University of Plymouth

PEARL https://pearl.plymouth.ac.uk
04 University of Plymouth Research Theses 01 Research Theses Main Collection
1999

Recruitment and selection and human
resource management in the Taiwanese
cultural context

Hsu, Yu-Ru

http://hdl.handle.net/10026.1/2835

http://dx.doi.org/10.24382/4681
University of Plymouth

All content in PEARL is protected by copyright law. Author manuscripts are made available in accordance with
publisher policies. Please cite only the published version using the details provided on the item record or
document. In the absence of an open licence (e.g. Creative Commons), permissions for further reuse of content

should be sought from the publisher or author.



RECRUITMENT AND SELECTION AND HUMAN RESOURCE
MANAGEMENT IN THE TAIWANESE CULTURAL CONTEXT

by

Yu-Ru, Hsu, MBA (Cardiff)

A Thesis Submitted to the University of Plymouth
in Partial Fulfilment for the Degree of

DOCTOR OF PHILOSOPHY

Business School
University of Plymouth

March 1999



v

ABSTRACT

Recruitment and Selection and Human Resource

Management in the Taiwanese Cultural Context

Yu-Ru, Hsu

The focus of this research i1s upon human resource management and
recruitment and selection practices in the Taiwanese cultural context. The samples
were primarily focused upon manufacturing industry in Tarwan. The postal
questionnaire was chosen for data collection. The 500 manufacturing companies
randomly selected for this research were sent two questionnaire each. The
questionnaire on HRM and recruitment and selection (HRMRS) was addressed to
HR manager whereas the questionnaire on work-related values of national culture
was addressed to non-managerial employee.

The research results indicate that there is a general desire among HR
professionals in manufacturing organizations that HRM polices are integrated with
corporate strategies and that HRM should be involved in decision making at board
level. Evidence was also obtained that some HRM decisions are shared between
line management and HR specialists and that line managers had a particularly
influential role in decisions regarding recruitment and selection, training and
development, and workforce expansion/reduction. There was also some evidence
supporting an assertion that certain recruitment and selection practices were

culturally sensitive and this was supported by evidence of association between

practice and country of ownership.




The research also suggests that work-related values in Taiwan have
changed over the last twenty years since Hofstede’s original work and that in
particular there had been change in the direction of Individualism and Masculinity.
However, there was also evidence that traditional Chinese/Confucian values were
still important to employees. These cultural findings have implications for the
practice of HRM including appropriate recruitment and selection policies and
practices. There was also some evidence that wok-related values vary with
ownership pattern, company size, as well as with gender, age, and levels of
educational attainment.

This research contributes to the body of knowledge through the findings
detailed above and these were used to develop an analytical framework of HRM in
Taiwan which encompasses work-related values as part of both the internal and

external organizational context and which might also form an approprate base for

comparative analysis.
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Introduction

Theoretical Issues and Research Hypotheses

1. HRM and Recruitment and Selection

The globalization of product markets and enhanced multinational activity of
business organizations has encouraged a greater degree of interest in HRM and its
cultural relativism and transferability. As is mentioned in Chapter 2, Section 2.6,
several of the theoretical or analytical models of HRM and strategic HRM (e.g,,
the Harvard model, Guest model, the European model of HRM, etc.) examined in
this study are either American or European in origin and many of them tend to
reflect the particular cultural characteristics of their country of origin. This raises
questions about the applicability of these western-oriented models in a different
cultural and contextual environment (in this case Taiwan).

Over recent years, a number of relevant studies on HRM practices among
employing organizations in Taiwan have been conducted by a group of researchers
(Yeh, 1991, Chu, 1990; He, 1993; Chin, 1993; Kao, 1993; Hsu, 1993, Tsai, 1995,
Huang, 1997; Lin, 1997) (see Chapter 1, Section 1.6). These Taiwanese
researchers who carried out the research seem to have adopted western models of
HRM without critical evaluation of their suitability or transferability and none of
them have actually developed an analytical framework of HRM to facilitate our
understanding of the concept of HRM in the Taiwan context. Therefore, the first
objective of this research is to develop an appropriate framework for examining
HRM in organizations in Taiwan. The framework proposed in this study may then
be used as a base for a more comprehensive study of HRM in Taiwan and for

further international and comparative studies.




In addition, this research also seeks to examine three main elements of
HRM: the strategic aspect of HRM, the devolvement of responsibility for HRM
functions/activities to line management, and recruitment and selection polices and
practices. As is described in Chapter 2, Section 2.3 and 2.4, what makes HRM
different from conventional personnel management 1s that the former has a number
of distinctive characteristics or philosophies underpinning the concept. For
example, 1t has been suggested that HRM is a strategic approach because it tends
to emphasize the importance of integrating HRM strategy and practice with
corporate strategy (Guest, 1989), that the locus of responsibility for people-
management is devolved to line managers, and that the role of personnel or human
resource specialists is to support and facilitate line management in this task, not to
control it (Armstrong, 1992). These two central features of HRM have also been
highlighted in an empirical survey conducted by Budhwar and Sparrow (1997),
who used the concepts (levels) of ‘integration’ and ‘devolvement’ to analyze
strategic HRM practices in Indian orgamizaions (see Chapter 5, Section 5.1.2).

As is mentioned in Chapter 2, Section 2.6 and Chapter 3, Section 3.1, there
appears to be some general agreement among a number of leading American and
European researchers (e.g., Beer et al., 1984; Guest, 1989; Brewster and Bournois,
1991; Bratton, 1994) that whatever models and perspective of HRM are used,
recruitment and selection policies and practices can be perceived as integral.
Recruitment and selection not only seek to attract, obtain, and retain the human
resources the organization needs to achieve the strategic goals, but may also have
significant impact upon the composition of the workforce, the ultimate fit with the
organization’s needs and culture, and upon long-range employment stability (Beer

etal., 1984).




There is some debate among cross-cultural and/or cross-national
researchers as to whether HRM strategies and practices are converging across
national boundaries or diverging. In two relevant and recent cross-cultural
comparative studies, the research findings of Easterby-Smith et al. (1995) and
Lawler et al. (1995) provided support for the culturally relativist (divergence) view
of HRM with recruitment and selection practices being found to be culturally
sensitive and to vary across national borders whereas others such as manpower
planning and reward systems were not (see Chapter 5, Section 5.1.2). Moreover, in
other recent studies (Lawler et al., 1995, Budhwar and Sparrow, 1997), company
size and ownership pattern (along with other contingent and non-contingent
variables) were suggested to have some influences upon HRM policies and
practices. Therefore, a second group of related objectives of this research 1s to
examine the strategic aspect of HRM, the extent to which responsibility for HRM
is devolved to line management, and whether recruitment and selection processes,
methods, and techniques in Taiwan vary with company size and ownership pattern.

Based upon the issues addressed above, nine hypotheses (Hi to Hs) that

related to HRM and recruitment and selection have been devised.

Hi  The perceived importance of having HR managers on the board participating
in the development of corporate strategy would vary significantly with the
interactive effects of ownership pattern and company size.

Ha The perceived importance of integrating the HRM policy and the corporate
strategy would vary significantly with the interactive effects of ownership
pattern and company size.

H: There would be a decentralization of responsibility for HRM

functions/activities to line management.




Ha  Recruitment and selection processes would vary significantly with ownership
pattern.

Hs Recruitment and selection processes would vary significantly with company
size.

Hs Recruitment methods would vary significantly with ownership pattern.

H7 Recruitment methods would vary significantly with company size.

He  Selection techniques would vary significantly with ownership pattern.

Ho  Selection techniques would vary significantly with company size.

2. Work-Related Values of National Culture

It should be noted here that it is not the aim of this study to replicate Hofstede’s
work by comparing the work-related values of the matched respondents from
different national cultural contexts or different ethnic groups. Rather, this research
(the third objective) seeks to examine Hofstede’s value based dimensions of
national culture, consider their dynamic nature in Taiwan, and establish what (if
any) are the implications of work-related values for HRM and recruitment and
selectton policies and practices. As indicated earlier, some recent studies suggest
that some elements of HRM are culturally sensitive; and recruitment and selection
appear to be one of those (Easterby Smith et al., 1995; Lawler et al., 1995).

As is mentioned in Chapter 4, Sections 4.3.1 and 4.3.6, Hofstede’s most
famous cross-cultural study of work-related values was conducted during the
1960s and 1970s and his original findings for Taiwan indicated that the culture of
Taiwan tended to exhibit relatively high levels of Collectivism and moderately

high ratings on the Power Distance, Uncertainty Avoidance, and Femininity

dimensions. However, over the last four decades, Taiwan has been constantly




affected by the process of industrtalization (e.g., from agricultural sector to
industrial and service sectors) and may be to some degrees influenced by
globalization and MNCs operating in Taiwan (see Chapter 1, Section 1.2). It has
been suggested that, as countries are industrialized and modernized and as they
become wealthier, there may be a tendency towards a convergence of management
and individuals’ work-related values and attitudes (Ronen and Shenkar, 1985;
Steward, 1991; Paik and Teagarden, 1995; Wasti, 1998). If this 1s the case,
younger generations of Taiwanese people influenced by western media and
education are more likely to be aware of and to have absorbed western ideas and
values. There s also evidence that western management techniques (including
those regarding HRM, recruitment and selection) have been adopted by various
sectors of industry in Taiwan and are taught at universities/colleges (see Chapter 1,
Section 1.6). It might therefore be anticipated that, at the organizational setti-ng,
some of the work-related values held by Taiwanese employees might have
changed during the process of modernization and might not now be the same as
Hofstede found two decades ago. Based upon the issues above, this research
attempts to update Hofstede’s index scores for Taiwan on the key cultural
dimensions. A main weakness of Paik and Teagarden (1995) and Wasti’s (1998)
studies is that they used Hofstede’s framework to compare socio-cultural
differences in different countries with respect to HRM practices, but they have not
sought to update Hofstede’s findings in respect of the countries they investigated
and they have therefore tended to ignore the dynamic nature of culture (see
Chapter 5, Section 5.1.2).

Another reason for re-examining Hofstede’s cultural dimensions in Taiwan

is that his respondents only worked within a single computer industry and a single




multinational (IBM), thus, it can be argued that the values of IBM employees
(white collar people) may not be typical of the values of all the members in the
Taiwanese society, and that the American-owned 1BM corporation may not be
taken as representative of the various sectors of industry in Taiwan (see Chapter 4,
Section 4.3.6). Unlike Hofstede’s study, this research focuses on the work-related
values of non-managerial employees of organizations engaged in manufacturing
activity in Taiwan; and IBM is also included in the survey (see section 5.5.1 for
further details).

As is indicated in Chapter 4, Section 4.2.2, culture i1s an accumulative
experience of various individuals who share common values, beliefs, and ideas.
Nonetheless, sub-cultural distinctions or variations may still exist within the same
national cultural, political, legal, and geographical context (in this case Taiwan). It
has been argued that cultural variables such as a person’s age, gender, social class,
beliefs, education, wealth, and occupation, etc. would influence people’s values
and attitudes (Rokeach, 1979, Tnandis, 1982, 1983, Tayeb, 1988, 1994)
Trompenaars and Hampden-Turner (1997) also comment that individuals in the
same culture do not necessarily behave according to the cultural norms, and that
individual personality, gender, and ethnicity mediate in each cultural system.
Therefore, it could also be expected that not all people in an organization would
think and behave exactly in the same way or hold the same values and attitudes
due to differences in occupation, education level, gender, age, religions, life style,
job position/status, organization size and structure, the sector of industry, and

ownership pattern, etc. (Handy, 1993; Deresky, 1997). It seems that Hofstede

prefers to hold sub-cultural and non-cultural variables constant.




Moreover, as is described in Chapter 4, Section 4.4, Hofstede (1991)
indicates that certain values on the long-term orientation pole of the Confucian
Dynamism (e.g., perseverance and thrift) tend to be strongly correlated with East
Asian economic growth, at least for the period of 1965-1987. Clegg (1990) also
suggests that East Asian economic achievement could be said to be attributable to
deep-seated and culturally given social facts and values (e.g., industry, harmony,
loyalty, co-operation, trust, and perseverance, etc.). Since there is arguably a
correlation between tradittonal Chinese work-related values and economic growth,
it may be reasonable to assume that such values mentioned above may be
important in contributing to organizational success (in terms of survival in a
dynamic and competitive business environment).

According to the issues discussed above, eight hypotheses (Hio to Hiv)

concerned with work-related values of national culture have been developed.

Hio The value based dimensions of national culture in Taiwan would not be the
same as Hofstede previously found.

Hu  The traditional Chinese/Confucian work-related values, as perceived by HR
managers and non-managerial employees, would be important in
contributing to organizational success.

Hiz Non-managerial employees’ perceptions of the importance of work-related
values would vary significantly with ownership pattern.

His  Non-managerial employees’ perceptions of the importance of work-related
values would vary significantly with company size.

His  Non-managerial employees’ perceptions of the importance of work-related
values would vary significantly with gender.

His  Non-managenial employees’ perceptions of the importance of work-related
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values would vary significantly with age.

Hie  Non-managerial employees’ perceptions of the importance of work-related
values would vary significantly with educational level.

Hi7 HR managers and non-managerial employees would differ significantly in

their perceptions of the importance of work-related values.

Methodology
The samples for this research primarily focused on manufacturing industry in
Taiwan due to its remarkable contributions to the economic growth over the last
decades (see Chapter 1, Section 1.2). The postal questionnaire was chosen for data
collection because of the samples’ dispersion geographically and limitations of
time and financial resources. The 500 manufacturing companies (sample size in
this study) randomly selected from the Taiwan Trade Yellow Pages were sent two
questionnaire each - HRM and recruitment and selection (HRMRS) and work-
related values of national culture. These two questionnaires were designed with
different respondents in mind. The questionnaire on HRMRS (see Appendix A) 1s
adapted from the “Price Waterhouse Cranfield Survey” questionnaire designed by
Brewster et al. (1992) and 1s specifically for Taiwanese Personnel/HR manager to
answer. The questionnaire on work-related values of national culture (see
Appendix B) is adapted from the “Values Survey Module” questionnaire designed
by Hofstede (1980) and is particularly for Taiwanese non-managerial employee to
answer.

The reasons for adapting Brewster et al. and Hofstede’s questionnaires are
that: (1) they are the leading European authorities who specialize in the field of

human resource management and national cultural differences respectively, (2)




Brewster et al.’s questionnaire on HRM incorporates a range of HRM issues, for
example, recruitment and selection policies and practices, which are relevant to
this research, hence their questionnaire is very helpful in this respect; and (3) since
the third objective of this research is to examine Hofstede’s value based
dimensions of national culture in Taiwan and establish what are the implications of
work-related values for HRM and recruitment and selection policies and practices,
it may be advisable to make use of his questionnaire.

The empirical study was conducted in Taiwan in July, 1996. Both
questionnaires were written in English and in order to facilitate the understanding
of Taiwanese respondents, the English versions of the two questionnaires were
translated into the Chinese versions (see Appendices Ai and Bi). The translation
work was carried out by the researcher herself, with the help of a group of
Taiwanese HR specialists (see Chapter 5, Section 5.3.8). These HR specialists
were requested to check the linguistic and content validity of the English and
Chines.?&\_‘rsrsions. They all agreed that the question items in the HRMRS and
nationeill-mc.t'li"ture questionnaires were relevant to the overall objectivés of this
. research and commented that the questions items would elicit answers that could
provide the necessary data for hypotheses testing,

To increase the response rate of this research, the follow-up letter was sent
to the companies which did not respond to the initial mailing. The follow-up letter
was similar to that of the covering letter with the addition of a short paragraph
emphasizing the importance of their participation in ensuring the success of the
research project. Also, a number of appropriate statistical techniques such as one-
way analysis of variance (ANOVA), two-way ANOVA, Duncan test, and the #-test

were employed in this research to test the research hypotheses that related to the




studies of HRMRS and work-related values of national culture (see Chapter 6,

Section 5.6).

Results

Response Rate and Reliability Analysis

The overall response rate for the two respective studies was 36 per cent, which
could be constdered as reasonable since the response rate for both studies appears
to meet the criteria made by Black and Champion (1976) and Moser and Kalton
(1985) (see Chapter 6, Section 6.1.1). The internal consistency reliability was used
to test the 180 responses of HRMRS and 180 responses of work-related values of
national culture. The results of rehability analysis showed that the Cronbach’s
alpha for the HRMRS questionnaire was 0.83 and for the work-related values of
national culture questionnaire was 0.90. According to Sekaran (1992), a value of

0.60 or more is generally taken as representing acceptable reliability.

Characteristics of Sample

Based upon number of employees hired, company size was categorized into three
main groups: small, medium-sized, and large businesses. Ownership pattern was
also classified into three groups: Taiwanese-owned, Japanese-owned, and western-
owned, or family-owned, non family-owned, and foreign-owned companies. Table
6.2 illustrates that most of the responding companies in Taiwan (65%) were small
and medium sized. Of the 180 responding companies that returned the
questionnaires, 140 (77.8%) were Taiwanese-owned, 18 (10%) were Japanese-
owned, and 22 (12.2%) were western-owned companies. Of these 140 Taiwanese-

owned companies, 91 (65%) were family-owned and 49 (35%) were non family-




owned businesses (see Chapter 6, Table 6.3(a)). Since Table 6.3(b) shows that, of
the 91 Taiwanese family-owned companies, 61 (67%) were small and medium
scale, it could be anticipated that family-owned businesses are one of the major
organization forms in Taiwan and most of them are small to medium in size.
Further, a profile of respondents, HR managers and non-managerial employees (in
terms of their sex, age, and educational attainment), was summarized respectively

in Tables 6.4 and 7.2.

Findings

1. HRM and Recruitment and Selection

The research results indicated that, in the majonty of the responding firms, there
was an HR manager/department (73%). Irrespective of firm size and ownership
pattern, the majority of HR managers (71% and 88%) felt it was important that
there was an HR specialist on the board participating in the development of
corporate strategy, and that HR policy and corporate strategy were fully integrated.
Given such results, the study thus found no support for the alternative hypotheses
Hi and Hz (see earlier section). However, when asked whether there were written
statements of corporate strategy and HR policy, only about 30 per cent of the HR
managers said there were. A further 30 per cent affirmed that there were unwritten
corporate strategy and HR policy.

It should be noted that this research is not able to provide empirical
evidence concerning how many responding firms do have personnel/HR
representation at board level and whether those Personnei/HR managers who do
have a place on the board are actually involved in the development of corporate

strategy from the outset, or whether they are involved in a consultative capacity or




perhaps at the implementation stage. In future years, it may be possible to tell from
further research whether there i1s an increasingly strategic role for the personnel
function and whether this is combined with a greater integration of personnel
policies with business objectives.

This study also acknowledges that although most HR managers in the
survey may find ‘strategic integration’ tmportant, in practice it may be very
difficult for them to achieve without having the formalized and explicit corporate
strategy and HRM policy (in terms of a written form) to refer to on the board. As
noted earlier, only about 30 per cent of the responding companies in Taiwan

claimed to have a written corporate strategy and HRM policy.

Responsibility for HRM Functions/Activities
In the majority of the areas of HR activity included in the survey, HR managers
indicated that they shared responsibility with line management rather than having
sole responsibility. The area in which they seem to have the greater incidence of
sole responsibility being “health and safety”. The results also showed very few
instances of sole line responsibility for these HRM functions. However, line
involvement seems to be stronger in the areas of “recruitment and selection”,
“training and development”, and “workforce expansion/reduction”. Line managers
also seem to have a particularly significant role in final hiring decisions. Given
these results, this study supports Hypothesis Ha that there are some substantial
decentralized responsibilities for HRM functions/activities to line management.
When it actually comes down to making the selection decisions, one would
expect line managers to be involved and to have a greater say in that decision than

HR managers/specialists especially given that the prospective employees would




eventually work for the line managers in their departments. To some extent, these
responses may give an indication of line management preferences as well as HR
managers’ preferences for involvement in these HRM functions/activities. These
responses may also indicate differences in the locus of responsibility for individual
and collective issues and those areas in which decision-making may be both

appropnately decentralized.

Recruitment and Selection Practices

The empirical results showed that recruitment is the only item that varied with firm
size. Large companies tend to consider recruitment to be more important than do
small and medium-sized companies (see Chapter 6, Table 6.10(b)). The rest of the
stages in the recruitment and selection processes appear not to vary significantly
with ownership pattern and company size. Hence, the findings support the

alternative hypothesis Hs, but reject He.

Recruitment Methods

The research results showed that a range of recruitment methods shown in Table
6.12(a) have all been used to varying degrees by the responding firms in Taiwan
for filling vacancies at the managerial, professional, and entry levels. When it
comes to the managenal and professional recruitment, the responding firms in

Rk 11 R 11

Taiwan appear to use “promotion-from-within”, “transfers”, “advertisement in the
media”, “job rotations”, and “direct applications” more frequently. Other methods
such as “employee referrals”, “colleges/universities”, “private employment

agencies”, “public employment agencies”, “recruitment consultants”, and

“executive search consultants” are seldom used by the firms for managerial and
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professional positions. For the entry-level recruitment, “colleges/universities” and
“employees referrals” seem to be used more frequently by the responding firms
along with other methods such as “advertisement in the media”, “direct
applications”, “transfers”, and “job rotations”. In the family-based culfure ke
Taiwan, one could expect that “employees referrals” (the hiring of family

members, relatives, or close friends) would be a common method for the

recruitment of entry-level employees.

