
(%)
Strongly disagree 0.7 4.3
Disagree 2.8 23.7
Neither agree nor disagree  31.7 39.8
Agree 49.7 31.2
Strongly agree 15.2 1.1
Total n =290 n =93
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Table 6 Contrasts between UKStore and SOE: Worktedind job security
Independent samples T test and chi-square tests

Firm
UKStore SOE Ve p
(n=289-292) (n=93-94)
I need to make a lot of effort to finish my work  4.08 3.91 5.567 ns
| always have a lot of work to do 3.65 3.62 2764 s n
| worry about my job even after work time 3.70 3.35 28.337 <0.001

1 = strongly disagree, 5 = strongly agree
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Table 7 Contrasts between UKStore and SOE: Coioalaetween job security and work effort (Spearrahb)

Correlations between “I feel that my job is sedarthis company” and...

FIRM

UKStore

SOE

Correlation
Coefficient
Sig. (2-tailed)

Correlation
Coefficient
Sig. (2-tailed)

| have to make a lot of

effort to finish my work

**_Correlation is significant at the 0.01 lev&-(ailed)

.351**

.000

288

.070

.507

93

| always have a
lot of work to do
.218**

.000

290

-.077

466

92

| worry about my job

even after work time
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.184**

.002

287

.013

.899

93




Table 8 Contrasts between UKStore and SOE: Emplsgisfaction levels

Independent samples T test and chi-square tests

What is your level of satisfaction with?

Firm

UKStore SOE a p
(n=278-291) (n=94-99)

Pay levels 2.77 2.71 2.28 ns
Welfare 3.12 2.70 19.48<0.01
Sense of achievement from work  3.54 3.26 13.50 <0.01
Promotion prospects 3.13 2.86 13.740.01

1 = very dissatisfied, 5 = very satisfied
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