Recruitment Methods by Ownership Pattern and Company Size

Table 6.12(b) showed that while western-owned companies in Taiwan appear to
use “recruitment consultants” and “executive search consuitants” more frequently
than dé Japanese-owned and Taiwanese-owned companies for managerial and
professional vacancies, Japanese-owned companies seem to recruit new graduates
directly from “colleges/universities” more often than do Taiwanese-owned and
western-owned companies for entry-level openings (see the significant levels in
Table 6.12(b)). These results may be indicative of support for the culturally
relattvist arguments that recruitment practices are culturally sensitive across
national boundaries and that the results are consistent with the findings of
“Easterby-Smith et al. (1995) and Lawler et al. (1995) (see Chapter 5, Section
5.1.2). Moreover, since the empirical evidence supports the alternative hypothesis
Hs that ownership pattern has significant effects upon some of the recruitment
methods, models of recruitment methods in Taiwan can then be proposed
according to the pattern of owner8hip and the frequency level as Figures 6.1 to 6.3

illustrate.




Based on the certain types of recruitment method used by the Japanese-
owned and western-owned companies, it could be inferred that these foreign
subsidiaries in Taiwan tend to adopt Perlmutter’s (1969) ethnocentric approach to
management, particularly with regard to recruitment practices (these are reflective
of home country practices).

In addition to ownership pattern, recruitment methods also vary with
company size, hence the alternative hypothesis H7 is accepted. Table 6.12(c)
showed that medium-sized firms tend to use “direct applications” more frequently
than do small firms for entry-level recruitment (see the significant levels). Large
companies tend to use “transfers”, “job rotations”, and “employee referrals” more
frequently than do small and medium-sized companies for managenal,
professional, and entry-level posts (also see the significant levels in Table 6.12(c)).
As compared with small firms, “promotion-from-within”, the internal recruitment
method, is also used more often by large firms for filling vacancies at managenal
and professional levels. This may be a reflection of the respective size of internal
labour markets and that a greater variety of recruitment methods are used by larger

organizattons.

Other Practices Associated with Recruitment

The research results showed that “technical competence”, “leadership”, and “past
performance” based promotion tend to be considered by HR managers of the
responding firms as important. “Loyalty” and “sociability” are perceived as
moderately important. “Seniority” 1s found to be the last important. The greater

emphasis on “technical competence”, “performance”, and “leadership” and less

emphasis on “loyalty” and “sociability” based promotion may be an indication of




culture change or changes of work-related values of Taiwanese people within the
society in the past two decades when compared to Hofstede’s findings (see
Chapter 7, Section 7.3).

Among the factors that may facilitate recruitment efforts, “marketing the
company’s image” tends to be considered by HR managers of the responding firms
as most important. Factors like “training for new employees” and “retraining
existing employees” are perceived as moderately important. There may be a
relationship between the findings above and the findings on culture, for example, a
relationship between status/reputation of the company and own status and self-
esteem; and training and retraining practices may be a reflection of long-term
values with respect to Confucian Dynamism.

The research results showed that “people with work expenence” tend to be
targeted most frequently, and that “friends and relatives” are also commonly
targeted in recruitment. It could be expected that, in the Confucian culture an
emphasis on family traditions, the hiring of friends, relatives, and family members
(in-groups) would be a common recruitment practice within the organizations (see

Chapter 1, Section 1.7).

Selection Techniques

Like the recruitment methods, a range of selection techniques identified in Table
6.13(a) have also been used to varying degrees by the responding firms in Taiwan.
It appears that “application forms”, “one-to-one interviews”, “skill or knowledge
tests”, and “panel interviews” are the dominant selection techniques that the
responding firms used at all levels (managerial, professional, and entry). Other

97

techniques such as “medical examinations”, “aptitude tests”, and “references” are
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seldom used by the responding firms. “Psychometric tests” and “assessment
centres” seem to be used least at all levels. It may not be surprising to see such
results because “psychometric tests” and “assessment centres” are the western-
oriented selection techniques and hence may not be used as commonly in Taiwan
as in the USA and/or in Europe. In this respect, selection practices might be

culturally sensitive.

Selection Techniques by Ownership Pattern and Company Size
The research results do not  provide statistically significant support for the
alternative hypothesis Hs because the selection techniques listed in Table 6.13(b)
do not vary significantly with ownership pattern. Nevertheless, models of selection
techniques in Taiwan can still be developed according to the type of selection
techniques being commonly used by the respective Taiwanese-owned, Japanese-
owned, and western-owned companies (see Figures 6.7 to 6.9). As is shown in
Figures 6.7, 6.8, and 6.9, “application forms”, “skill or knowledge tests”, and
“one-to-one interviews” appear to be the common selection techniques used by
Taiwanese-owned, Japanese-owned, and western-owned companies. “Panel
interviews” is used more frequently by Taiwanese-owned and western companies.
“Medical examination” is used more often by western-owned companies. It
appears that western-owned companies in Taiwan tend to use more variety of
selection techniques than do Taiwanese-owned and Japanese-owned companies
(see Figure 6.9).

Unlike ownership pattern, company size has significant effects on some of

the selection techniques that the responding firms used, therefore the alternative

hypothesis Ho is accepted. As Table 6.13(c) shows, both medium-sized and large
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firms appear to use “aptitude tests”, “psychometric tests”, and “skill or knowledge
tests” more frequently than do small firms for managerial or professional selection.
Large firms also use “panel interviews”, “assessment centres’, and “medical
examinations” more often to select the potential applicants at all levels than do
small firms. The findings above suggest that the number and type of selection
techniques that the responding companies used to select the right employees for
the jobs may be associated with firm size; and this is confirmed by the significant
levels as Table 6.13(c) illustrates. The findings above also enable this study to
propose some appropriate models of selection techniques in Taiwan according to
size variation and the frequency level (see Figures 6.10, 6.11, and 6.12).

On the whole, the research results discussed so far demonstrated that a
range of recruitment methods and selection techniques (the main area of focus)
identified in this study have all been used by the survey firms in Taiwan to varying
degrees, and that recruitment methods varied significantly with ownership pattern
and selection techniques did not. However, the Japanese-owned companies’ more
frequent hinng of graduates directly from “universities/colleges” and western-

owned companies’ more use of “recruitment consultants”, “executive search
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consults”, “psychometric tests”, and “assessment centres” suggest that recruitment
and selection practices may be culturally sensitive. Therefore, the research findings
provide some support for the culturally relativist view of HRM particularly in the
area of recruitment and selection. In addition to ownership pattern, company size
also has significant effects upon some of the recruitment methods and selection
techniques used. It could be anticipated that, as the company expands or grows

bigger, the more variety of recruitment methods and selection techniques that the

company is likely to use. The main contribution of this study is that the findings
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above enable the development of appropriate models of recruitment methods and
selection techniques in Taiwan on the basis of ownership pattern and firm size.
These models could be used as a base for further international and comparative

studies.

2. Work-Related Values of National Culture

Power Distance and Leadership Style

The research results showed a moderately high score on the Power Distance
dimension. Most of the Taiwanese non-managerial employees (69 per cent)
indicated that they would prefer to work for managers with either a paternalist or
consultative type of leadership style. This means that, some Taiwanese non-
managerial employees prefer managers to make major decisions, assign tasks, and
solve problems for them, whereas others expect and/or prefer to be consulted by
their superiors in most decisions.

From the subordinates’ perspective, about 64 per cent of their current
supeniors tend to adopt either a paternalist or consultative type of leadership style
and there would therefore appear to be considerab'le consistency between the style
that employees preferred and the approach that they say their current superiors
adopt. Given the moderately high Power Distance Index scores, it may not be
surprising to see that some Taiwanese managers would make the decisions very
quickly without consulting with their subordinates while some would consult with

their subordinates before they make the decisions.




Uncertainty Avoidance and Security of Employment

The empirical results showed a moderately high score on the Uncertainty
Avoidance dimension and since this indicates a moderate desire to avoid
uncertainty, it could be expected that most of the Taiwanese non-managerial
employees would stay longer in the same business. As the results have
demonstrated, 63 per cent of employees asserted that they would either intend to
work for the same company for more than 5 years or would like to or prefer to
remain in the same company until their retirement. When choosing an ideal job,
Taiwanese employees generally consider “security of employment” as an important
work goal. While this is probably consistent with Confucian traditions, it seems
also possible that it is a reflection of Taiwan’s economic slow-down In recent

years (see Chapter 1, Section 1.3).

Individualism vs. Collectivism and Femininity vs. Masculinity
The research results showed that the culture of Taiwan now exhibits high levels of
Individualism and Masculinity. Compared with Hofstede's original findings for
Taiwan, it appears that there has been a significant shift in these two value
dimensions - from Collectivism to Individualism and from Femininity to
Masculimty.

Such a shift in values can be seen from the research evidence. Taiwanese
non-managenal employees consider “get the recognition you deserve when you do

a good job”, “have sufficient time for your personal or family life”, “freedom to
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adopt your own approach”, “challenging tasks”, “opportunities for high earnings”,

and “opportunities for job advancement” as important work goals. “Self-




advancement/initiative” and “competitiveness” have also been considered as
important work values that may contribute to organizational success (in terms of
survival in a competitive and dynamic business environment). The findings above
imply that Taiwanese employees in some respects have become more
individualistic and masculine 1n their orientations than was the case two decades
ago.

Nevertheless, the evidence also showed that the characteristics which are
associated with of Collectivism and Femininity are still appreciated by Taiwanese
employees. For example, they still regard “have good working conditions”, “have
good relationships with your superior”, “live in a desirable area” as important. This
suggests that employees still have concemn for the quality of hfe and the work
environment and place an emphasis on friendliness and personal relationships.

However, a closer examination of the degree of perceived importance of
these values indicates that Taiwanese employees tend to place more emphasis on
the work values (e.g., self-actualization) that are commonly accepted and prevalent
in Individualist and Masculine cultures like the USA, Great Bntain, and Australia,
etc.. There are a range of possible explanations for such apparent cultural change:
1. the process of modernization in Taiwan;

2. the influences of foreign direct investment (FDI) from e.g., the USA and/or
Europe;

3. domestic organization’s engagement in joint ventures with foreign multinational
companies,

4. the prevailing western management theories, practices, and techniques (e.g.,
HRM), many of which have been applied and adopted by the local and foreign-

owned companies and are taught in universities and colleges in Taiwan,
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5. the prevalence of western media in Taiwan,;

6. the academic exchange activities (including exchange students) arranged by
universities and colleges in Taiwan and in the USA and/or in the UK,

7. the opportunities of travelling and receiving further education abroad,
particularly in the West.

8. Ronen and Shenkar (1985) in their model of “clustering countries on attitudinal
dimensions;’ suggest or hypothesize that as countries become wealthier, there
may be a tendency for a convergence of culture. The high Masculinity Index
scores uncovered by this research may indicate trends in Taiwan consistent with
Ronen and Shenkar’s hypothesis. Taiwan has become wealthier (see Chapter 1)
and now employees demonstrate scores on the Masculinity dimension which are
much closer to those Hofstede found in countries such as Japan, UK, USA, and
France, etc..

The points outlined above may be the possible explanations for Tatwanese
employees” growing awareness of the western values and for the cultural change in
Taiwan (in terms of individuals’ work-related values). The current study has not
examined these points, yet further research may usefully examine some of them
and interrelationships between them and work-related values.

The combination of the moderately high ratings on Power Distance and
Uncertainty Avoidance and relatively high levels of Individualism and Masculinity
provides support for the alternative hypothesis Hio that ‘the value based
dimensions of national culture in Taiwan would not be the same as Hofstede

previously found’.
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Traditional Chinese/Confucian Work-Related Values

In the case of the hypothesis Hii, the research results showed that Taiwanese non-
managerial employees and HR managers/specialists generally appreciate the
importance of “harmonious” and “co-operative” working relationships with other
people in their organizations and regard “industry”, “loyalty”, “caring and
nurturing”, “trust”, and “perseverance” as important work values that may
contribute to organizational success. This may be a reflection of a continuing
influence from the traditional Chinese culture or Confucian ideology. It appears
that these traditional Chinese work-related values are still emphasized by
Taiwanese people. This may be due to the fact that these values are s0 deeply
rooted in them as part of their distinctive cultural identity that these values are not
likely to be totally diminished no matter what types and forms of organization that

they choose to work for (see Chapter 4, Section 4.2.3).

The Effects of Ownership Pattern, Company Size, Gender, Age, and Educational
Level on Work-Related Values

The research results showed that company size and ownership pattern, and gender,
age, and educational level have significant effects upon some of the perceived
importance of work-related values and thus provide support for the alternative
hypotheses Hi2, Hi3, His, His, and His. Given such results, it could be argued that
Taiwanese employees do hold the work-related values differently according to
these organizational and demographic variables.

As the findings illustrate, Taiwanese non-managerial employees in large
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family life”, “imtiative”, “‘competitiveness”, “co-operation”, “harmony”, “caring
and nurturing”, “perseverance”, and “trust” to be more important than do
employees in small firms. Employees in Taiwanese family-owned and non family-
owned companies tend to consider the Confucian value “ordering relationships by
status and observing this order” to be more important than do employees in
foreign-owned companies. It perhaps is to be expected that this Confucian value
emphasized upon unequal relationship pairs (e.g., superiors and subordinates) may
still be prevailing among Taiwanese-owned companies, and that employees in
Taiwanese family-owned and non family-owned companies may be more likely to
expect and accept the power being distributed unequally than those employees in
foreign-owned companies.

The results also showed that male employees in Taiwan tend to view
“challenging tasks”, “opportunity for advancement”, “industry”, and “caring and
nurturing” to be more important than do female employees. This seems to suggest
that male employees are more ambitious in their work, have more desire to
succeed and strive for advancement as compared with female employees, even
though at the same time they still appreciate the importance of work values which
are associated with the characteristics of Femininity more than female employees.

Furthermore, a closer examination of the ‘age’ vaniable among Taiwanese
non-managerial employees suggests that the older the employees are, the less they
consider both western and Chinese values as important. Take the Chinese work
values, “perseverance” and “co-operation”, and western work values,
“opportunities for higher eamnings and advancement”, as examples. Employees
who are aged between 50 to 59 tend to appreciate these Chinese and western

values less as compared with the other three age groups of employees. This may be
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due to the fact that this group of employees is approaching the stage of retirement
and thus 1s less concerned with the importance of the work values.

Employees who are aged between 40 to 49 generally consider both Chinese
and western values as important. However, those Chinese and western work values
tend to be perceived as the most important by employees who are aged between
20-29 and 30-39 when compared with the previous two age groups. This may be
due to the fact that these employees who are aged from 20 to 39 are just at the
threshold of their long career life with lots of potential to offer and hence may be
more ambitious in their work and more concerned with high eamings and
advancement/promotion while at the same time still possess the traditional Chinese
work-related values (e.g., perseverance and co-operation) and carry them into the
workplace.

In addition, employees who received diploma (junior colleges) or
first/masters degree tend to see “security of employment”, “co-operation”,
“loyalty”, and “industry” to be less important than do employees who were
graduated from high school or vocational high school. This seems to imply that
people who have received higher education in Taiwan or have absorbed western
media and management (e.g., HRM or motivation theory) are more likely to de-
emphasize these Chinese work values (although these values, on average, are still
considered by these employees as important). However, the findings may warrant

further investigation.

Different Perceptions of the Importance of Work-Related Values

In addition to company size and ownership pattern, and gender, age, and

educational level, job position also has some influences on the perceived




importance of work-related values. Therefore, the research results support the
alternative hypothesis Hi7 that HR managers and non-managerial employees have
different perceptions of the importance of work values.

As the evidence has shown, HR managers tend to consider the Confucian
value “ordering relationships by status and observing this order” (e.g., employer
and employee) to be more important than do ordinary employees. This suggests
that the Confucian value emphasized on unequal relationship pairs may be
associated with job position. Given the moderately high Power Distance Index
scores, it seems likely that Taiwanese HR managers may consider themselves and
subordinates as existentially unequal and thus may tend to more appreciate special
privileges and status symbols than do ordinary employees.

In summary, the results of the present study showed that, compared to
Hofstede’s findings for Taiwan, Power Distance and Uncertainty Avoidance
dimensions have not changed dramatically since the 1970s. However, there has
been a significant shift in values from Collectivism to Individualism and from
Femininity to Masculiniiy. In particular, the findings give a considerable emphasis
upon self-actualization and recognition, job advancement, and high earnings, etc.,
which are the western work values commonly accepted in the USA and/or in UK.
This implies that there may have a cultural change or change of work-related
values of Taiwanese people within the society in the last two decades. The current
findings provide support for the argument that there is a need to ‘update’
Hofstede’s analysis for Taiwan on his key cultural dimensions.

Nonetheless, the traditional Chinese work values such as co-operation,
trust, harmony, industry, and perseverance, etc. have still been appreciated and

perceived as important by both Taiwanese HR managers and ordinary employees.




This may be a reflection of a continuing influence from the traditional Chinese
culture or Confucian ideology. The findings also support the views of a group of
researchers (Rokeach, 1979; Handy, 1993; Deresky, 1997) that work-related
values that individuals held would be influenced by organizational (in this case,
ownership pattern and company size) and demographic (respondents’ gender, age,
educational level, and job position/status) variables and therefore shouid take them

into consideration rather than simply ignore them,

Conclusions and Implications
The findings related to HRM and recruitment and selection as well as work-related
values of national culture enable the study to draw some appropriate conclusions

and establish the implications for both HRM theory and practice.

1. HRM and Recruitment and Selection

Strategic Approach to HRM

The resuits of the present survey showed that HR managers of the responding
firms in Taiwan generally felt that it is important to have HR managers on the
board participating in the development of corporate strategy and that it is important
to fully integrate the HRM policy with the corporate strategy. As is indicated in
Chapter 2, Sections 2.4 and 2.6, at the conceptual or theoretical level, HRM tends
to be seen as a strategic approach because it focuses on the importance of
‘strategic integration (or fit)’, where HR polices and practices are closely linked to
the strategic objectives of the firms (external integration/fit) and are coherent and

consistent among themselves (internal integration/fit) (Guest, 1989; Brewster and

Boumois, 1991; Storey, 1992; Armstrong, 1992; Legge, 1989, 1995).




According to Lengnick-Hall and Lengmick-Halil (1988), the integration of
HRM with business strategy has four advantages: (1) it provides a broader range of
solutions for solving complex organizational problems; (2) it ensures that human,
financial, and technological resources are given consideration in setting goals and
assessing implementation capabilities; (3) organizations explicitly consider the
individuals who comprise them and who implement polices, and it ensures that
human resource considerations contribute to, rather than are subordinate to,
strategic decisions. In response of Lengnick-Hall and Lengnick-Hall’s last point,
Legge (1995) also makes a similar comment that HRM policies should not
passively integrated with business strategy, in the sense of flowing from it, but
should be seen as an integral part of strategy, in the sense that they underlie and
facilitate the pursuit of a desired strategy.

This however seems to stand in opposition to the view generally held by a
group of researchers that HRM should in some sense ‘follow’ corporate or
business strategy (Devenna, et al., 1982, 1984; Ackermann, 1986; Miller, 1987).
For example, as Devenna et al. note, “... human resource management has been
largely missing from the general strategic management process...the critical
managerial task 1s to align the formal structure and the HR systems so that they
drive the strategic objectives of the organization” (1982: 47) (see the matching
model in Chapter 2, Section 2.6.4). Purcell and Ahlstrand (1994) also argue that
HRM policies are not developed and implemented independently of corporate
strategy. Rather, they constitute ‘third-order’ decisions that follow from decisions
on strategy (first-order) and structure (second-order), and should be closely linked
to them. This implies that HRM is the dependent variable and the corporate

strategy the independent variable in this relationship. The underlying assumption
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of this view is that HRM in some sense becomes strategic only when it follows
closely the corporate strategy.

However, in the context of the present findings and as far as ‘strategic
integration’ is concerned, it would appear that HR managers of the responding
firms in Taiwan would prefer or desire a tight fit between HRM policy and
corporate strategy, although this research is not able to produce empirical evidence

on the extent to which strategic integration taken place.

Responsibilities of Line Management
In the majority of the areas of HR activity included in the survey, HR managers
indicated that they shared responsibility with line management rather than having
sole responsibility. The area in which they seem to have the greater incidence of
sole responsibility being “health and safety”. Line involvement seems to be
stronger in the areas of “recruitment and selection”, “training and development”,
and “workforce expanston/reduction”. Line managers also appear to have a
particularly significant role in “final hiring decisions”. The findings to some extent
appear to be consistent with the point made by Armstrong (1992) who emphasizes
that the performance and delivery of HRM 1s a management responsibility, shared
among line (operational) managers and those responsible for running service or
staff (related) functions (see Chapter 2, Section 2.3.2).

The decentralization of responsibilities to the line has also been viewed by
a group of researchers (Krulis-Randa, 1990; Sisson, 1990; Kirkpatrick et al., 1992;
Armstrong, 1992; Legge, 1989, 1995) as one of the key characteristics of HRM

that differs from conventional personnel management (see Chapter 2, Sections 2.3

and 2.4). Given the results presented earlier, it could be argued that line managers
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in the survey firms indeed have some substantial responsibilities for HR issues,
particularly in the areas of recruitment and selection, training and deveiopment,

and workforce expansion/reduction.

Contnibutions of Personnel/HR Managers to the Organizations

The research results showed that around 73 per cent of the responding firms in
Taiwan have a Personnel/HR management department/manager to deal with
Personnel functions. However, only 33 per cent of the responding firms have a
written HRM policy, with 59 per cent of companies claiming to have an unwritten
HRM policy or have no HRM policy at all. The implication of the findings for
practice i1s that Personnel/HR managers who would like to make positive
contributions to their organizational performance could help to formulate written
HR policies and practices, according to their firms’ overall organizational
objectives and business plans.

However, in some cases, for example, in smaller firms, there may not be
much of a need for formalized and detailed HRM policies due to the simple nature
of tasks and limited organizational functions. But in large companies, there usually
involves high structuring of organizational activities and complex tasks, In order to
ensure the proper accomplishment of tasks, it may be important to establish formal
rules and procedures, as well as explicit HRM policies and practices, so that they

can be communicated to employees at all levels and followed by them.

The Proactive and Strategic Role of HR Managers
As the research evidence has shown, HR managers of the responding firms felt

that it is important to have HR managers on the board participating in the
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development of corporate strategy, and that it is important to fully integrate HRM
policy with corporate strategy. If HR managers in these responding firms would
like to pursue and achieve ‘strategic integration’, they may need to play a proactive
role by being members of the senior management team and by participating in the
development of corporate/business strategy. It has been suggested that, only by
being involved at this stage, HR managers would be in a much better position to
develop an effective HR strategy which could integrate with the business strategy
and to institute coherent and consistent HRM policies which could directly support

the achievement of strategic goals (Armstrong, 1992).

Recruitment Practices
The research results showed that internal recruitment methods such as “promotion-
from-within”, “transfers”, and “job rotations” are commonly used by the
responding firms in Taiwan. The implication for practice is that the good use of the
internal recruitment methods may not only motivate current Taiwanese employees
to perform better and increase their commitment toward the organization, but may
also improve their job security through upward or lateral career opportunities
(potentially desired HRM outcomes). Using internal personnel sources effectively
may also allow management to observe and assess the abilities of employees
accurately given the accrued knowledge gathered over the employment
relationship (Sparrow and Hiltrop, 1994) (see Chapter 3, Section 3.5.1).

Although the findings showed that “recruitment consultants” and
“executive search consultants” (the external recruitment methods) have not yet
been commonly used in Taiwan, a small number of the survey firms (including

local, Japanese-owned, and western-owned) are turning to such firms to look for
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potential candidates with specialist knowledge, technical, or managenal skills for
the most senior posts. As an HR manager/specialist, it may be important to bear in
mind that using a search firm to recruit a senior executive or a manager with rare
technical or managerial skills should be considered as important as planning the
career development of a company’s existing high-potential managers and should
be handled with the same careful planning and attention to detail (Adshead, 1990).
While the search firm ts assisting with recruitment, the HR manager may need to
retain responsibility and accountability for the overall success of the service. This
means that he or she should be able to act as the in-company project manager
monitoring and guiding the work of the consultant at every stage of the
assignment. The combination of a well-connected and professional search
consultant working closely with an involved and fully accountable company HR
manager may minimize the risk of failure and achieve the desired results

(Adshead, 1990).

Selection Practices

Among the selection techniques, the research evidence showed that “application
forms”, “knowledge or skill tests”, and “one-to-one and panel interviews” appear
to be used most frequently by the survey firms in Taiwan, “Psychometric tests” and
“assessment centres” seem to be used least. This may be because such western-
ortented selection instruments are still new to local Taiwanese firms and hence
may not be used as widely in Taiwan as in the USA and/or in Europe. It should be
noted that although the use of a psychological or psychometric test may have a
positive effect on an organizational effectiveness (e.g., reduce employee turnover

rates), this technique can be quite costly if the organization (e.g., small firm) does
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not have trained and qualified staff and require the help of professional
psychologists from outside of the firm to administer and interpret the test results.

Personnel/HR managers should recognize that the types of selection
technique they utilized to select the right employees for the jobs are critical to their
firms’ success. Because the misuse of any kinds of instrument may be costly to the
organization and may also consequently be demoralizing to the employee who may
find himself or herself in the wrong job and de-motivating to the rest of the
workforce (undesired HRM outcomes) (see Chapter 3, Section 3.10). Further,
when making the final hining or selection decisions, HR managers/specialists in
Taiwan should look for potential candidates whose qualifications, characteristics,
and work-related values and attitudes most closely conform to the requirements of
the open positions and who can fit well with the organization’s current needs and
culture, and can effectively carry out required tasks and collaborate well with other
colleagues.

On the whole, HR managers/specialists need to ensure that the type of
recruitment and selection practices they adopted is coherent and consistent with
their firms’ business strategies and with other associated functions of HRM such
as HR planning, training and development, pay and benefits, etc.. In other words,
recruitment and selection need to be considered as an integrated process rather
than a marginal, ad hoc activity. Since recruitment and selection are the first stages
of a dialogue between applicants and the organization that form the employment
relationship, HR managers/specialists in Taiwan may need to realize the
importance of the formation of expectations during the recruitment and selection

processes. If they fail to do so, it may result in the loss of high quality applicants

and set the initial level of the employment relationship at such a low level as to




make the achievement of potentially desired HRM outcomes (e.g., increasing

employee performance and commitment, etc.) most difficult (Gold, 1994).

2. Work-Related Values of National Culture

As is indicated in Chapter 7, Section 7.3.1, the index scores obtained in this study
showed that the culture of Taiwan now demonstrates moderately high ratings on
the Power Distance and Uncertainty Avoidance and high ratings on the
Individualism aﬁd Masculinity dimensions. This combination of scores has a
number of potentially important implications for motivation, job design, leadership
style, HRM, and recruitment and selection policies and practices, which are

discussed in the following.

Power Distance
Hofstede suggests that the Power Distance dimension has implications for
leadership style (see Chapter 4, Section 4.3). Given a moderately high Power
Distance Index score in Taiwan, it could be expected that most of the non-
managenal employees would prefer to work for managers with either a paternalist
or consultative type of leadership style. The results also showed that, in
subordinates’ eyes, most of their current superiors tend to adopt either a
consultative or paternalist type of leadership style.

The implication of the findings may be that, in the areas of recruiting and
hiring for a managerial position, the candidate who most closely matches the
paternalist or consultative type of leadership style should be selected and hired if

companies seek to match employee preference and management style. Moreover,

since the findings imply that Taiwanese employees tend to be motivated by seeking




self-actualization (given the high scores on Individualism and Masculinity indices),
managers who adopt a consultative or democratic leadership style might be more
willing to get them involved in making decisions about their own work and have
the responsibility to do so. Tayeb (1996) suggests that this type of management
style can allow employees further down the hierarchy to express their views and to
respond quickly to the events or react to customer needs if need be without having

to refer matters to the managers higher up.

Uncertainty Avoidance
Given the moderately high scores on Uncertainty Avoidance, it could be
anticipated that most of the non-managerial employees in Taiwan would have a
desire for long careers in the same business and regard “security of employment”
as an important work goal. The implication of the findings may be that HR
managers/specialists in Taiwan can put the focus on the internal labour market by
using “promotion-from-within”, the intemal recruiting method, more effectively to
increase employee job security. Examination of the findings from the two studies
suggests that the use of “promotion-from-within” appears to be consistent with the
wishes and values of employees, who have indicated in the study concerning
culture, that work-related values such as “opportunities for job advancement”,
“high earnings”, and “security of employment” are important to them.

Furthermore, to minimize uncertainty, ambiguity, and/or anxiety in the
moderately strong Uncertainty Avoidance work environment in Taiwan, there
should be an emphasis on experts and expertise, and organizations can establish a

formal organizational structure and detailed rules and procedures, which may

include the following activities:




» developing explicit employment or personnel/HR policies (in a written form),

«» designing job descriptions and specifications according to HR planning and job
analysis,

o establishing a set of explicit critenia for promotion, selection, and job
evaluation;

+ developing open communication channels, and

e clearly defining the authority and duty for every post within the organization so
that each individual can be rewarded in proportion to their contribution to the
organization.

Hwang (1990) and Chen (1995) suggest that only in an institutionalized
organization with a clear-cut organizational structure and with explicit regulations
and rules would professionals and ordinary employees be able to identify
themselves with the company and give their effort and creativity for the benefit not
just of themselves, but of the organization that employs them.

It should be noted that “the security of employment”, although considered
by Taiwanese employees as an important work goal, might be difficuit for them to
pursue particularly in today’s global marketplace where downsizing and insecurity

appear to have become commonplace.

Individualism vs. Collectivism and Femininity vs. Masculinity

The combination of the high Individualism and Masculinity Index scores indicates
that work-related values commonly accepted and prevalent in the USA, UK, and
Australia, etc. have been greatly emphasized and perceived as important by non-
managerial employees in Taiwan and this has a number of implications for

motivation, job design, HRM, and recruitment and selection policies and practices.
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For example, the research evidence showed that Taiwanese non-managerial
employees regard “get the recognition you deserve when you do a good job” as an
important work goal. The implication of this finding 1s that “performance” and
“technical competence” based promotion (currently considered by HR managers of
the responding firms as important) may be able to fulfil their wishes and values.
Furthermore, since employees found “challenging tasks” and “full use of their
skills and abilities” important, the internal recruitment methods such as “transfers”
and “job rotations” (currently used by the responding firms) might be able to meet
their needs and desires (Note: these work goals appear to be consistent with
Maslow’s (1943) notions of self-actualization and recognition which he suggests
are in some sense higher order needs in the context of his pyramid or hierarchy of
needs and its relevance for motivation and work design).

In addition, employees also felt that “opportunities for training” and “caring
and nurturing” are important to them. Under such circumstances, it may be more
advisable for HR managers/specialists in Taiwan to establish effective gducation
and training programmes to improve employees’ skills continuously, both to suit
their jobs and to fit the company’s future requirements. The provision of a
comprehensive career development system may also help employees to realize
their career goals. By providing a development path for everyone, organizations
may increase their chances of keeping their employees. In this research, HR
managers of the responding firms also felt that “training” is an important factor in
facilitating recruitment and considered “caring and nurturing” as an important
work value. This again appears to be consistent with the wishes and values of their

employees.
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Moreover, Taiwanese non-managerial employees tend to not only
appreciate the stereotypically males values such as “competitiveness” and “self-
advancement/initiative”, but also consider “have considerable freedom to adopt
your own approach” as an important work goal. The managerial implications of
these findings may include the following:
| management by objectives (MBOs) can be used to fulfil the wishes and values

of employees (see Chapter 9 for further details);

2 the notions of job enrichment (including job enlargement) can be applied by
organizations to meet employees’ personal work goals and to increase their
intrinsic satisfaction since this type of job design aims to give employees greater
autonomy, freedom, and authority over the planning, execution, and control of
their own work; and

3 to improve their commitment and job satisfaction, HR managers/specialists can
seek to provide them with monetary rewards or link their performance in some
way to the incentive-based payment systems.

It should be noted that these management theories, techniques, and HRM
practices that originated in the USA might work well or might prove to be
successful in American organizations. Yet their underlying assumptions and
prescriptions given certain sets of circumstances and values might not necessarily
be appropriate in a different cultural context (in this case Taiwan). However, these
management theories and practices could perhaps be appropriately applied or

adopted by these survey firms given the wishes and values expressed by their

current employees in this survey.




Traditional Chinese/Confucian Work-Related Values

In addition to the work values that are associated with the characteristics of
Individualism and Masculinity, Taiwanese non-managerial employees also
consider the traditional Chinese values such as “co-operation”, “harmony”, “trust”,
“industry”, and “perseverance” as important factors that may contribute to
organizational success. The implication of these findings may be that, when
making hiring/selection decisions, the applications’ traits, attitudes, and work-
related values may need to be taken into consideration. It may be important for HR
managers/specialists in Taiwan to ensure that the applicants’ overall qualifications
and charactenistics (including their work values and attitudes) can fit and/or are
compatible with the organization’s needs and prevailing culture, and that once they
are hired, they are able to effectively carry out required tasks and collaborate well
with their colleagues.

On the whole, since work-related goals such as self-actualization, high
earnings, and job advancement, etc. have been greatly emphasized by Taiwanese
employees, it may Be important for HR managers/specialists to be aware of these
values so that they could design forms and systems of work and develop a set of
HRM policies and practices which could be consistent with or could meet the
wishes and values of their current employees. Moreover, HR managers in Taiwan
could design jobs to give employees more say in their working lives and create a
climate in which employees are able to take responsibility for their own work. Also
constantly assessing and re-assessing their performance and development along
their career paths and frequently linking this to rewards may be able to increase

their motivation, job satisfaction, and operational effectiveness. This may not be
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easy and is often time-consuming. Expenditure on getting these polices and
approaches right should be seen as an investment rather than merely a cost. After
all, success not only depends primarily on the size of the budget, the intrinsic
worth of the products, and the supporting technologies, but also depends on their
employees’ work attitudes and values, competencies, and skills. Their commitment

and trust may be critical to the long-term success of the businesses (Gratton, 1997).

3. Developing a Framework for Examining HRM in Organizations in Taiwan

The conclusions and implications above enable the study to develop a revised
framework for examining HRM in organizations in Taiwan. As is shown in Figure
8, this framework, the main contribution of the study, has a number of significant
features, which are highlighted in the following paragraphs.

The first feature is that this framework is partially based on empirical
evidence, and most of the models of HRM examined in Chapter 2, Section 2.6
were not. The second feature is that, at the macro-level outer context, Figure 8
takes into account the current external environmental contexts of organizations in
Taiwan (see Chapter 1). The third distinctive feature of Figure 8 is that, unlike the
Harvard model, Guest model, the matching model, and the European model, the
framework in Figure 8 incorporates the composition of the workforce (gender, age,
and educational level of non-managenal employees) as part of the micro-level
inner context. The research results indicated that gender, age, and educational level
are the factors that influence attitudes on the part of employees, besides 1inn size
and ownership pattern (see Chapter 7, Section 7.3.4).

The fourth feature, perhaps the most striking one, is that unlike any models

of HRM exhibited in Chapter 2, Section 2.6, Figure 8 encompasses the work-




related values of Taiwanese non-managerial employees as part of the internal
environment, for example, employees’ attitudes towards leadership style
(paternalist or consultative), security, challenge, recognition, and earnings, as well
as their attitudes towards traditional Chinese/Confucian work values such as
harmony, industry, and perseverance, etc.. This framework acknowledges that the
values and wishes expressed by the current employees in this survey may pose
some important influences and/or constraints upon an organization’s HRM
policies and practices and may also have some potentially important implications
for recruitment and selection practices. For example, employees’ emphasis on
“security of employment”, “job advancement”, “high earnings”, “challenging
tasks”, “full use of skills and abilities”, and “job recognition” imply that the
organizations’ focus on the internal labour market and their effective use of
“promotion-from-within”, “transfers”, and “job rotations” (the in-group
recruitment practices) and “performance” and “competence” based promotion may
be able to fulfil the wishes and values of their current employees. Although the
Harvard model also includes employees as stakeholders, it does not seem to take
their work values and attitudes into consideration.

The fifth feature of Figure 8 is that, given the combination of the
moderately high scores on the Power Distance and Uncertainty Avoidance
dimensions, an appropriate organizational structure for firms in Taiwan would
appear to be the ‘pyramid of people’. This implicit form of organization, as
Hofstede points out, illustrates a moderately centralized decision-making,
moderately high degree of acceptance of inequality and hierarchy with a desire for
order, security, rules and regulations, and expert advice (see Chapter 4, Section

4.3.5). In addition, the ‘family’ form is also common among organizations in
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Taiwan because the empirical evidence showed that most of the responding firms
are family-owned businesses and are small to medium in size (see Chapter 6,
Section 6.2). Other previous studies (Whitley, 1990; Hwang, 1990; Chen, 1995)
also showed that the authoritarian or paternalist type of leadership style tends to be
adopted most by the owners or managers of family firms. In smaller companies,
there usually lacks of formal rules and procedures and impersonal written
communications due to the simple nature of tasks or hmited organizational
functions (see Chapter 1, Section 1.7). This, in some respect, may be consistent
with organizations’ ‘high context culture’ as Hall and Hall (1990, 1995) suggest;
and this form of organization may be more consistent with Hofstede’s ‘family’
model (see Chapter 4, Section 4.3.5).

As far as the organization is concemed and given the present findings that
emphasize strategic integration, a range of HRM policies/activities outlined in
Figure 8 are placed closely with corporate strategy. These HRM policies/activities
were identified on the basis of the current findings. Like the Harvard model, Guest
model, the European model, and Hendry and Pettigrew’s model, Figure 8 also
incorporates the assumption that HRM policies/activities should be designed to
achieve certain desired HR and organizational outcomes. Except ‘strategic
integration’, the present study is not able to specify what these desirable outcomes
are because of the lack of empirical evidence. However, this could be pursued in
further research.

The last feature which is worth mentioning 1s that Figure 8 provides a dual-
way feedback loop to each and between the components. “¢»>” indicates a

continuously interactive flow of communications, planning, adjustments, and/or
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evaluations. This dual-way feedback loop seems to be neglected in those models of
HRM examined in Chapter 2, Section 2.6.

As 1s indicated in Chapter 1, Section 1.6, a number of relevant studies on
HRM practices among employing organizations in Taiwan have been conducted
by a group of researchers (Yeh, 1991; Chu, 1990; He, 1993; Chin, 1993, Kao,
1993; Hsu, 1993; Tsai, 1995; Huang, 1997, Lin, 1997). However, none of these
Taiwanese researchers who carried out the research have actually developed an
analytical framework of HRM to facilitate our understanding of the concept of
HRM in the Taiwan context. They seem to adopt the western models of HRM
without critical evaluation of their suitability or transferability. The framework in
Figure 8, the contribution of the study, could be used as a base for a more
comprehensive study of HRM in Taiwan and for further international and

comparative studies.

4. Limitations of the Study and Directions for Future Research

It should be noted that the current study was centred on in-depth manufacturing
industry analysis. Therefore, the findings related to HRM, recruitment and
selection, as well as work-related values of national culture should not be
generalized to outside the manufacturing sector covered in this study. However,
future study of HRM policies and practices could be extended to cross-industry
(e.g., public vs. private sectors or manufacturing vs. service sectors) and cross-
national (e.g., Taiwan and USA, or Taiwan and UK) comparisons. Also, the
comparisons of the work-related values of matched respondents from different

national cultural contexts could be conducted in future research.
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This study has established some of the implications of work-related values
for HRM policies and practices in Taiwan. However, the current study is not able
to provide empirical evidence concerning whether these value based dimensions of
national culture have direct and significant impacts/effects upon the policies and
practices actually pursued by organizations. In future research, areas such as the
relationships between the cultural dimensions and HRM polictes and practices

could be examined.

Structure of the Study
As Figure | illustrates, the structure of this research s categorized into nine
chapters.

The introductory chapter provides a summary of the thesis, which basically
covers the following areas: theoretical issues and research hypotheses,
methodology, results, findings, and conclusions and implications.

Chapter One introduces the context of Taiwan including the recent
economic rdevelopment, employment conditions, labour law and regulations,
education and training systems, human resource management in Taiwan, as well as
the influences of Confucianism and family-based culture.

Chapter Two reviews the existing literature on human resource
management. This chapter describes the reasons for the emergence of human
resource management, examines the definitions, philosophies, and characteristics
of HRM, highlights the debate concerning whether HRM is significantly different
from personnel management, introduces the HRM activities and the role of HR
managers/specialists, evaluates the strengths and weakness of the theoretical and

analytical models of HRM and strategic HRM, and discusses the inherent
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contradictions in HRM. This chapter is concluded with the development of a
framework for analyzing HRM issues in Taiwan from a synthesis of the literature
highlighted in this chapter and Chapter 1.

Chapter Three presents an overview of recruitment and selection policies
and practices, which begins with the reasons for the growing importance of
recruitment and selection to an organization, and then examines definitions,
responsibilities, and purposes of recruitment, discusses external environment of
recruitment and the recruitment process, identifies methods used in internal and
external recruitment, examines the nature of selection, selection responsibilities,
and the selection process, and ends with the selection techniques/instruments.

Chapter Four discusses the work-related values of national culture. This
chapter first examines the relationship between management and national culture,
then highlights some major debates on the concept of culture, and examines
Hofstede’s key value dimensions of national culture and other researchers’ work
on national cultural differences.

Chapter Five presents the research methodology. According to the existing
literature and recent comparative studies that related to HRM, recruitment and
selection, and work-related values of national culture, the research issues and
hypotheses are discussed and developed, followed by the methods used for data
collection, questionnaire design, validity and rehability tests, sampling techniques,
and choices of statistical techniques.

Chapter Six presents the general findings resulting from the initial analysis
of the questionnaires concerned with HRM and recruitment and selection, reports

the empirical results through a statistical analysis, and draws some appropnate

discussions which highlight the major findings of this chapter.




Chapter Seven presents response rate and reliability analysis of
questionnaire survey, reports the empirical results in relation to work-related
values of national culture, and draws some appropriate discussions which highlight
the major findings of this chapter.

Chapter Eight draws some appropriate conclusions with respect to the
implications of this research and in particular the findings reported in the
preceding chapters for both the theory of HRM and HRM policies and practices in
Taiwan. These findings and conclusions enable the development of a revised
framework for examining HRM in organizations in Taiwan. Finally, the limitations
of the study and directions for future research are identified.

Chapter Nine draws conclusions from the study of work-related values of
national culture, which covers the two sections. The first section discusses the
implications of the survey findings for leadership style, motivation, job design,

HRM, and recruitment and selection policies and practices. The second section

identifies the limitations of the study and proposes avenues for future research.







Chafater 1 The Context of Taiwan

1.1. Background of Taiwan

The Republic of China (ROC), normally named Taiwan, ts an island and
situated in the western Pacific Ocean about 100 miles from the south-eastern coast
of the Chinese mainland. Located about midway between Korea and Japan to the
north and Hong Kong and the Philippines to the south, Taiwan 1s a natural
gateway for travellers to and within Asia. Within an area of 14,000 square miles,
Taiwan is slightly bigger than Belgium, but smaller than the Netherlands. Roughly
similar in shape to a tobacco leaf, the island is 245 miles long and 89.5 miles wide
at its broadest point. At the end of 1996, Taiwan’s population exceeded 21 million,
which makes the island one of the highest population densities in the world.
Except for the approximately 350,000 aborigines, the people of Taiwan onginate
from the Chinese mainland, most from the coastal provinces of Fukien and
Kwangtung.

The island 1s not rich in natural resources. There are small amounts of gold,
éopper, petroleum, natural gas, and coal, but none of the them 1s sufficient to meet
domestic demands. Although three-fifths of Taiwan is covered by forests, timber
resources are limited owing to strict conservation policies, poor accessibility,
infertor quality, and under-stocking. As a consequence, Taiwan’s economy is more
dependent than most on imports. In fact, almost all of the raw materials needed for
manufacturing and energy generation need to come from abroad, a reality that has

helped spur the development of the island’s export-led economy.
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1.2. Current Economic Development

From out of the remnants of the rural economy that were left after World
War I1, Taiwan has gradually transformed and grown strong, and has now entered
the stage of a technology-oriented industrialized society. On this island with its
shortage of natural resources and its poor conditions for economic development,
Taiwan has depended primarily on the diligent efforts, thrift, savings, and hard
work of its people who have struggled together to keep incomes growing and
living standards continuously rising (which is consistent with the traditional
Chinese culture, see Chapter 4, Section 4.4.2). Over the last 40 years, the scale of
Taiwan’s economy has expanded (in terms of growth and output) and its level has
been upgraded constantly;, the industrial structure has been adjusted repeatedly
with top priority given to technology, the foreign exchange reserves have
continued rising to new heights and are today among the largest in the world.

The extent of the island’s achievements is apparent in its economic and
trade statistics. For example, in 1986, the nation’s total export value was US$39
billion. In 1996, the figure had soared to US$116 billion. With rapid growth of
exports, the nation’s import capacity was strengthened too. The import value rose
from US$24 billion in 1986 to US$101 billion in 1992. The total trade volume in
1996 was US3$217.3 billion, ranking Taiwan the 14th trading power in the world.
Furthermore, the GNP (Gross National Product) per capita rose from US$3,999 in
1986 to US$12,872 in 1996. The foreign exchange reserves also rose from US$46
billion in 1986 to US$88 billion in 1996. Although Taiwan’s economic growth
rate had dropped from 7.6 per cent in 1991 to 5.7 per cent in 1996 due to global

recession, the industrial production index and agricultural production index still
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increased to 22.5 per cent and 4.3 per cent respectively since 1991 (Manpower
Indicators, Manpower Planning Department Council For Economic Planning and
Development, May 1997).

The domestic distribution of GNP has undergone considerable changes and
the economic structure has transformed from traditional agricultural sector to
industrial and service sectors over the last four decades. Between 1951, 1972, and
1995, agriculture’s share of GNP fell from 32.2 per cent to 12.2 per cent, and to
just 3.5 per cent. The industry’s share of GNP rose from 21.3 per cent in 1951 to
41.7 per cent in 1972, however, declined to 36.3 per cent in 1995. The service’s
share of GNP rose from 46.5 per cent in 1951, 48.1 per cent in 1972, and to 60.2
per cent in 1995. The structure of export industries has also undergone substantial
changes. Exports were concentrated primarily on agricultural products gnd
processed agricultural products in the past, accounting for 91.9 per cent of total
outward shipments in 1952. These categories still accounted for more than 50 per
cent of total exports in 1965, but by 1995 their ratio had dropped to just 3.8 per
cent (Current Status of Economic Development, 1995).

Taiwan’s economic success also heavily relied upon exports particularly in
the auto parts & motorcycles, bicycles & parts, gifts & stationery, hardware &
furniture, information products, jewellery & timepiece, machinery, medical
equipment, sporting goods, and textiles and garments, etc.. However, the ensuing
appreciation of the New Taiwan dollar after 1987 and increased wages and land
prices gradually eroded the competitiveness of Taiwan’s labour-intensive
industries relative to those of a number of Southeast Asian economies, as well as

Mainland China. Traditional labour-intensive industries (e.g., footwear, textiles

" and garments, giftware, hand tools, etc.) are now being phased out or transferred




offshore. Industrial growth is now concentrated 1n capital and technology-intensive
industries such as petrochemicals, computers, electronic components, and
consumer goods industries. Exports accounted for 43.5 per cent of GDP (Gross
Domestic Product) in 1995. The ratio of heavy chemical and technology-intensive
industries in the total production value of all manufacturing industries has
increased steadily, rising from 56.54 per cent to 73.26 per cent, a growth of 29.6
percentage points for the period of 1982 to 1995 (Current Status of Economic
Development, 1995).

The development of the information industry (e.g., computers and
telecommunications, etc.) has been especially striking. In 1996, Taiwan still
retained its position as the world’s third largest producer of information with total
output of computer and information hardware reaching US$24.17 billion for an
increase of 28.1 per cent over the previous year. Monitors continued to be the
largest contributor to the industry’s performance. Sound cards, CD-ROM drives,
notebook PCs, and desktop scanners are also the fastest growing product lines. As
a result of this success, Taiwan has become a leading supplier for the entire global
information technology industry in areas ranging from manufacturing and R&D to
key components. For example, Taiwan is currently the largest overseas
procurement site for Compaq, the world’s largest personal computer company. It
purchased US$3 billion worth of computer products in 1996 and expect to spend
some US$4 billion in 1997, primarily on such items as PCs and semiconductors
(Doing Business with Taiwan, ROC, China External Trade Development Council,
1996).

Foreign investment, in a variety of forms and from different sources, has

played an important role in Taiwan’s economic development. Japanese firms




invested in Taiwan during its colonization which ended with WWII. During the
1950s, the chief source of capital inflow was concessional aid from the U.S.. In the
1960s, foreign investment, principally from the U.S. and Japan, played a role in the
shift to labour-intensive export manufacturing. Foreign investment surged during
the 1980s, reflecting new investor confidence following the ending of martial law
in 1987, expectation of further appreciation of the New Taiwan dollar and the
partial lifting of exchange controls. Overseas Chinese accounted for approximately
30 per cent of foreign direct investment in Taiwan in the 1960s and 1970s, but this
dropped to an average of ten per cent during the 1980s. Japan is the leading non-
Chinese investor in Taiwan, accounting for approximately 30 per cent of total
stock of inward foreign direct investment up to 1990, compared with 28 per cent
for the U.S. and nine percent for the EU states. Inward FDI flows have been
heavily concentrated in the manufacturing (such as chemicals, electronics, and
electrical apphances, etc.) and service sectors although the figure has declined
from 85 per cent to 66 per cent. This has been offset by an increase in the share of
Taiwan’s outward investment that has been going to the tertiary sector (World
Investment Directory, 1992, Volume I Asia and the Pacific, 1992) (Note:
according to the 1995 Investment Commission, Ministry of Economic Affairs, in
the year of 1995, of the 389 private-sector foreign investment in Taiwan, 57 were
overseas Chinese and 332 were foreign nationals (117 were Japanese, 66 were

American, 43 were European, and 106 were others)).

1.3. Employment Conditions
In 1996, more than half of the employees in Taiwan were engaged in such

service sectors as banking, insurance, retailing, consulting, fast foods, and legal
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work, etc., representing 52.4 per cent of the total labour force, only 37.5 per cent
and 10.1 per cent engaged in the industrial and agricultural sectors respectively.
According to the 1997 monthly bulletin of statistics provided by the Directorate-
General of Budget, Accounting and Statistics (DGBAS) in April, 1997, the
average monthly turnover rate in 1996 was a record low of 2.54 per cent, the most
stable ever in recent years. The service sector turnover rate was 2.2 per cent in
February, 1997, shghtly lower than the 2.3 per cent in the industrial sector.
Taiwan’s unemployment rate 1s moderate by international standards and seems to
be lower than average rate for industrialized countries (e.g., USA, and UK,
Germany, etc.). Between 1988 to 1995, the levels of unemployment in Taiwan
were kept under 2 per cent. However, in 1996, economic growth was dropped and
unemployment rising to a seven-year high of 2.6 per cent at the year end, with
242,000 people unemployed. The total labour participation rate dropped from 60.4
per cent in 1986 to 58.4 per cent in 1996, the male participation rate also
substantially decreased from 75.2 in 1986 to per cent to 71.1 per cent in 1996,
However, female participation in the labour force was 45.3 per cent on average
between 1986 and 1996. In terms of age group, the labour participation rate of
youths between the ages of 15 and 24 and people between 55 and 64 and people
aged 65 above have dropped by 2.1, 0.8, and 0.8 per cent respectively, as
compared to 1995. However, the labour participation rate for people between 25
and 44 and for people between 45 and 52 have risen by 0.7 per cent and 0.2 per
cent respectively. During economic slow-downs, workers may be more conceined
to secure their current post and not risk a job switch.

In addition, the makeup of the labour force also changed in 1996. Since

1986, the percentage of female and male employees in the workforce with only

33




junior high and lower levels of education has decreased, while the percentage of
female and male employees with at least a senior high school, junior college, or
university/postgraduate school education has continued to rise, representing 23.3

per cent and 33.1 of the workforce respectively in 1996

1.4. Labour Law and Regulations

Accompanying the development and progress of the economy and society,
the welfare of workers has also continuously improved accordingly. The
government of Taiwan has enacted labour legislation designed to provide for the
welfare of workers and maintain good employee relations. This legislation
primarily deals with areas such as working condition, working hours, wages, equal
employment, collective bargaining, occupational safety, health matters, settlement
of labour disputes, labour insurance, as well as welfare funds.

The Labour Standards Law (LSL), first enacted in 1984, primanly covers
eight categories of workers: workers in the agriculture, forestry, and fishery
sectors; workers engaged in mining and quarrying; construction workers;, workers
in the manufacturing sector; workers in the public utilities sector; workers engaged
in transportation, storage, and communication services,; workers in the mass
communications field, ar;d other occupations designated by the central
government.

Under the LSL, work hours are normally set at eight hours per day and 48
hours a week. For overtime work of two hours or less, workers are paid a premium
of at least one-third of the regular hourly wage and a premium of two-thirds of the

regular hourly wage for all overtime exceeding two hours. Workers included under

the LSL should receive at least one day’s rest every seven days, and leave on




national hohidays, Labour Day, and other holidays announced by the government.
An employee in Taiwan may voluntarily retire at age 55 after 15 years of service or
at any time after 25 years of service. Compulsory retirement cannot be effected
unless the employee has reached 60 years of age or is unable to perform a job due
to mental or physical disability (Council of Labour Affairs, Executive Yuan,
1995).

The Statute for Employees’ Welfare Fund provides that any business with
50 or more workers is required to set up an Employees’ Welfare Fund. Employers
are also required to contribute an amount equalling from one per cent to five per
cent of the company’s paid-in capital, plus from 0.05 per cent to 0.15 per cent of
monthly operating revenue and 20 per cent to 40 per cent of proceeds derived from
the sale of waste materials. Employees themselves should contribute 0.05 per cent
of their monthly salaries, with said payments being withheld from salanes or
wages by the employer (Council of Labour Affairs, Executive Yuan, 1995).

Moreover, the comprehensive Law Governing Safety and Sanitation of
Workers 1s also enacted to protect the interests of employees in Taiwan, for
example, preventing occupational accidents, ensuring safety in the workplace, and
protecting the health of workers. Almost all employees in Taiwan are also
protected by a labour insurance programme that includes such areas as maternity,
injury or sickness, medical-disability, old-age, and death benefits. Under the
provisions of this labour-insurance programme, any establishment employing five
or more workers should enter into labour insurance contracts with the Labour

Insurance Bureau for each employee over age 15 and below age 60 (Council of

Labour Affairs, Executive Yuan, 1995).




As the Labour Standards Law 1s relatively new, it may not be surprising
that both management and labour have been critical of certain of its provisions. In
order to respond to such criticisms and maximize the effectiveness of the law, the
Council of Labour Affairs (CLA), established in 1987 to deal with labour issues,
has proposed a number of changes that are intended to remove existing
ambiguities and reconcile the differing opinions of labour and management. These
changes, which have already been approved by the executive branch of the
government and await enactment into law by the legislative branch, include
modifications affecting the payment of retirement or severance pay defined in the
existing Labour Standards Law to employees for services rendered in the years
prior to the law’s enactment, and new provisions covering pensions. Still other of
the proposed revisions deal with the degree of flexibility accorded management in
setting work hours, the apportionment of overtime work, and national-holiday
work arrangements for workers in special lines. Although the impact of these and
other revisions currently being deliberated may be difficult to predict, the general
consensus among knowledgeable observers 1s that the changes will help make the
Labour Standards Law more realistic and effective in the long run. The Council of
Labour Affairs indicates that if these revisions are approved by the legislative
branch, effects may also be made to extend the Labour Standards Law to cover
those in such fields as commerce, finance, insurance, real estate, and social,

business, and individual services.

1.5. Education and Training Systems
As is indicated in Chapter 4, Section 4.4.4, education has long played a

highly important role in the Confucian tradition. The Taiwanese are famous as
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placing considerable emphasis on education, and the educational system is
uniform, highly regulated and competitive. Educational attainment plays a
considerable role in determining a person’s employment opportunities and long-
term career. Today, children on the island receive nine years of compulsory
education, running from primary (six years) through junior high school (three
years). Following this period of compulsory training, students may enter either a
three-year sentor high school, or a three-year vocational school, or a five-year
junior college depending upon their individual interests and success in highly
competitive entrance examinations. After graduation from senior high school,
students need to pass an entrance examination to secure admission to universities
or colleges that make up Taiwan’s higher educational system. Postgraduate
schools on the island also award numerous advanced degrees in a wide range of
disciplines. At the same time, many Taiwan university and college graduates
pursue advanced degrees either in Taiwan or abroad.

Over the last ten years, individuals who graduated from the island’s
institutions of higher education have dramatically increased. For example, between
1986 and 1996, the number of students who received Ph.D., Masters, and First
degrees and diploma from junior college rose from 161; 3,800, 38,625, and 54,703
to 1,053; 12,649, 70,702; and 105,113 respectively (Manpower Indicators, 1997).
As a consequence, many employees in both multinational and major domestic
firms are college graduates while mid- and top-level managers have had at least
some experience abroad, are proficient in English and familiar with Western
management techniques (e.g., HRM) (National Youth Commission, ROC, 1997).

Taiwan’s extensive system of vocational-technical education is primarity

responsible for the high quality of its blue-collar workforce. Over the years, the
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government has maintained a consistent policy aimed at helping those who plan to
enter vocational fields to develop all of their talents and maximize their potential.
Most significant in this respect was a six-point plan instituted by the Ministry of
Education in 1973. This plan was designed to meet the nation’s needs for skilled
industrial workers and included provisions for the establishment of a 40:60 ratio
between senior high schools and vocational schools. The 1997 Manpower
Indicators reyeal that, between 1986 and 1996, the number of students graduated
from vocational school has increased from 121,300 to 157,456, accounting for
25.5 per cent of the labour force in 1996.

In addition, the government has either established or is subsidizing eleven
public vocational training centres capable of providing training to nearly 10,000
individuals per year. In 1996, of 24,567 individuals trained by public vocational
training institutes, 6,460 were metal fabricators and machine shop workers, 6,212
were electrical and electronic workers, 3,637 were clerical and related workers,
and 2,594 were service workers (Manpower Indicators, 1997). Institutions oriented
toward general education are also doing everything possible to keep abreast of new
developments in occupational and vocational training, career counselling and adult
education while technical and vocational institutes are becoming much more
responsive to the needs of industry and the accelerating pace of technological
change. These and various other initiatives designed to improve the quality of
workers are paying off for the ROC. Moreover, the emphasis on continued training
has been at least partially responsible for the istand’s enviable gains in industrial
capacity. Nevertheless, the percentage of people employed in the manufacturing

sector is expected to decline and the percentage of people in the service sector is

expected to increase in the future. For example, in 1996, while only 26.7 per cent




of the island’s total working population is employed in the manufacturing sector,
52.4 per cent of the labour force is employed in the service sector and this figure
may continue to rise.

Moreover, the growing number of Taiwanese nationals returning to the
island after receiving advanced degrees overseas is enhancing the quality of the
white-collar workforce. For example, between 1990 and 1994, people who
returned from abroad and employed in industry and commerce increased from 855
to 1,317, and the number of people teaching in universities/colleges and secondary
schools has also increased, rising from 691 and 14 in 1990 to 781 and 33 in 1994
respectively. These individuals are helping to keep Taiwan abreast of the latest
developments abroad, as well as adding to the pool of scientific and managenial
(e.g., HRM) talent available to academia and domestic and foreign firms on the

island.

1.6. Human Resource Management in Taiwan

According to China External Trade Development Council (1997), n
another relatively recent trend sizeable numbers of professionals with advanced
degrees and extensive work experience abroad (e.g., USA) have also returned to
take advantage of the employment and investment opportunities that have emerged
as a result of Taiwan’s burgeoning economic development. Many have established
their own firms (e.g., Acer computer company) in places such as the Hsinchu
Science-based Industrial Park, where thev have been able to develop a wide variety
of successful high-tech business lines. There 1s some evidence (Yeh, 1991; Kao,
1993; Hsu, 1993; Huang, 1997) that these younger generations of Taiwanese

entrepreneurs, who have absorbed western values and ideas and management
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practices and techniques, have incorporated some HRM issues into the
management of the employment relationship to improve their businesses and their
success in managing human resources has become the living example for other
enterprises in Taiwan. Employees in these organizations (e.g., Acer, Sampo, Cal-
Comp, Tay-shan, San-fu, San-Yan, and Ta-Tung, etc.) have been encouraged to
own shares of company stock. There is strong emphasis on integration of
professional management into a family-owned business, focus on employees’
education, learning, and training and development, and reliance on teamworking,
decentralized decision-making, and financial rewards, etc..

The wide application of HRM practices in Taiwan can also be seen in a
number of recent studies conducted by researchers such as Chu (1990), He (1993),
Chin (1993), Tsai (1995), and (Lin, 1997). According to their research among the
employing organizations in Taiwan, a range of HRM policies and practices such as
HR planning, recruitment and selection, training and development, pay and
benefits, and health and safety were generally considered by their respondents (HR
managers/specialists) as important; and most of their survey firms had pursued
these practices to varying degrees. Their research results also indicate that there 1s
a general desire among HR specialists that HRM policies are integrated with
corporate strategies and that HRM issues should be involved in decision making at
board level. In addition, there was wide recognition among chief executives or
senior managers in their survey firms that employees are the unique resource that
can create value from other resources and that their commitment, creativity, and
skills can generate a sustained competitive advantage to ensure organizational
success (in terms of survival in a competitive and dynamic business environment).

On the whole, their survey firms’ emphasis upon these HRM practices seem to be

60




consistent with the findings of HRM and recruitment and selection derived in this
research (see Chapter 6) and accord with the implications of cultural findings for

HRM policies and practices (see Chapter 9, Section 9.1).

1.7. The Influence of Confucianism and Family-Based Culture

The concept of Confucianism has been deeply rooted in the Taiwanese
society. It not only influences the values and attitudes of the general public but also
has some significant effects on organizations. At the firm (micro) level, these
effects are reflected in an organization’s size, form and/structure, ownership
pattern, leadership style, decision making, as well as personnel/HR practices (see
Chapter 4, Section 4.4.2). Under the profound influences of Confucian ideology,
the majority of the Taiwanese enterprises are family-owned businesses and most of
them are small to medium in size (see Chapter 6, Section 6.2). The owners of
family-owned companies and their managers tend to assume an authorntarian or
paternalist type of leadership style; and the delegation of power and responsibility
is relatively limited. Superior-subordinate relations seem to be characterized by
distrust and limited communication (Whitley, 1990). In the areas of recruiting and
hiring, there seems to be a preference for hiring core family members, relatives,
and close friends (in-groups) for senior posts. Except for family members and
those very close to the owner, non-family employees (e.g., middle or lower level
managers and ordinary employees) tend to find it difficult to identify themselves
with the organization because they feel as if they are outsiders; ana thcir

professional talents are often repressed with little opportunities for job

advancement and promotion.




Since a business owner regards his business as the private property of the
core family, the business plan tends to be treated as an affair internal to the family.
Non-family employees are rarely given the opportunities to participate in the
deciston-making process. With the control of information, the subordinates may
have to ask their superiors for instructions (Hwang, 1990, Chen, 1995). This may
discourage the development of initiative among non-family employees and
suppress them from displaying their creativity and talents. Partly as a result, it can
be expected that the organization and its employees have a short-term perspective.
The ordinary employees tend to join the company as a step in their career
development ladder and leave the company when better prospects beckon
elsewhere. The company hires and fires employees at will and recruit them in order
to fill specified skill slots.

Furthermore, due to the lack of organization structure and written rules
(e.g., employment policies), the authority and duty of every post in the smaller
family firms are usually not clearly defined; and there is no clear criteria on
employee performance. In order to reduce unpredictability or uncertainties, some
employees may tend to spend a great deal of time socializing with their superiors
and developing their connections in the organization (Note: good connections tend
to be considered as important stepping stones to personal achievement (Chen,
1995)). Thus, it can be expected that personal relationship usually prevails over the
task.

However, with the continuing pressure of industrial upgrading, many
younger generations of Taiwanese entrepreneurs in family-owned companies have
seen some of the traditional Chinese management as obstacles and in some way

would hinder their adaptation to modermization. In recognition of this problem, a




growing number of Taiwanese entrepreneurs, who have been aware of and
influenced by western or modern management theories, philosophies, and
techniques, have adopted these management practices (e.g., developing more open
communication channels, nurturing employee creativity, encouraging
professionalization of the organization, focusing on decentralized decision-
making, education and training, and financial rewards, etc.) to varying degrees to
improve both their businesses and their employees’ performance. The evidence of
their adoption of those management practices has been illustrated in the earlier

section and Chapter 4, Section 4.4.5.

1.8. Summary

This chapter primarily introduces the background of Taiwan, the recent
economic development, employment conditions, labour law and regulations,
education and training systems, human resource management in Taiwan, as well as
the influence of Confucianism and family-based culture. A review of literature on
humnan resource management, recruitment and selection, and work-related values

of national culture will be discussed respectively in Chapters 2, 3, and 4.




Chapter 2  The Concept of Human Resource Management

2.0. Introduction

This chapter presents a review of the literature on human resource management
(HRM) and 1s broadly divided into nine sections. This chapter firstly provides the
reasons for the emergence of HRM in the United States and Britain, and then examines
the definitions and philosophies and characteristics of HRM, highlights the debate
concerning whether HRM is significantly different from personnel management,
introduces the HRM activities and the role of HR managers/specialists, evaluates the
strengths and weaknesses of the theoretical and analytical models of HRM and
strategic HRM, discusses the inherent contradictions in HRM, from a synthesis of the
literature, proposes an appropriate framework for analyzing HRM issues in Taiwan,
and finally draws some conclusions.

The pnimary objectives of this chapter are:
1 to undertake a review of the literature on HRM and develop an appropriate

framework for analyzing HRM issues in Taiwan.

2 to provide a base for identifying the issues and facilitating the development of

appropniate hypotheses, which are discussed in Chapter 5, Section 5.1.2.

2.1. Reasons for the Emergence of HRM

Human resource management is concerned with the ‘people’ dimension in
management. There is growing recognition among top executives that organizations
can survive and prosper in a fast changing, dynamic, and competitive environment only
if they obtain, retain, and develop the quantity and quality of human resources they

need (Decenzo and Robbins, 1996). Since every organization is made up of people
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regardless of size, structure, ownership pattern, and the sector of industry, acquiring

their services, developing their skills, motivating them to high levels of performance,

and ensuring that they continue to maintain their commitment to the organization may
be crucial to achieving overall organization objectives (desired HRM outcomes) (Lu,

1993) (see Section 2.2.1).

The concept of human resource management has been debated considerably in
the literature and used frequently by western organizations. The roots of HRM have
been summarized elsewhere (Storey, 1989; Hendry and Pettigrew, 1990, Beaumount,
1991; Armstrong, 1992). It initially developed from work in the United States in the
1960s and 1970s and since the mid-1980s has been an ever more visible feature of the
academic literature, of consultancy services and of organizational terminology,
particularly in the USA and UK (Brewster and Larsen, 1992). There are a number of
reasons for the emergence and popularity of HRM in the USA over the last decade,
among the most important of which, as Beaumont (1993: 11-12) suggests, include the
following;

1. the increasingly competitive, integrated characteristics of the product market
environment;

2. the ‘positive lessons’ of the Japanese system and the high performance of
individual companies which accord human resource management a relatively high
priority;

3. the declining levels of workforce unionization, particularly in the US private
sector,

4. the relative growth of the service, white collar sector of employment; and
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5. the relatively limited power and status of the personne! management function in
individual organizations due to its inability to demonstrate a distinctive, positive
contribution, to individual organizational performance.

In summary, it is viewed as a change or development driven by fundamental
environmental changes (particularly in product market conditions) to which the
traditional concerns, orientations and ‘power’ of the personnel management function
could not adequately respond.

The term ‘Human Resource Management’ began to emerge in Britain in the
middle to late 1980s and came to be used increasingly by its advocates as both the
description and the practice of employee management. This particular term challenged
and frequently replaced the previously popular terms ‘personnel management’ and/or
‘industrial relations’ (Beaumont, 1993: 1). As Noon (1992: 17) indicates, “books are
changing their titles from ‘Personnel Management” to “‘Human Resource Management’
with very little change of content”, and “some UK business schools appear to be using
HRM as a generic term embracing the separate disciplines of industrial relations,
organizational behaviour, and personnel management, which contrasts starkly with
courses in HRM or the sort of programme propounded by Harvard” (ibid). Moreover,
two journals of HRM were launched respectively in 1990, namely the Human
Resource Management Journal (HRMJ) and the International Journal of Human
Resource Management (IJHRM). Sisson, the editor of HRM.J in 1990 applies the term
HRM “in the most general of senses to refer to the policies, procedures and processes
involved in the management of people in work organizations” (p. 1). Similarly, Poole
(1990: 1-2), the current editor of JJHRM, who argues that beyond the central aspect of
HRM being the link with business policy and strategic management, “the subject
(HRM) is perhaps best viewed as involving a synthesis of elements from international
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business, organizational behaviour, personnel management, and industrial relations”.
Both authors seem to be concerned to establish HRM as a field of study rather than a
theory of management (Blyton and Tumbull, 1992).

The above changes in interpreting ‘Human Resource Management’ as a generic
term were held to be the result of changes in organizational practice. Beaumont (1993:
1) comments that certain key changes in the environmental context of the 1980s,
particularly in the product market area, triggered a number of changes in management
and organizational practice that pointed in the human resource management direction.
The indivtdual changes most frequently cited in this regard included the increased
priority attached by senior line managers to human resource management issues, the
retitling of personnel management departments (e.g. a name change to human resource
management), and the reduced priority attached to collective bargaining and joint
consultative arrangements relative to more individual employee-oriented practices and
arrangements designed to enhance motivation, commitment and organizational
identification.

However, despite the emergence and widespread adoption of the term HRM,
there remains considerable debate in academic literature regarding the nature of the
underlying concept of HRM in both America and Europe - whether it constitutes a
theory of management or could be best utilized as providing boundaries to a field study
and whether 1t 1s realistic to talk in terms of an underlying philosophy. Is HRM
significantly different from personnel management? Does it represent a coherent,
integrated, and effective method of managing employees? Does it improve company
performance and contribute to organizational effectiveness? Can it be effectively
integrated with wider business strategy of an organization? is it inherently anti-union?
Can 1t be applied equally well in different socio-cultural contexts (e.g., in East Asia)?

67




2.2. Definitions of HRM

Having provided the reasons for the emergence of HRM in the previous
section, this section examines Guest’s definitions of HRM, the notion of ‘soft’ and
‘hard’ versions of HRM, and also the territory of HRM. There seems to be no
universally acceptable definitions of human resource management, as Brewster (1994)
argues, the meaning of HRM appears to be far from clearly established in the literature:
different authorities may imply or state different definitions and draw on different
evidence. Likewise, Keenoy (1989) and Singh (1992, 1996) state that the notion of
HRM may represent different things to different people and may be profoundly
influenced by the particular traditions and circumstances of the countries in which it is
practiced. Storey (1989, 1992, 1995) also notes that the term HRM tends to be
shrouded in managerial hype and its underlying philosophies and characteristics may

not be easily defined.

2.2.1. Guest Definitions of Human Resource Management
Many authors have sought to define the term (HRM) and explain its meaning
and relevance. It seems to be not always possible to identify common strategies and
elements in these definitions as is shown in Figure 2.1. Guest (1989) appreciates that
the term could' be used in different ways and illustrates this diversity by his
identification of two distinct dimensions as Figure 2.1 exhibits.
1. The first is a ‘soft-hard’ dimension, depending on whether the emphasis is
primarily on the human resource with its softer connotations of McGregor’s Theory
Y (1960) and utilizatton of individual talents, or on management with its
implications of strategy and quantification.
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2. Thé second is a ‘loose-tight’ dimension, depending upon whether the definition of
HRM is general or precise.

» At the most general and imprecise level (‘loose’ end), HRM is Personnel
Management retitled. Like old wine in new bottles, this may serve the useful
function of giving a somewhat jaded personnel department a new and more
contemporary image. Unless it signals a new approach with some substantive
change behind the rhetoric, a change of title on its own 1s likely to prove no more
than a short-term palliative (Guest, 1989).

e At the most precise level of analysis (‘tight” dimension), HRM is distinctive and
significantly different from conventional personnel management, and thus should
have a theory or model behind it. As Guest (1989) suggested, “to sustain this view,
it 1s essential to characterize conventional approaches to personnel management
and to show how HRM is distinctive. This in tum requires a specific theory/model
of HRM which i1s tightly defined but which ideally embraces both the ‘soft’ and
‘hard’ components” (p.48). The distinction between personnel management (PM)
and HRM and a theory/model of HRM proposed by Guest (1989) will be explained
and discussed respectively in Sections 2 4 and 2.6.

» Between the precise theory and the imprecise relabelling, a third approach could be
identified which highlighted strategic HRM. Strategic HRM is conceptual in
approach and is concened with how human resources are acquired, deployed and

managed alongside other factors of production. The models of strategic HRM will

be illustraied in Section 2.6.




TIGHT

A theory of HRM

Strategic
HRM

HARD
(Management)

SOFT
(Human resource)

Re-titling of personnel department

LOOSE

Figure 2.1 Definitions of human resource management

Source: Guest, 1989, p.48
2.2.2. ‘Soft’ and ‘Hard’ HRM

‘Soft’ and ‘hard’ versions of HRM were emphasized most clearly in the mid-

1980s by two key American texts. The first was Strategic Human Resource
Management edited by Fombrun, Tichy, and Devanna (1982, 1984). The second was
Human Resources Management: A General Manager’s Perspective edited by Beer et
al. and colleagues (1985) at Harvard Business School. The former located itself much
more centrally in the strategic management literature, the latter in the human relations
tradition. The difference between the two approaches has been explored elsewhere
(Guest, 1989; Legge, 1989, 1995; Hendry and Pettigrew 1990; Beaumont, 1991, 1993,
Storey, 1992, 1995; Brewster and Bournois, 1991,1993, 1994; Goss, 1994). For
example, Goss (1994) advocates the ‘instrumental’ and ‘humanistic’ approaches as
two extreme propositions to delineate the ‘hard’ and ‘soft” human resource

management. Likewise, a distinction has been made by Storey (1992, 1995) between

‘hard’ and “soft’ versions of HRM.




« Hard HRM stresses the quantitative, calculative, and business-strategy aspects of
managing the headcount resource in as rational a way as for any other economic
factor.

o Soft HRM traces its roots to the human relations school and emphasizes
communication, motivation, and leadership.

Similarly, Brewster (1994) underlines the idea that the ‘soft’ approach to HRM
emphasizes the human side of human resource management, which highlighted that for
all companies, employees are the unique resource that can create value from the other
resources and the only resource whose creativity, commitment and skills can generate
real competitive advantage. This most precious resource hence may require careful
selection, extensive nurturing and development, proper rewards, and integration into
the organization. This approach tends to concentrate on employees and stands clearly
in the long tradition of human relations and developmental studies. In this approach,
human resource management tends to be more related to corporate strategy: the
presence or absence of certain skills may push the organization into or out of certain
markets or products, for instance.

By contrast, the ‘hard’ approach concentrates on the resource side of human
resource management, which stresses that employees are organizational resources and
should be managed like any other resource: obtained as cheaply and used as spaningly
as 1s consistent with other requirements such as those for quality and efficiency; and
that they should be developed and exploited as fully and profitably as possible. This
approach tends to have a much closer relationship to corporate strategy, with HRM

often seen to follow such strategies (Brewster and Bournois, 1993).
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2.2.3. The Territory of HRM
Moreover, in addition to the Guest definitions of HRM, the ‘soft’ and ‘hard’
versions of HRM, a number of leading western academics also propose the following
definitions to determine the territory of HRM. Beer et al. state that:
Human Resource Management mvolves all management decisions that
affect the nature of the relationship between the organization and employees
- its human resources; and involves thc development of all aspects of an

organzational context so that they will encourage and even direct
managerial behaviour with regard to people (Beer et al., 1984: 1, 4).

Poole, following on Beer et al. (1984) approach, also indicates that:
Human resource management is viewed as strategic; it involves all
managerial personnel (and especially general managers); it regards people
as the most important single asset of the organization; it is proactive in its

relationship with people; and it secks to enhance company performance,
employee 'needs’ and societal well-being (Poole, 1990: 3).

Bratton also identifies human resource management as:

The part of the management process that specializes in the management of
people in work organizations. HRM emphasizes that employees are the
primary resource for gaining sustainable competitive advantage, that human -
resources activities need to be integrated with the corporate strategy, and
that human resource specialists help organizational controllers to mect both
efficiency and equity objectives (Bratton, 1994: 5).

According to the defimitions provided by the researchers above, the
perspectives, emphasis, territory, and objectives of ‘HRM’ could be summarized as
follows: (1) it involves all management decisions that affect the nature of the
relationship between the organization and employees - its human resources; (2) it
regards employees as the most important single asset of the organization and as the

primary resource for gaining sustainable competitive advantage; (3) it emphasizes that

human resources activities need to be fully integrated with the corporate strategy; and

72




(4) it seeks to enhance company performance, employee ‘needs’ and societal well-

being.

2.3. Philosophies and Characteristics of HRM

The preceding section examined the definitions, ‘soft” and ‘hard’ HRM, and
the territory of HRM. This section outlines the philosophies and charactertstics of
HRM. It could be argued that what makes HRM distinctive 1s that it has a number of
philosophies and characteristics underpinning the concept as suggested by the

academics stated below.

2.3.1. Philosophies of HRM

The first statements of HRM philosophy were made by a number of leading
American academics writing in the 1980s. For instance, Tichy, Fombrun, and Devanna
(1982: 47) note that “the long-run competitiveness of American industry will require
considerably more sophisticated approaches to the human resource input that deal with
its strategic role in organizational performance...and the strategic human resource
concepts and tools needed are fundamentally different from the stock in trade of the
traditional personnel admunistrator”. They stress that the psychological contract
between management and employees should offer “challenging meaningful work in
return for a loyal, committed and self-motivated employee” (p.50). They also highlight
the importance to:
s devise an organization-wide selection and promotion system which supports the

business strategy,

« create internal flow of people to match the business strategy;
o match key executives to the business strategy;
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« commit managers to weighing human resource issues with the same level of

attention as they give to other functions such as finance, marketing, and production.
Furthermore, Beer and Spector (1985) represented a new set of assumptions in

expressing the HRM philosophy:

s+ proactive system-wide interventions, with emphasis on ‘fit’, linking HRM with
strategic planning and cultural change;

« people are social capital capable of development;

. coincidence of interest between stake holders can be developed,

« power equalization is sought for trust and collaboration,

« open channels of communication to build trust and commitment,

« goal orientation,

« participation and informed choice.

2.3.2. Characteristics of HRM
Evidence from the work of a number of British academics (Krulis-Randa, 1990;

Sisson, 1990; Armstrong, 1992) suggests that human resource management generally

involves the following characteristics.

e An emphasis upon a top-management driven activity. HRM is “an approach to
managing people which is governed by top management’s aims for competitive
advantage, added value from the full utilization of resources and, ultimately,
improved bottom-line performance” (Armstrong, 1992: 23).

o A siress on strategic fit - the integration of business and personnel strategies.

Guest (1989: 49) underlines the need for strategic integration or fit that refers to the

ability of the organization to integrate HRM issues into its strategic plans to ensure




that the various aspects of HRM cohere, and for line managers to incorporate an
HRM perspective into their decision making.

The adoption of a comprehensive and coherent approach to employment policies
and practices. Armstrong (1992: 24) stresses that “HRM aims to provide an
internally coherent approach with mutually reinforcing initiatives which avoids the
piecemeal implementation of unrelated personnel practices and minimizes the
danger of treating personnel practices as isolated tasks”. As Beer and Spector
(1985) indicate, personnel practices/tasks get farmed out to specialists whose
concerns tend to be limited to avoiding obvious problems and ensuring technical
consistency and accuracy within their particular areas of practice.

The locus of responsibility for people-management is devolved to line managers;
the role of personnel specialists is to support and facilitate line management in this
task, not lo control it. Armstrong (1992: 23) notes that “the performance and
delivery of HRM is a management responsibility, shared among line (operational)
managers and those responsible for running service or staff (related) functions”. As
Legge (1989, 1995: 74-75) argues, “HRM is vested in line management as business
managers responsible for coordinating and directing all resources in the business
unit in pursuit of bottom-line results...a clear relationship 1s drawn between the
achievement of these results and the line's appropriate and proactive use of the
human resources in the business umt”.

Importance is attached to strong organizational cultures and values. According to
Armstrong (1992}, strong cultures and values are advocated in HRM because they
can create commitment and mutuality. Beer and Spector (1985) indicate that the
values held by top management need to be considered a key factor in determining
whether or not HRM policies and practices can be unified, employees may not
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continue to be involved in the affairs of the business if their contributions are not
respected by their managers; similarly, employees cannot be expected to be actively
committed to the organization if the organization does not show its commitment to
them.

o Employee relations are unitarist rather than pluralist, individual rather than
collective. HRM, as Guest (1989: 50) suggests, “is unitarist to the extent that they
{management) assume no underlying and inevitable differences of interest between
management and workers..and individualistic in that they emphasize the
individual-organization linkage in preference to operating through group and

representative systems”.

2.4. Is HRM Significantly Different from Personnel Management?

The previous section outlined the philosophies and characteristics of HRM.
This section highlights the debate conceming the distinction between personnel
management and HRM. The question of whether HRM differs significantly from
conventional personnel management is still subject to considerable debate in academic
literature. Guest (1987: 505-509), for example, has developed an alternative theoretical
framework (see Figure 2.2) to show how HRM is different from orthodox personnel
management. According to Guest, HRM s different from traditional personnel
management for the following reasons: (1) it integrates human resources into strategic
management;, (2) it seeks behavioural commitment to organizational goals, the
perspective is unitary with a focus on the individual, and (3) it works better in
organizations which have an organic structure, and the emphasis is on a full and

positive utilization of human resources.

76




PM HRM
compliance commitment

Psychological Fair day's work for a Reciprocal

contract fair day's pay commitment

Locus of control External Internal

Employee Pluralist Unitanist

relations Collective Individual
Low trust High trust

Organising Mechanistic Organic

principles Formal/defined roles Flexible roles
Top-down Bottom-up
Centralised Decentralised

Policy goals Administrative Adaptive work-force
efficiency [mproving performance
Standard performance ~ Maximum utilisation
Cost minimisation

Figure 2.2 Stereotypes of personnel management and human resource
Management

Source: Guest, 1987, p.507
Furthermore, according to Blyton and Tumbull (1992), one of the differences
between the ways in which personnel management and HRM are distinctively
conceived 1s that while personnel management i1s something that managers ‘do’ to
employees, HRM is applied to management and workforce alike. This difference 1s
detailed by Legge (1989, 1995: 74-76) who compares personnel management and
HRM both as normative models and in terms of actual practices. Although there seems
to be no universally agreed ‘single’ model of either personnel management or HRM,
Legge has reached a conclusion that at a normative level there appears to be relatively
little which distinguishes the two. Only the following three significant differences, as
she suggested, can be identified.
1. HRM appears to be a more central strategic management task than personnel
management in that it is experienced by managers as the most valued resource to be

management. Personnel management is aimed largely at non-managers, whereas
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HRM is applied to managers as well as employees and it not only emphasized the
importance of employee development, but focuses particularly on development of
‘the management team’;

2. Personnel management views line managers as implementing personnel policy for
the employees under their control, whereas HRM is much more of an integrated
line management activity, proactively using the human resources, co-ordinating and
directing all other resources (not just human ones, but also money, machines, and
information) in the business unit in pursuit of bottom-line results with much
emphasis on quality of product or service;

3. HRM highlights senior management’s corporate responsibility for managing
organizational culture and giving a sense of direction and leadership within the
organization, whereas personnel management tends to see this as an activity for a
separate department/activity such as Organization Development (OD).

Torrington and Hall (1987, 1991, 1995) also indicate that there is a
philosophical difference which makes them contrary. For instance, they endorse that
while personnel management is supply-driven, HRM is demand driven:

Personnel management is directed mainly at the employees of the organization,

finding and training them, arranging their pay and contracts of employment,

explaining what is expected of them, justifying what the management is doing and

trying to modify any management action that could produce an unwelcome response

from the employees. In contrast, HRM is directed mainly towards management

needs for human resources (not only employees) to be provided and deployed. There

is greater emphasis on planning, montoring and control, rather than on problem-

solving and mediation. It is totally identified with management interests and is
relatively distant from the workforce as a whole (Torrington and Hall, 1995: 11).

Based upon the statements above, Torrington and Hall therefore indicate that
personnel management is workforce centred and thus directs itself to employees,
whereas HRM 1is resource centred and hence concerns itself with the overall human
resource needs of an organization. The distinction between the two is that even though
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personnel activity is a management function, it is not totally identified with
management nterests. Contrarily, HRM 1s a central management concern at a level
above that of function because 1t is resource driven.

Moreover, Guest (1991) follows the line of Walton and Lawrence (1985) in
suggesting that HRM is the new orthodoxy for personnel management in the regulation
and management of employees. As a frame of reference for employees, HRM is
designed to stimulate commitment, something which personnel managers cannot do
successfully because they are primarily concemned with the implementation of
decisions made elsewhere in the organization. In this respect, personnel activity within
the wider HRM rubric, services line areas. The HRM rubric is designed to change the
frame of reference of personnel practice in order to make it integral to business and the
market.

However, there are still some British commentators and HR practitioners who
seem to believe that HRM offers nothing new and is simply a re-labelling and re-
packing of personnel management, promoted by personnel managers in search of
enhanced status and power (Torrington, 1989). Scepticism that there is little
substantive difference between conventional personnel management and HRM is
further emphasized by the practice, particularly in the USA, of using human resource
management as a generic term and one interchangeable with personnel management.
Fowler, for example, argues that substantively there is little new in HRM:

What’s new (personnel managers will ask) about the concept that ‘the
business of personnel is the business’. What is new about the view that
employces give of their best when they are treated as responsible adults?

Haven’t these been at the heart of good personnel practice for decades? To
which the answer is, of course, yes (Fowler, 1987: 3).
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Similarly, Armstrong comments that:

It (HRM) could indeed be no more and no less than another name for
personnel management, but. as usually perceived, at least it has the virtue of
emphasising the necd to treat people as a key resource, the management
which is the direct concem of top management as part of the strategic
planning processes of the enterprise. Although there is nothing new in the
idea, insufficient attention has been paid to it in many organisations. The new
bottle or label can help to overcome this deficiency (Armstrong, 1987: 32).

Lowry (1990) also points out that:

Personnel work has always included strategic matiers and the present
emphasis on business issues merely represents another change in the
environment to which the personnel manager adapts by strengthening the
competencies needed for the new situation. Human resource management is
just the continuing process of personnel management - it is not different
(Citing from Armstrong, 1992: 34).

On the whole, although those statements above tend to be convincing
arguments, it could be said that awareness amongst personnel managers of the need to
be more strategically and business oriented might not have developed to its present
state without the influence of the HRM concept. Perhaps the most significant
differences which distinguish personnel management and HRM are that HRM appears
to be a central, senior management-driven strategic activity and based upon a
management and business-oriented philosophy, and that it tends to be developed,

owned, and delivered by management as a whole to promote the interests of the

organization which they serve (Armstrong, 1992: 34, 38).

2.5. HRM Activities and the Role of HR Managers/Specialists
Having highlighted the debate on the distinction between personnel
management and HRM in the preceding section, this section introduces HRM activities

and the role of HR managers/specialists. It has been said that there is growing
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recognition amongst top executives that organizations can survive and prosper in a
competitive environment only if they obtain, retain, and develop the quantity and
quality of human resources they need (DeCenzo and Robbins, 1996). The fundamental
activities of human resource management are, therefore, to design and implement HR
policies and practices more effectively so that employee performance can be improved
and the organization’s overall effectiveness can be enhanced. Bratton (1994) suggests
that HRM activities/functions generally covers the five functional areas (see Figure

2.3).

Staffing: the obtaining of people with appropriate
skills, abilities, knowledge and experience

to fill jobs in the organization. Pertinent
HRM  activities are human resource
planning, job analysis, recruitment and
selection.

Rewards: the design and administration of reward
systems. The HRM tasks include job
evaluation, appraisal, and benefits.

Employee development: analyzing (raining requirements to ensure
that employees possess the knowledge and
skills to perform satisfactorily in their jobs
or to advance in the organization.
Performance  appraisal can  identify
employee key skills and ‘competencies’.

Employee maintenance.  the administration and monitoring or
workplace safety, health, and welfare
policies to retain a competent workforce
and comply with statutory standards and

regulations.
Employee/industrial the negotiations between management and
relations: union over decisions affecting employment.

Under this heading may be a range of
employee involvement or participation
schemes.

Figure 2.3 Human resource management activities
Source: Bratton, 1994, p.8
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These HRM activities may vary from one workplace to another and may be
influenced by such factors as ownership pattern, the structure and size of the
organization, the presence or not of trade unions, as well as senior management’s
philosophy and strategy, etc.. Moreover, HRM activities need to be closely interrelated.
For example, a company may reorganize production procedures, work methods and
practices by introducing self-managed teams, this may necessitate different recruitment
and selection priorities than a firm which uses conventional assembly-line production
hiring unskilled workers. Furthermore, if management is concemed with employee
welfare, a safe and healthy work environment also needs to be considered. Bratton

stresses that:

These sets of human resource management activities are designed to
match individuals to organizational tasks, to motivate the workforce,
and to deal with conflicts and tensions at work. Therefore, human
resource management activities aim to achieve two sets of objectives:
improve employee performance and enhance organizational
cffectiveness (Bratton, 1994: 10).

According to Schuler (1992), HRM activities can be utilized on a long-term
basis as well as the more typical medium- and short-term bases. In utilizing human
resource management activities in these three distinct time horizons, Human Resource
Departments are generally operating at three organizational levels: operational,
managernal, and strategic.

» At the operational level (short-term), human resource departments make staffing
and recruitment plans, set up day-to-day monitoring systems, administer wage and
salary programmes, administer benefits packages, set up annual or less frequent
appraisal systems, set up day-to-day control systems, provide for specific job skill

training, provide on-the-job training, fit individuals to specific jobs, and plan career

moves.




o At the managerial level (medium-term), human resource departments develop
recruitment marketing plans and new recruiting market, set up five-year
compensation plans for individuals, set up cafeteria benefits packages, foster self-
development, identify career paths, and provide career development services.

¢ At the strategic level (long-term), human resource departments start (1) to seek
ways in which organizations can gain competitive advantage - that is, beat their
competitors by using human resource activities more effectively than their
competitors, and (2) to link human resource activities to the needs of the business.
It is at the strategic level that human resource management is likely to make a
significant contribution during the 1990s and into the year 2000 and beyond
(Schuler, 1992).

Mondy et al. (1993, 1996) indicate that a human resource manager is an
individual who normally acts in an advisory or staff capacity, working with other line
managers to help them deal with human resource matters. The role of HR specialists 1s
illustrated by Kathryn McKee, a senior vice-president, human resources for First
Interstate Bank, Ltd., who states that “I am now a strategic partner with line
management and participate in business decisions which bring human resources
perspectives to the general management of the company” (Personnel Administration,
November, 1986, p.102). Moreover, Mondy et al. (1993, 1996) suggest that the role of
human resource manager i1s primarily responsible for co-ordinating the management of
human resources to help the organization achieve its goals. For instance, Jane Kay, a
formerly vice-president of employee relations for Detroit Edison Company, indicates
that “the human resource manager acts more in an advisory capacity, but should be a
catalyst in proposing human relations policies to be implemented by line managers”
(Personnel Administration, November, 1986, p.102). A senior vice-president for
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American General Life Insurance Company also points out that “the human resource
manager's role is to develop policies and programmes and to function as a catalyst and
energizer of the relationship between line management and employees” (Personnel

Administration, November, 1986, p.102).

2.6. Evaluation of the Theoretical and/or Analytical Models of HRM and
Strategic HRM
The previous section introduced the HRM activities and the role of HRM
managers/specialists. In this section, various theoretical or analytical models of HRM
and strategic HRM are examined and compared in terms of their strengths and

weaknesses.

2.6.1. The Harvard Meodel

The Harvard map depicted in Figure 2.4 consists of the five basic components:
(1) stakeholder interests; (2) situational factors, (3) HRM policy choices; (4) HR
outcomes; and (5) long-term consequences. This model focuses primarily on the HRM
policy choices and suggests that management’s decisions and actions in HR
management are likely to be influenced by two major considerations. The first is the
stakeholder interests: these various stakeholders’ needs are the responsibility of
management to meet and management’s role is to balance those different needs. The
second 1s the situational factors (all those factors that exist in both internal and
external business environments, like management philosophy, task technology,
business strategy and conditions, law and societal values, and the like), which may also
impinge upon the HRM policy choices. These factors vary greatly between
organizations and in an attempt to formulate an effective HRM policy, one may need to
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lack of congruence could be costly to management in terms of time, money, and
generated stress and so forth. However, to complete the entire process, the long-term
outputs need to feed back to influence the situational factors, stakeholder interests, and
HRM policy choices as well. Thus, the feedback loop reflects a two-way relationship
(see Figure 2. 4).

According to Boxall (1992), the key features of the Harvard model are: (1) it
provides a useful analytical basis for further study of HRM in different cultural
contexts; (2) it takes situational factors, stakeholder interests, HRM policy choices, and
prescriptive notions such as commitment, competence, congruence, etc. into account;
and (3) it creates the basis for a comparative critique of human resource management
in practice. The weakness of this model is that it does not seem to take factors such as
organizational culture, size and structure, leadership, national culture, economy, and

sector of industry into consideration.

2.6.2. Guest’s Normative Model of HRM

Guest’s (1989) ‘bare bones’ theory of human resource management illustrated
in Figure 2.5 contains four main elements; (1) a set of HRM policies; (2) a set of HR
outcomes or HRM policy goals; (3) a number of organizational outcomes; and (4) the
‘cement’ that binds the system. According to Noon (1992) and Clark (1993), this
normative model of human resource management seems to be heavily derived from the
Harvard framework and developed by similar terminology to link HRM policies with
HR outcomes and organizational outcomes, but which, as Guest (1989) suggests, need
to be ‘cemented’ by supportive leadership, a strong culture, and a conscious strategy.
This element of sirategy seems to stem from a US version of the strategic HRM
presented by Devanna et al. (1982), which is more concemed with the role human
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resources play in strategic management of the business. Referring to both versions,

Guest (1989) thus synthesizes a UK version of a normative model of HRM and arrives

at the proposition, “if an orgamzation utilizes the policy areas listed in pursuit of the

four HRM policy goals in a supportive organizational context, then positive outcomes

should ensue” (p.50).

The HRM policies (e.g., recruitment, development, and reward systems, etc.) in
Guest’s normative model centre on a coherent use of conventional personnel activities
which are assumed to influence HR outcomes. The HR outcomes encompassing
strategic integration, commitment, flexibility, and quality.

e Strategic integration is concerned with ensuring that HRM is fully integrated into
strategic planning,

e Like Beer et al. (1984), Guest (1989) regards commitment as an important
outcome, concerned with the goals of binding employees to the organization and
obtaining behavioural commitment to high performance.

o Flexibility is concerned with the organizational structure, which should be adaptive
and receptive to innovation and changing market, and with what Atkinson and
Meager (1984) term ‘functional or numerical flexibility’.

o Quality is concerned with ensuring the high quality of goods and services, high
quality of staff to provide these in the kind of flexible organization, and high-
quality management of employees.

Guest stresses that these HRM policy goals (HR outcomes) are a package and
each is important to ensure favourable organizational outcomes. Moreover, he argues
that “only when a coherent strategy, directed towards these four policy goals, fully
integrated into business strategy and fully sponsored by line management at all levels is
applied will the high productivity and related outcomes sought by industry be
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which can be empirically tested. The weaknesses of the model are: (1) it may simply be
an ‘ideal-type’ towards which western organizations can move, thus positing
‘somewhat unrealistic conditions for the practice of human resource management’
which should subsequently be relaxed, (2) 1t presents the HRM model as inconsistent
with collective approaches to managing the employment relationship. HRM could be
consistent with either individual or collective approaches depending on certain
circumstances and strategic choices (Keenoy, 1990, Boxall, 1992; Bratton, 1994;
Legge, 1989, 1995); and (3) it seems to ignore the extemal environments of national
culture, labour market, economy, and technology, etc. and internal factors such as
organizational structure, size, ownership pattern, and sector of industry. These intemal
and external factors are likely to influence the HRM policies a company pursues and

the subsequent HRM and organizational outcomes.

2.63. A European Model of HRM

In the context of HRM specifically, European authors have argued that “we are
in culturally different contexts” (Weiss, 1988: 206) and, “rather than copy solutions
which result from other cultural traditions, we should consider the state of mind that
presided in the search for responses adapted to the culture” (Albert 1989: 75). The
inapplicability of American models of HRM in Europe has been noted in Germany.
Gaugler (1988: 24-30) concludes that because of different legal, institutional and
economic contexts there is no uniform model of personnel management: “an
international comparison of HR practices clearly indicates that the basic functtons of
HR management are given different weights in different countries and that they are
carried out differently”. The European evidence also suggests that management sees

the unions as social partners with a positive role to play in human resource
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management: and the manifest success of many European firms which adopt that
approach shows the, explicit or implicit, anti-unionism of many American views to be
cuiture bound (Brewster, 1994). Moreover, Brewster and Bournois (1991) contend that
if HRM is to become a theory that stands the test of international application, it needs
to adopt the wider perspective of the model proposed by Kochan et al. (1986) and a
more comprehensive view of the actors in the system. Due to those reasons discussed
above, Brewster and Bournois (1992) thus proposed a European model of HRM,
which is illustrated in Figure 2.6.

The model stresses that HR strategies should be firmly placed within the
business strategy, and that the business strategy, HR strategy, and the cost-
effectiveness of HRM (HRM practice) need to be located within an external
environment of national culture, power systems, legislation, education, and employee
representation, etc.. The organization and its human resource strategies and practices in
turn interact with and are part of that environment. The model also places HR
strategies in close interaction with the relevant corporate strategy and external
environment in a way that is indicated in much of the literature but 1s indicated simply
and clearly.

The key feature of this model is that it places HRM within the national context,
therefore allowing fuller understanding of situations which may be different from that
exasting in the United States. According to Brewster and Hegewisch (1994), the
strengths of this approach include: (1) a better fit of the model to the European scene
and experience; (2) from the normative side, where commentators and consultants
have criticized employing organizations and their personnel specialists for not adopting
the American model, this model allows a change and enables consultants to be more

modest and employers to be less defensive;, (3) from the analytical side, where
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employee commitment, etc. seem to be neglected. In addition to organizational culture,
size, and structure, factors like leadership and ownership pattern are also likely to

influence the organization’s corporate and HR strategies.

2.6.4. The Matching Medel of HRM

In addition, much of the research work in the strategic HRM area has revolved
around the nature of the links between business and human resource strategy. Linking
business and human resource strategies was said to be originally stemmed from the
matching model of HRM proposed by Fombrun et al. (1982). The model exhibited in

Figure 2.7 introduced the concept of strategic HRM by which HRM policies should be

closely linked to the formulation and implementation of strategic corporate and/or

business objectives (Devanna et al., 1982) This model underlines the necessity of

‘tight fit” between HR strategy and business strategy. As Devanna et al. (1982: 47)

indicate, *“...human resource management has been largely missing from the general

strategic management process...the critical management task 1s to align the formal
structure and the HRM systems so that they drive the strategic objectives of the
organization”,

However, Boxall (1992: 68-70) comments that the matching model of strategic

HRM s seen to be a relatively simplistic one with very few assumptions and the

reasons for this can be outlined as follows.

I. The problem associated with this model’s assumptions stems from its implicit
concept of strategy and strategy-making. It is based upon an overly-rationalistic
conception of how strategy 1s formed (Hendry and Pettigrew, 1990). It fails to
perceive the potential for a reciprocal relationship between HR strategy and
business strategy (Butler, 1988, Lengnick-Hall and Lengnick-Hall, 1988).
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3. There is criticism of the extent to which the model relies on the metaphor of “fit’.
Excessive fit, it 1s argued, can make an organization inflexible, incapable of
adapting quickly to what has become a very dynamic environment (Evans, 1986).
As Lengnick-Hall and Lengnick-Hall (1988: 459-460) indicate, “the whole issue of
fit deserves reassessment. Research has shown that achieving fit is not always
desirable..a focus on maximizing fit can be counterproductive if organization
change is needed or if the firm has adopted conflicting competitive goals to

corfrespond to a complex competitive environment”.

2.6,5. The Model of Strategic Change and Human Resource Management

The model of strategic change and human resource management proposed by
Hendry and Pettigrew (1990) adopts the more inclusive Harvard framework for
descnbing the range of HRM activity. The model in Figure 2.8 attempts a theoretically
integrative framework encompassing all styles and modes of HRM and takes into
account of the outer context - economic, technical, and socio-political influences in
society on the organizational strategy.

The Economic aspect covers such factors as ownership and control,
organization size and structure, an organization’s growth path (or stage in the hife
cycle), and the structure of the industry and its markets. These factors may need to be
closely interacted with one another. The growth path and industry structure define the
competitive conditions an organization faces and its profitability. Strategy of an
organization may also be affected by size and structure. The Technical refers to the
technology in use and available, and the configuration of tasks in the way technology is

adopted. The impact of changing technology on skill requirements and the way these
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The impact of (contextual) factors on the HR system of the firm - on recruitment and
selection, on appraisal, on career planning, on the traimng and development of
pcople, on pay, on emplovee relations, on work organization - is mediated at times by
the personnel/HR function or at times by line managers. The precise role of the
personnel function in this is influenced by its record of successes and failures, its
orientation, its vision and capacity to enact a ‘strategic’ HRM, and its organization
{Lundberg, 1985; Tyson and Fell, 1986; Sisson and Scullion, 1985). Similarly,
business strategy evolves in response to success and failure, and is the work of
people acting in rational-analytical, political, and emotional ways through
organizational structures. In so far as HRM is responsive to business strategy, it is
perforce ‘emergent’. The criteria of coherence and appropriateness (fit) are therefore
only ever provisionally attained (Hendry and Pettigrew, 1990: 31).

Based upon this account stated above, this model therefore tends to “lead to a
less prescriptive and more people-centred approach and a more realistically pluralist
view of employment relations” (Goss, 1994 13). However, the major limitation of this
model is that it seems to ignore national culture and labour market in the outer context.

It should be noted that, apart from these five models of HRM examined above,
other models such as the human resource management cycle (Devanna et al., 1984), a
Sframework for analyzing HRM issues (Singh, 1992, 1996), the 5-P model of strategic
human resource management (Schuler, 1992), and twenty-seven points of difference
(Storey, 1992) may also serve as useful conceptual frameworks for the study and

understanding of the concept of HRM and strategic HRM.

2.6.6. Criticisms of These Models

It appears that these theoretical or analytical models of HRM and strategic
HRM discussed above are either American or European in origin and many of them
seem to reflect the particular cultural characteristics of their country of origin.
Although these models, on the one hand, may possibly be considered as a particular

approach to the management of the employment relationship with a set of HRM
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policies (e.g., recruitment, training, and rewards, etc.) designed to pursue the desired
HRM and organizational outcomes (e.g., high employee commitment and job
performance, etc.), on the one hand, it seems likely that the underlying assumptions,
the distinctive characteristics, and the desired HRM outcomes of these models are
culture-bound. This raises questions as to whether these American and European
models of HRM and strategic HRM can be applied equally well in different socio-
cultural contexts (e.g., in South East Asian countries).

Further, there seems to be little empirical evidence provided by the researchers
(the ones cited above), who devised these models of HRM and strategic HRM, to
demonstrate: (1) how the situational factors, e.g., national culture, economy, and
technology may influence an organization’s HRM policies and practices, (2) how
HRM policies and practices (e.g., selection, training, and pay, etc.) can be used
effectively to increase the performance, commitment, and job satisfaction of employees
(desired HRM outcomes), and (3) whether there are any contradictions or
inconsistencies between and within the components of each model. For example,
Keenoy (1990) argues that the goals of integration, quality, flexibility, and commitment
presented in Guest’s soft model of HRM (see Figure 2.5) may well not be mutually
compatible and, in practice, may be difficult to achieve. Therefore, the validity,
applicability, and practicability of these models may be questioned. In addition, these
models appear to be unidirectional (“«” or “}™). In practice, the use of a dual-way
“&»” feedback loop may be more appropriate because it represents a continuously

interactive flow of communications, planning, adjustments, and/or evaiuanon..
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2.7. Contradictions in HRM: A Critical Analysis
The previous section reviewed the strengths and weaknesses of the conceptual
models of HRM and strategic HRM. This section attempts to identify the inherent

contradictions and inconsistencies within HRM.

2.7.1. The Problem of Integration

As noted earlier, one of the HRM features that differs from conventional
personnel management is that the former places the emphasis on the importance of
strategic integration, which means the desirability to integrate HRM policies to the
strategic business needs (Devanna et al., 1982; Guest, 1989). Nevertheless, HRM still
inevitably appears to be problematic at the level of integration. Legge (1989, 1995)
indicates that, at the surface level, the value of integration inevitably embodies a
logical contradiction and thus given the dual usage of the notion of integration: the
external integration or fit of HRM with the organization’s broader business strategy
and the internal consistency of the HRM outcomes (e.g., strategic integration,
employee commitment, flexibility, and quality). According to Armstrong (1992), the
integration of HRM and business strategy, especially in a diversified organization, may
be difficult because the different levels at which business strategy is formulated and the
different styles adopted by organizations may make 1t difficult to develop a coherent
view of what sort of HRM policies may fit the overall business strategies and what type
of HR contributions are required during the process of strategy formulation.

Miller (1987) also indicates that to achieve competitive advantage, each
business unit in a diversified organization may adjust its HRM policy to its own
product or service market conditions, trrespective of the HRM polices being pursued
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elsewhere in the organization. If this is the case, there may be coherence within a unit,
but not across the whole organization, and it may also be difficult to focus HRM
policies on corporate needs. Moreover, such an orgamzation, presumably, sought
integration only at the financial level and allowed its business units a high level of
autonomy, as a consequence, no organization-wide strong culture under these
circumstances would be likely to develop. Legge (1989, 1995) argues that a problem
would also arise if there developed a perceived requirement to integrate two or more
sub-units in a manner that required integration at operating level and, hence, of
personnel. Then not only would the difficulty of merging distinct sub-cultures be
likely, but perceptions of potential inequalities and inconsistencies between previously
autonomous units’ HRM policies might undermine the trust and commitment that was
supposed to develop from perceptions of congruence.

The ‘soft-hard’ distinction also raises the question of integration - the
integration of the two variants of HRM. As is discussed in Section 2.2, Guest (1989)
suggests that the theory/model of HRM, ideally, should embrace both the ‘soft’ and
‘hard’ components. However, Storey (1989, 1992) points out that there is very little
evidence available about the extent to which organizations have achieved this, and
therefore he suggests that possibly one way in which this can be resolved is by
pursuing ‘soft’ HRM for ‘core’ employees and the ‘hard’ variant for periphery
employees. Particularly, when firms facing competitive product and skill markets may
on the one hand apply ‘soft’ models of HRM to core workers, developing those
employees through multi-skilling (functional flexibility) while at the same time
responding to competitive pressures and market fluctuations through policies of
numerical flexibility and contingent employment among those groups less central to
the production process and/or more easily replaceable from the external labour market
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(Blyton and Turnbull, 1992). Such an approach, however, may conceivably undermine
the commitment of the latter (peripheral employees). As Legge (1989, 1995) argues, if
‘soft” version of HRM policies were adopted for managerial staff and the ‘hard’
versions for direct employees, this would result in a lack of integration or internal
consistency which might further undermine the commitment of core employees. This
exercise has been as the result in the pursuit of competitive advantage through
Tayloristic work organization, treating labour as a variable tnput, and exploiting the
secondary labour market rather than through enhancing the skills and quality of the
workforce.

Hyman (1987) further points out that if HRM, in theory, demands the
integration of employment policies with business strategy, and hence, in some
circumstances, treating labour as a variable input, consistent adherence to the ‘soft’
versions of HRM model may then come under pressure when employers require
workers to be both dependable and disposable. This contradiction is evident when
companies simultaneously confronted by recession and growing market maturity. For
example, organizations like IBM and Hewlett-Packard have been caught between
commitment to ‘no redundancy’ in the light of their public adherence to the ‘soft’
versions of HRM model and the need for different skills and fewer people. Another
example 1s given by Sparrow and Pettigrew (1988) who indicates that while the
adoption of retraining strategies was consistent with soft versions of HRM, the need
for achieving a lower headcount overall was delineated by the strategy of compulsory
unpaid leave days and the offer of early retirement incentives, which seems to illustrate

‘tough love’ in action.




2.7.2. The Problem of Internal Inconsistencies
In addition, it should be noted that although HRM policies can be developed to

pursue the desired HRM policy goals, such policy goals as Legge (1989, 1995)

suggests tend to suffer from three inherent contradictions or inconsistencies in actual

practices. individualism and teamwork (co-operation); commitment to a job and
flexibility; and the development of a strong culture and adaptability.

e Individualism and teamwork (co-operation). according to Legge (1989, 1995),
HRM highlights the importance of congruence through the organization and thus
policies are adopted to develop teamwork, quality circles, functional flexibility, and
cooperation. At the same time, there i1s a great emphasis upon the individual
contribution to the work process, potential for development, and identity within the
organization. The contradiction is apparent when an organization, for example,
introduces systems of individualized reward (e.g., performance-related pay and
merit pay, etc.) to increase individual motivation, performance, and commitment;
this may, however, undermine cooperation between employees within the
organization because they are likely to compete with each other and therefore
threaten congruence.

o Commitment to a job and flexibility. although many HRM models stress high
performance, quality, and commitment, there may be circumstances when these are
incompatible. For instance, quality performance may rely on building up expertise
over a period of time, but the company’s requirement for functional flexibility (for
congruence and cost reasons) may reduce competence levels. On the one hand,
employees may be more widely skilled, on the other hand, their competence in these
skills may be poor because they are likely to have less opportunities to develop
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specialized knowledge of the work process over time (Legge, 1989, 1995). Noon
(1992) also argues that employees may dislike the dissonance created between
commitment to the task (encouraged by the individually-based performance
management mechanisms) and commitment to the company (encouraged through
the rhetoric of culture and the rewards of promotion and employment security),
particularly as the notion of commitment is undermined by factors outside the
control of the committed employees. For example, IBM, one of the well-known
‘HRM companies’, delineats the vulnerability of the workforce to such external
factors: the firm was famous for its employment security but had been recently
placed in the position of reducing its US workforce by 4.5 per cent (10,000 jobs)
due to deteniorating performance in the slowing US economy (Financial Times, 6
December 1989, citing from Noon (1992)). Likewise, Hewlett-Packard had been
placed in a similar position because of market changes, and therefore attempted to
restructure and rationalize its workforce as a cost-cutting exercise (Finrancial Times,
22 March 1991, citing from Noon (1992)).

The development of a strong culture and adaptability: while the Guest model
underlines a strong culture to encourage shared values, create meaning, and elicit
commitment, equally there should be an emphasis placed upon flexibility as well as
adaptability. Brunsson (1982) indicates that a strong organizational culture may
constrain change because the ideology (culture) that enacted in HRM may hinder an
organization’s adaptation to changing circumstances (e.g., market, economic,
political, and social, etc.). Legge (1989, 1995) also emphasizes that the
development of a strong culture congruent with and supportive of a particular
business strategy may act as a block to employees adopting different behaviours in
response to changing market demand. According to the example provided by
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Mercer (1987), IBM’s culture, ‘IBM s service’, contained particular assumptions
about the nature of product and service (e.g., mainframe, customized systems, and
salesmen as management consultants to customer-as-end-use, seeking quality of
product and service) which might be inappropriate when strategy dictated an entry
into the personal computers market (e.g., standardized product, cost competition,
and deal.er as customer). Hence, the success of the IBM service ethic in its
traditional markets inhibited an adaptive response from employees to a new market.
Moreover, Legge (1989, 1995) stresses that the relationship between ‘strong’
cultures, employee commitment, and adaptability may also involve a series of
paradoxes. For instance, while strong cultures allow for a rapid response to familiar

conditions, they may also obstruct immediate flexibility in response to the unfamiliar

due to the commitment generated from a strong culture.

2.8. A Framework for Analyzing HRM Issues in Taiwan

The current context of Taiwan introduced in Chapter 1 and the various
American and/or European models of HRM and strategic HRM examined in Section
2.6 have provided a base for the development of an appropriate framework for
analyzing HRM issues in Taiwan, which is shown in Figure 2.9. This framework
incorporates a range of HRM policies/activities such as HR planning, recruitment and
selection, training and development, pay and benefits, health and safety, teamworking,
and employee-shares ownership. These policies/activities were those perceived as
important and which had been implemented to varying degrees by some employing
organizations in Taiwan, according to the partial research findings of a group of
Taiwanese researchers (e.g., Chu, 1990; Yeh, 1991; Kao, 1993; Hsu, 1993; He, 1993;
Chin, 1993; Tsai, 1995; Lin, 1997; Huang, 1997) (see Chapter 1, Section 1.6).

103




-

I

l

I

'External Environment
'Economy (high:growth)
LabourMarket (low

unemployment and: lngh quahly :

labour supply). = ..
Forcign Direct Invesunem

“Education and Trammg Svstems ‘
‘ (Vocahonal and/or oacupatmnal -

oricnted) S :
*Nanonal Cu]ture (Conmmamsm
-and Palmly-based cultirey
Western Management Theones

Pracuoes, and Techmques {e. By

HRM, momauon theoly)
Technology: - : - .- - @ ¢
Law and Regulauuns (]abour i
:standards law and equal
opportunity legislation, qt‘c\)‘. L

s Orgarli’zation ,

B Corporate Strategy

HR Planning
*Recruitment and Selection

(in-group practices)

- Training and Development
Pay and Benefits .
Health and:Safety .
Tcamworkmg
Employee [nﬂuenoc o
i(shm‘e omtershnp)

. HRM Policics/Activities

Internal Environment

- Sector of Industry

Organization Form/

Structure (family, level.of
decision-making) -
- Otganizational Culture = -
. *Work-Related Valuesof -
EEmpiO}m _ '
Leadership Style. ~

" (authoritarian-paternalist)
: *Company Size (small,

medium, and large) |
*Owiership Pattern (family-

owvnedbusiiessed)

Figure 2.9 A framework for analyzing HRM issues in Taiwan

Note: *indicates the focused areas of this research

~-§ - External Environment

TIntegration of Corporate Strategy and HRM

De_vdlvemém of Rfsﬁdmibimy for HRM
* Activities 1o Eine Management kl“"'l

_ lntema! Enwronment
- National Culture - Compaty Size- -
S o‘merslupPattem - -
‘ R , Wotk-RelatedValuesofEmployees .
ORGANIZATION

Recruitment and Selection Policies and Practices | -

Figure 2.10 The simplified framework of HRM for this research

104




As with other management functions (e.g., finance, marketing, and operation},
an organization’s business strategy and HRM policies and practices do not exist in a
vacuum, they may be highly affected by a wide range of environmental factors and
influences. Therefore, this framework has taken into account the current external and
internal environmental contexts of organizations in Taiwan and has closely linked an
organtzation’s business strategy and HRM policies/activities to its outer and inner
environments. Examples of these external contexts and influences at a macro level
include the recent Taiwan’s economic achievement, the government’s emphasis on
technology-based industries and service sectors, labour market conditions (low
turnover and unemployment), foreign direct investment from e.g., the USA and Japan,
vocational/occupational-oriented education and training systems, high quality labour
supply, law and regulations (e.g., labour standards law and equal opportunity
legislation). Examples of the micro level internal factors include work-related values of
Taiwanese people which workers bring with them to the organization, the influences of
Confucianism, as well as the traditional family culture (e.g., small- and medium-sized
family businesses, hierarchy in structure, paternalist type of leadership style, and
centralized decision-making, etc.) (see Chapter 1, Sections 1.1 to 1.6).

Compared with the normative models as examined in Section 2.6, it appears
that the Guest model does not take the external factors into consideration, that the
Harvard model has overlooked internal factors like leadership, organizational culture,
structure, size, ownership pattern, and sector of industry, that the Hendry and
Pettigrew’ model does not include national culture and the labour market in the outer
context, and that Brewster and Bournois” model is not prescriptive beyond suggesting
the importance of cost-effectiveness of HRM. Unlike any of these American and
European models of HRM, the framework in Figure 2.9 encompasses the work-related
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values of Taiwanese non-managerial employees as part of the internal environment,
employees’ attitudes towards leadership style, security, challenge, recognition, and
earnings, as well as their attitudes towards traditional Chinese/Confucian work values
such as harmony, industry, and perseverance, etc. (see Chapter 7, Section 7.3).
Although the Harvard model also includes employees as stakeholders, it does not seem
to take their work values and attitudes into consideration. In addition, Figure 2.9 also

(11 33

provides a dual-way feedback loop to each and between the components. “<>
represents a continuously interactive flow of communications, planning, adjustments,
and/or evaluations. This dual-way feedback loop seems to be neglected in the matching
model, Harvard model, Guest model, the European model, as well as Hendry and
Pettigrew’ model (see Sections 2.6.1 to 2.6.5).

In this research, the focus is primarily placed upon some of the elements of the
framework. For example, national culture as part of the external environment is
examined as are company size, ownership pattern, and employee work-related values
as part of the internal environment. At the level of the organization, three main
elements of HRM are also examined: the strategic aspect of HRM, the devolvement of
responsibility for HRM functions/activities to line management, -and recruitment and

T 4]

selection policies and practices. These focused areas of the research (see in Figure
2.9) are highlighted in ‘the simplified framework of HRM’ (see Figure 2.10). This
simplified framework has been used as the base for the research undertaken, reported,

and analyzed in the remaining chapters of this thesis.

2.9. Summary and Conclusions
The primary objective of the foregoing review of the literature is to facilitate the
development of an appropriate framework for analyzing HRM issues in Taiwan.
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Several of the theoretical or analytical models of HRM and strategic HRM discussed 1n
this chapter are useful in this respect. Even though these models may serve as a useful
conceptual background for the study of HRM, it seems highly possible that the
underlying assumptions, the distinctive characteristics, and the desired HRM outcomes
of these American and/or European models may be culture-bound and thus may not be
appropriate when applied to Taiwan.

According to the current context of Tatwan introduced in Chapter 1 and the
various American and/or European models of HRM and strategic HRM examined in
this chapter, a framework for analyzing HRM issues in Taiwan was developed. The
simplified framework of HRM proposed in this study has been used as the base for the
research conducted in the remaining chapters of this thesis. In this framework, the
strategic aspect of HRM (the integration of HRM and corporate strategy) and the
devolvement of responsibility for HRM functions/activities to line management are
examined in Chapters 2 and 6. National culture is examined as part of the external
environment (see Chapters 4 and 5) and company size, ownership pattern, and
employee work-related values are examined as part of the internal environment (see

Chapters 5 and 7). First of all, recruitment and selection policies and practices as a

major area of HRM activity are explored in detail in next chapter.




Chapter 3 Recruitment and Selection Policies and Practices

3.0. Introduction
The previous chapter reviewed the concept of HRM and developed an
appropriate conceptual framework. This chapter presents an overview of
recruitment and selection policies and practices, which 1s one of the main areas of
HRM activity identified in the model that proposed in Chapter 2. There are eleven
sections in this chapter. The first section begins with the importance of recruitment
and selection to an organization and then examines definitions, responsibilities,
and purposes of recruitment, discusses the external environment of recruitment and
the recruitment process, identifies methods used in internal and external
recruitment, examines the nature of selection, selection responsibilities, the
selection process, introduces a range of selection techniques/instruments, and ends
with a summary and some conclusions of this chapter.
The primary objectives of this chapter are:
1. to review previous research and the academic literature on recruitment and
selection policies and practices;
2. to provide a base for identifying issues and facilitating the development of
appropriate hypotheses, which are discussed in Chapter 5, Section 5.1.2; and
3. to facilitate the development of appropriate models of recruitment methods and

selection techniques in Taiwan, which are illustrated in Chapter 6, Section 6.4.

3.1. The Importance of Recruitment and Selection to an Organization

In spite of considerable debates conceming the nature of HRM and

influences upon it, there i1s some measure of general agreement that the content of




HRM includes recruitment and selection policies and practices (see for example
HRM activities exhibited in Chapter 2, Figure 2.2). According to Beer et al.
(1984), recruitment and selection not only seek to attract, obtain, and retain the
quantity and quality of human resources the organization needs to achieve the
strategic goals, but may also have significant impacts upon the composition of the
workforce, the ultimate fit of employees with the organization” needs and culture,
and upon long-range employment stability. The effective use of recruitment and
selection policies and practices may also improve the commitment and
performance of employees and reduce their absenteeism and turnover rates, etc.
(desired HRM outcomes in the Guest model) (see Chapter 2, Section 2.6).

It has been argued that recruitment and selection are activities that are
particularly prone to be affected by the changes impacting on a company and in
particular economic cycles of boom and recession which can encourage changing
requirements and approaches (Wright and Storey, 1994). Since the late 1980s, a
number of American and British academics and commentators (e.g., Cumnow,
1989; Schuler 1992; Mondy et al,, 1996, Wrnight and Storey, 1994, 1997) have
begun to pay greater attention to the importance of recruitment and selection
practices. In part this is due to the pressures, such as continuing skills shortages in
certain sectors of the economy and the prospect of a significant decline in the
number of young people (the so-called ‘demographic time bomb’) available for
work, which have consequently forced organizations to reconsider and develop
their recruitment practices more effectively as part of a strategic approach to HRM.

Beaumont (1993: 56) also identifies two themes in the HRM literature
which ‘appear to have enhanced the potential importance of the selection decision

in individual organizations in the current operating environment’. First, the desire
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for a multi-skilled and flexible workforce and an increased emphasis on
teamworking has meant that selection decisions tend to be more concerned with
behaviour and attitudes than with matching individuals to immediate job
requirements. Second, the link between corporate strategy and HRM has led to the
notion of strategic selection, e.g., a system that links selection to the overall
organizational strategy, and that aims to match the flow of personnel to emerging
business strategies.

According to Wright and Storey (1997), the importance of recruitment and
selection in an HRM environment is supported by empirical evidence. A study of
HRM in 15 organizations (Storey, 1992: 100) found that a number of the case
companies had introduced initiatives promising more systematic selection and
some were trying to test for appropriate attitudinal and behavioural characteristics.
Even the companies that had not introduced new initiatives claimed to be

addressing selection with a new seriousness.

3.2. Definitions, Responsibilities, and Purposes of Recruitment
Having provided the reasons for the growing importance of recruitment and
selection in the preceding section, this section examines the definitions,

responsibilities, and purposes of recruitment.

3.2.1. Definitions

Mondy et al. define recruitment as:

the process of attracting individuals on a timely basis, in
sufficient numbers and with appropriate qualifications, and
encouraging them to apply for jobs with an organization
(Mondy et al., 1996: 150).
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Another definition is provided by Schuler who indicates that:

recruitment involves the searching for and obtaining (of)
qualified job candidates in such numbers that the organization
can select the most appropriate person to fill its job needs. In
additton to filling job needs, the recruitment activity should be
concerned with satisfving the needs of the job candidates.
Consequently, recruitment not only attracts individuals to the
organization but also increases the chance of retaining the
inditviduals once they are hired (Schuler, 1992: 147).

3.2.2. Responsibilities

The distribution of recruiting responsibilities may vary with the size and

structure of the organization, ownership pattern, and different national and

legislative systems. For example, in the USA, recruitment 1s lhikely to be the

responsibility of individual/line managers in small companies. But in most large

and medium-sized organizations, the recruitment process is usually co-ordinated

through the Personnel/Human Resource department, which maintains and analyzes

human resource plans as part of a perpetual recruiting effort, while line managers

in different departments often help in recruiting efforts by determining the skills

and qualifications that individuals need to fill vacancies in their areas. Mathis and

Jackson (1988) illustrate a typical distribution of recruiting responsibilities

between the P/HR department and managers as is shown in Figure 3.1.

P/HR UNIT

MANAGERS

Forecasts recruiting needs
Prepares copy for recruiting ads and
campaigns

s Plans and conducts recruiting efforts
Audits and evaluates recruiting activities

Delermine qualifications and anticipate needs
Assist in recruiting effort
Provide management review of recruiting

efforts

Figure 3.1. Recruiting Responsibilities
Source: Mathis and Jackson, 1988, p.188
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However, in some European countries such as France, Ireland, United
Kingdom, and the Netherlands, both line managers and the HR department are
responsible for the recruitment process, but line mangers rarely hold the sole
responsibility for recruitment activities. In Scandinavian countries, line managers
are very much invoived in the management of recruitment and thetr responsibilities
have increased in recent years. In this latter case, both line management and the
HR department are responsible for the recruitment process with the HR
department being supportive of line management (Hollinshead and Leat, 1995).
Such sharing of responsibility is consistent with the participative, co-operative
cultural characteristics that seem to be common in Scandinavian countries (see

Chapter 4, Section 4.3).

3.2.3. Purposes
Mondy et al. (1996) and Wright and Storey (1994) emphasize that
recruitment should be regarded as a key function of every organization because the
recruitment process enables the organization not only to attract and retain the
interest of suitable applicants, but also to project a positive image of the
organization to those who come in contact with it. Schuler (1992) suggests that the
main purposes of recruitment should be to:
o determine the organization’s present and future recruitment needs in
conjunction with human resource planning and job analysis;
« iIncrease the pool of qualified job applicants at minimum cost to the
organization,
» help increase the success rate of the (subsequent) selection process by reducing

the number of obviously under-qualified or over-qualified job applicants;
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« help reduce the probability that job applicants, once recruited and selected, will
leave the organization after only a short period of time by providing applicants
with sufficient information about the organization and target position to allow
them to self-select themselves out of the process before being engaged;

« meet the organization’s responsibilities, legal and social obligations regarding
the composition of the workforce;

» increase organizational and individual effectiveness in the short term and the
long term;

o evaluate the effectiveness of various techniques and locations of recruiting all

types of applicants (Schuler, 1992: 148).

3.3. External Environment of Recruitment

The previous section examined the definitions, responsibilities, and
purposes of recruitment. This section briefly discusses some of the important
external factors that are likely to affect an organization’s recruitment process.

As with the determination of HR policies and practices, the recruitment
process does not take place in a vacuum, factors external to the organization may
significantly influence the firm’s recruitment efforts. For example, in Taiwan,
when the economy is growing rapidly and unemployment levels are very low,
recruitment efforts may have to be increased. When the economy is stagnant and
unemployment levels are high, the number of unsolicited applicants is usually
greater, and hence the company can obtain a large applicant pool which provides
the firm with a better opportunity for attracting qualified applicants.

Moreover, organizations should recruit in areas where they have the

greatest probability of achieving success. Although the local labour market may




generally be the best place to initiate recruitment efforts, at times, regional or
national recruitment may be necessary for certain positions. For example, in the
UK and USA, the relevant labour market for recruiting blue-collar or clerical
employees is usually the local labour market; the labour market for technical
employees is a regional market and for managerial, executive, and professional
employees is more likely to be a national or regiona! labour market. In some parts
of Europe, there are strong regional or geographic labour markets and this is
reflected in: (1) regional differences in recruitment behaviour in terms of mobility
or sexual equality; (2) strong divisions on the grounds of religious, ethnic or
cultural traditions, and (3) a strong economic focus on particular regions within
countries (Sparrow and Hiltrop, 1994). For example, there is httle or no
geographic mobility for non-executive employees in Spain (Vicente, 1993) and
trades unions are fiercely opposed to an opening up of the labour market and
moves from one part of the country to another. However, in Sweden, the
government has intervened to encourage mobility as an alternative to
unemployment (Andersen, La Cour, Svendsen, Kiel, Kamp and Larsen, 1993).
Recruitment, selection, and termination approaches may vary from country
to country; and approaches and practices common or accepted in one country may
not be in another. In some countries, the processes of recruitment and selection
and termination are regulated by the law. There may well be a link between
national culture, legislative environment, and regulation, for example, in the USA,
the doctrine of employ at will and in Europe, the tradition of regulation of
employers’ prerogative to hire and fire at will. Within the European Union, there

are legislative restrictions upon sex discrimination in the recruitment and selection
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processes - arguably reflecting a ‘feminine’ culture consistent with the social

democratic tradition of North Europe and Scandinavia.

3.4. The Recruitment Process
The previous section discussed some of the important external factors that
may affect an organization’s recruitment process. This section outlines the

recruitment process and a number of activities included in this process.

By referring to Mathis and Jackson (1988), Mondy et al. (1996), and
Cherrington (1995), a model of the idealized recruitment process, which basically
includes the following activities, is proposed (see Figure 3.2). It should be noted
that the sequence of the recruitment activities may vary from company to company
and from one country to another; and some of the activities may even be omitted
depending on the employment policies, size, and structure of the organization,

ownership pattern, and the sector of industry, etc..

Human Resource Planning: the P/HR managers (or called ‘recruiters’)
identify job openings through human resource planning or requests by other
managers in different departments of the company. The human resource plan can
be especially helpful because it demonstrates to the recruiters both present and
future labour requirements. As Werther and Davis (1996) indicate, ‘human
resource planning’, advanced knowledge of job openings, allows the recruiters to
be proactive. After identifying openings, the recruiters learn what each job requires
by reviewing the job analysis information, particularly the job descriptions and job
specifications. According to Cherrington (1995), job analysis is the study of jobs

within a company and it typically consists of analyzing the activities that an
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employee performs, the tools, equipment, and work aids that the employee uses,
and the working condition under which the activities are performed. There are
three components of job analysis that form the essential part of a job description:
(1) the purpose of a job; (2) the major duties and responsibilities contained in a
job; and (3) the conditions under which the job 1s performed. Wright and Storey
(1997) provide a good example of a job description for the position of a personnel
assistant at a hypothetical university (see Figure 3.3). On the basis of the job
description, job specifications are written. A job specification identifies the
minimum acceptable qualifications required for an employee to perform the job
adequately. The information contained in a job specification generally falls into
one of three categories: (1) general qualification requirements such as experience
and traiming; (2) educational requirements, including high school, university, or
vocational education, and (3) knowledge, skills, and ability. Moreover, at times,
even when companies have no vacancies, they may still continue to recruit. This is
because the recruitment practice allows them to matintain recruitment contacts and
to identify exceptional candidates for future employment (Cherrington, 1995,
Mondy et al., 1996).

Recruitment Strategy: after a company has identified how many people it
needs to recruit, a specific strategy may help an organization to identify how the
employees will be recruited, where they will come from, and when they should be
recruited. Numerous methods are available for helping the recruiters decide how to
find job applicants. For instance, private employment agencies, newspaper
advertising are some of the most popular methods for attracting recruits. These and

other methods will be elaborated on in Sections 3.5 and 3.6.
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SOARBRIDGE UNIVERSITY
Job description
Job title: Personnel assistant
Location: City campus
Responsible to: Personnel officer (staffing)

Responsible for: 2 clerical officers

Purpaose of post
To assist the Personnel officer (staffing) with the recruitment and selection

programme.

Key duties

1. To assume spccial responsibility for the recruitment and selection of all non-
academic staff including;

1.1 writing of job descriptions and person specifications;

1.2 writing and placing of appropriate advertisements and monitoring their
effectiveness;

1.3 making arrangements for selection interviews;
1.4 representing the Personnel Department on selection interview panels;
1.5 taking up references and despatching offer letters.

2. To be responsible for the collation and maintenance of staffing records and
monitoring applications by race, sex, and disability. This work will also
involve working on the Department’s computer.

3. To prepare and issue contracts of employment, open a personal file for each
staff member and inform Payroll of all necessary details.

4. To arrange initial induction training for all non-academic staff.
5. To supervise two clerical officers in the staffing section.

6. Special projccts and other dutics as required.

Figure 3.3 Example of a job description
Source: Wright and Storev, 1997, p.214
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o Where to recruit: in deciding where to recruit, Cherrington (1995) suggests that
two factors should be taken into account. First, a company should identify the
prime labour markets from which potential applicants can be obtained.
Secondly, an organization should analyze its own workforce and identify the
sources of its best employees. For example, a company may discover that most
of its outstanding employees tend to come from one particular source, such as a
particular university, a vocational school, or a private employment agency.

» Attracting recruits: whatever the image projected, companies pursuing HRM
policies should aim to create and maintain an internal labour market. For
instance, an effective promotion-from-within policy (the internal source of
recruitment) enables companies not only to provide present employees with
greater opportunities for career advancement and greater motivation for good
performance, but also to improve their job satisfaction and commitment towards
the organizational goals and consequently reduce turnover rates and
absenteeism (desired HRM outcomes) (see Section 3.5). Furthermore, the
enhanced focus upon the internal market may also increase the attraction of the
company among workers in the external markets and form part of the image
projected. Images projected and values and information provided on recruitment
advertisements (e.g., salary level and career prospects, etc.) may also interact
with workers in the external labour markets, including both employed and
unemployed. This interaction may then determine the degree of attraction to a
company on the part of potential recruits.

» Realistic Job Previews (RIPs): job seekers sometimes have little information
about the company to which they apply for posts. Realistic Job Previews, as

suggested by Herriot (1989: 48), may take the form of case studies of employees
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and their work, the chance to ‘shadow’ someone at work, job sampling and
videos, and may better allow applicants to decide whether a particular job is
suited to their needs. The aim of RIPs is to enable the expectations of applicants
to become more realistic (Gold, 1994). Premack and Wanous (1985: 706) argue
that although RIPs may lower initial expectations about work and a company,
causing some applicants to de-select themselves, RJPs can still be seen as a
useful recruiting strategy to achieve the desired HRM and organizational
outcomes, such as increasing employees’ commitment, job satisfaction, and
performance as well as reducing turnover rates among applicants who continue
into employment (see the Guest model in Chapter 2, Section 2.6).

« Entry position: another recruitment strategy decision is where the entry level
posttions are within a company hierarchy. According to Cherrington (1995:
197), most companies typically have two major entry-level positions. One entry-
level position is at the very bottom of a company. For instance, a new employee
may be hired to fill an operative or production level job with the possibility of
eventual promotion to the job of first-line supervisor. The second entry-level
position is in a lower level of management, such as in first- or second-level
supervisor, or in a staff department. Individuals hired into these positions should
be considered to have potential for advancement into upper levels of
management. The career paths for each entry level position also need to be
considered during the recruitment process.

Recruitment sources/methods (Internal and External). once the human
resource planning and recruitment strategies have been developed, the next step in

the recruitment process is to determine whether a particular job opening should be

filled by someone already employed within the company or by recruiting someone




from outside, such as colleges, universities, or private employment agencies (see
Sections 3.5 and 3.6). Normally, both internal and external recruitment

sources/methods are used to varying degrees by organizations.

3.5. Methods Used in Internal Recruitment

The previous section outlined the recruitment process and a number of
activities involved in this process. This section discusses the advantages and
disadvantages of intemal recruitment and a number of internal recruiting

methods/sources.

3.5.1. Advantages and Disadvantages of Internal Recruitment

According to Sparrow and Hiltrop (1994), using internal personnel sources
effectively may lead to the following benefits: (1) it allows management to observe
and assess the abilities of employees accurately given the accrued knowledge
gathered over the employment relationship; (2) it improves the morale,
commitment, and job security of employees through promotion-from-within,
transfers, or job rotations (desired HRM outcomes) (see Chapter 2, Section 2.6),
(3) it 1s an inexpensive way of resourcing labour as compared to external
recruitment; and (4) it provides more opportunities to control salary levels (because
there 1s less need to accommodate external salaries).

There are still some disadvantages associated with internal recruittment. As
Mathis and Jackson (1992) argue, the drawbacks are higher levels of ‘political’
behaviour associated with advancement and the danger of contentment as a single

mindset surrounds the organization, which may iead to the development of

workforces ill-suited to current technological or market demands because old ways




of doing things may become perpetuated (unless there is a very active management
development policy). Moreover, units within the company may raid each other for
the best personnel and it is easier for a firm to become stuck with the wrong person
in the job, which again may lead to the growth of informal ‘glass ceilings’ or
‘glass walls’ whereby employees (women, for instance) tend to find that
movement through the internal labour market 1s often restricted to certain levels in
the hierarchy or certain functions in the firm (Sparrow and Hiltrop, 1994).

A company’s preferences for using internal or external sources of
recruitment are varied within different national systems. There is evidence that the
reliance upon internal recruitment across Europe is high. For example, 66 per cent
of Spanish employers prefer to recruit their professional and clerical staff from
among their current employees (Filella and Soler, 1993) and a similar proportion
of Swiss firms fill their professional and technical vacancies from their own
apprentices (Hilb, 1992, Hilb and Wittmann, 1993). However, in Britain, there
seems to be an active external labour market with lower levels of organizational

tenure, high mobility, and low internal investment (Sparrow and Hiltrop, 1994).

3.5.2. Sources/Methods of Internal Recruitment

Promotion From Within: this is the policy of filling job openings above
entry-level positions with current employees (Mondy et al, 1996). A major
advantage of a promotion-from-within policy is its positive effect upon employee
motivation. When employees see their colleagues being promoted, they may then
become more aware of their own opportunities. Availability provided by this
practice thus may not only motivate employees to perform better and increase their

satisfaction with the company, but also improve their morale and commitment
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toward the company (which again are associated with the ‘soft’ models of HRM).
Furthermore, the wealth of information that i1s generally available about present
employees may minimize the possibility that a poor placement decision will be
made. Employees who are promoted to higher level positions may also be
knowledgeable about the company, and hence little time is lost in orienting these
employees to their new positions (Cherrington, 1995). On the whole, internal
promotion is less costly to the company in terms of time and money.

However, promotions from within have some drawbacks as well. The
employee’s performance on one job may not be a good predictor of performance
on another because different skills may be required on the new job. For example,
the successful employee may not make a good supervisor because in most
supervisory jobs an ability to carry out the work through others requires skill with
people that may not have been a factor in previous jobs. Other disadvantages of a
promotion-from-within policy may include infighting, inbreeding, and lack of
varied perspectives and interests (Mathis and Jackson, 1988; Schuler, 1992).

Employee Transfers: another way to recruit internally is by transferring
current employee from one location to another as a means of filling a vacant
position. According to Schuler (1992) and Carrell et al. (1995), the advantage of
this approach is that the employer is well aware of the employee’s abilities and
work record, therefore, once being relocated, the newly transferred employee may
quickly become productive on the new job with a minimum of training and
orientation. In America, once affirmative action and equal employment
requirements are met, the basis used to select the internal candidates for transfer
can then be decided. The choice is often seniority versus merit. Unions seem to

prefer seniority while some companies prefer transfer based upon ability. The main
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disadvantage of this approach is that employees may have difficulties in adapting
to the new working conditions and atmosphere and getting on with different types
of people.

Job Rotation: this method is usually temporary in nature and has been used
effectively by some of the Amerncan and Japanese organizations. The main
purpose of this approach is to expose management trainees to various aspects of
organizational life (Schuler, 1992). For example, in Japan, 1t has been the tradition
that regular employees (the so-called ‘salarymen’) are mobile within an
organization and they are not considered as specialists, are trained within the
company and as part of their reward for this loyalty and flexibility are paid and
promoted according to their seniority or length of service. Hence, this mobility or
job rotation within the Japanese organization is of considerable assistance to those
regular employees because it facilitates the development of networks that are
consistent with the dominant Confucian philosophy in Japan and are also immense
use to achieve functional flexibility (Hollinshead and Leat, 1995).

However, job rotations have some drawbacks as well. One the one hand,
employees might be more widely skilled, one the other hand, their competence in
these skills might be poor because they are likely to have less opportunities to
develop specialized knowledge of the work process over time (Legge, 1989, 1995)

(see Chapter 2, Section 2.7.2),

3.6. External Methods for Obtaining Job Applicants
The advantages and disadvantages of internal recruitment and the internal
recruiting sources/methods have been discussed respectively in the preceding

section. This section, likewise, also examines the advantages and disadvantages of
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external recruitment and provides a range of external recruiting methods that can
be used to help the organizations attract a group of suitable applicants and

encourage them to apply for jobs.

3.6.1. Advantages and Disadvantages of External Recruitment

Internal recruitment may not always produce enough qualified applicants,
especially if the company is growing rapidly or is undergoing rapid technological
change; recruiting externally then may become necessary. According to Mathis and
Jackson (1992), the advantages that motivate organizations to recruit externally
include: (1) bring ‘new blood’ into the orgamzation, perhaps as part of a broad
culture change programme; (2) provide insights into competitor organizatiohs; 3
provide an inexpensive way of acquiring skilled employees, particularly when
there is an immediate demand for scarce skills; (4) resource temporary or short
term need for employees in order to achieve more flexibility to expand or contract
the overall workforce;, and (5) assist in meeting equal opportunity legislation
requirements. On the other hand, Mathis and Jackson (1992) argue that depending
too much on external recruitment may also lead to the possibility of recruiting
employees who do not ‘fit’, the potential creation of morale problems for internal
candidates, and the lengthy adjustment and socialization times. Furthermore, costs
of external recruitment may be quite high once indirect factors such as

management time and resources are calculated.

3.6.2. Methods of External Recruitment
Graduate Recruitment. there are substantial differences in the methods of

graduate recruitment in the UK, continental Europe, and the US. For example, ICL
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provides a typical example of this approach taken by the larger British companies;
it recruits 300 graduates a year from a pool of 5,000 applicants (Sadler and
Milmer, 1993). Having cut back on graduate recruitment in the 1979-82 recession,
it suffered for six years from a negative image and inherited resourcing problems
(Sparrow, 1992). The flow of graduates into a company is now based upon human
resource planning rather than what can be afforded year by year. Sponsorship has
become an important way of attracting graduates, with around half the intake
receiving some form of sponsorship from ICL. Ninety per cent of the sponsored
graduates receive and accept job offers. A ‘school connect’ programme links
senior managers into local schools, and particular colleges and universities are
targeted for recruits (Sparrow and Hiltrop, 1994). Ireland has a similar approach to
Britain, with many colleges and universities offering “sandwich’ courses involving
a period of placement (Gunnigle, 1993). Furthermore, attracting graduates is
becoming an increasingly important issue across Europe. For example, in France,
since a ‘milk round’ recruitment does not exist, employers instead depend upon
direct applications from graduates and networks of links between senior managers
and specific educational institutions (Incomes Data Service, 1993).

Targeting Schools and Colleges: many European companies recruit direct
from schools, colleges or universities. For example, 22 per cent of Belgian
employers recruit directly from schools and 17 per cent of prospective employees
hear of vacancies this way (Buelens, de Clerq, de Graeve, and Vanderheyden,
1993). Similarly, 21 per cent of Danish employers specifically target schooi-leavers
for recruitment (Andersen, La Cour, Svendsen, Kiel, Kamp and Larsen, 1993)
whilst in Spain, 75 per cent of organizations target school leavers as a source of

external recruitment (Vicente, 1993).
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Government Agencies: in Britain, central government has played an
important role in the employment field. Due to growing problems and pressures
produced by economic, social and technological factors, central government has
taken on ever-increasing responsibilities for co-ordinating and supervising the
employment and development of the nation’s manpower resources. This work is
supported by a mass of statistical data, produced by the Department of
Employment (DOE) about the kinds of factors on which information is required
for human resource planning, and by the comprehensive current legislation
covering employment. Under the aegis of the DOE, there 1s now a network of Job
Centres and regional offices of the Professional and Executive Register (PER)
which act as agents for potential employers and employees. Job centres are
concerned mainly with manual, clerical and junior administrative, and shop staff;
the PER deals with the managerial and professional/specialist fields. For young
people under 18 years of age and school-leavers, there 1s a special Careers Service
which maintains a regular haison between employers and local schools (Tyson and
York, 1989).

Private Employment Agencies: there are business organizations that
specialize in helping employers find applicants to fill job vacancies. In Britain,
local employment agencies are licensed by local authorities in many large towns,
where they usually offer specialized services for secretarial, clerical, nursing,
catering, and shop staff, etc.. (Tyson and York, 1989; Cuming, 1994; Graham and
Bennett, 1995). The employer informs the agency of the vacancy, and the agency
submits any suitable applicants on its register. When a candidate is engaged, the
employer pays a fee to the agency, part of which is usually refunded if the

employee leaves within a specified time. From Torrington and Hall’s (1995) point
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of view, employment agencies have the advantage of reducing the administrative
chores of the recruitment process for the employers, but on the other hand, may
produce staff who are likely to stay only a short time.

Recruitment Consultants: these usually undertake the complete
recruitment process and the initial stages of selection for managerial and
professional vacancies in fields such as medicine, law, accountancy, and
engineering, etc.. The recruitment consultant analyzes the job, prepares job and
personnel specifications, advertises, sends out application forms and interviews
selected candidates, sometimes testing them as well. The employer is then
presented with a short list of candidates, the career and qualifications of each being
described, so that the employer may make the final choice. The advantage of this
approach is that recruitment consultants have the opportunity to use their expertise
in an area where employers may not always be active. The drawbacks are the high
costs and internal applicants may feel, or be, excluded (Graham and Bennett, 1995,
Tormington and Hall, 1995).

Executive Search Consultants (Head-hunters): if a company decides to
go outside to fill an upper level management position, it may ask an executive
search consultant to find potential candidates. Thus, executive search consultants,
as defined by Mondy et al., (1996: 165), are “organizations that seek the most
qualified executive available for a specific position and are generally retained by
the companies needing specific types of individuals”. Graham and Bennett (1995)
comment that the advantages of this approach are: (1) head-hunters usually possess
expert knowledge of the salary levels and fringe benefits necessary to attract good
calibre candidates. They also analyze the vacancy and offer an opinion about the

type of person required, conduct initial screening, and administer psychometric

128




tests, etc. This may save the client many administrative costs and advertising
expenses, (2) possibly, top managers already in employment may not bother to
read job advertisements, newspapers and other conventional media and thus
connot be reached by these means; (3) top managers or executives who are
prepared to consider a move sometimes may make this known to leading head-
hunters, even though they would not openly apply to competing companies; and
(4) recruiting firms may be assured that candidates presented to them would almost
certainly be well-equipped for the vacant position.

Nevertheless, this approach has drawbacks as well: (1) head-hunting may
be highly disruptive to successful businesses, which stand to lose expensively-
trained senior mangers; (2) head-hunters’ fees are far higher than for private
employment agencies (up to 50 per cent of the recruited individual’s initial salary
in some instances); and (3) head-hunters are not subject to the same long-term
accountability as personnel managers employed within the business and they may
also lack detailed knowledge of the client organization’s culture and operations
(Graham and Bennett, 1995).

In some European countries such as Germany, Norway, and Italy, private
employment agencies are forbidden to do recruiting work for organizations.
However, given the increasing deregulation of national placement services, the use
of private employment agencies of various forms has taken off in other parts of
Europe than just Britain, such as Ireland, Denmark, and France, etc.. Switzerland
is notable for the lack of labour market regulation and around 61 per cent of
employers use recruitment consultants for managerial staff. In Italy, in order to
respond to labour market shortages, there has been a growth in recruitment

consultants and executive search firms, which are able to advise organizations on
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suitable managerial talent (Hilb and Wittmann, 1993; Sparrow and Hiltrop, 1994;
Hollinshead and Leat, 1995).

Employee Referrals: one of the good sources for individuals who may
perform effectively on the job is a recommendation from a current employee. The
employee often gives the applicant more realistic information about the job and
this information thus may reduce unrealistic expectations and increase job survival.
However, although employee referrals are a relatively inexpensive recruiting
source and usually produce quick responses, there are still some potentially
negative features of this practice. For example, employee referrals may lead to
inbreeding and nepotism; that is, hiring an applicant who 1s related to the employee
of the company. The hiring of relatives is particularly prevalent in family-owned
organizations. Such actions do not necessarily align with the objective of hiring the
most-qualified applicants. Furthermore, hiring friends and relatives is also likely to
create cliques, causing some individuals already employed by the organization to
feel excluded from informal group associations. Since friends and relatives tend to
be of the same race and sex as present employees, relying much on employee
referrals for finding new employees may then create an imbalance in equal
employment opportunity (Cherrington, 1995; DeCenzo and Robbins, 1996; Carrell
etal., 1995).

Direct Applications (Walk-ins or Write-ins): due to a company’s
favourable location or reputation, it may be able to obtain a large applicant pool
from individuals who voluntarily submit applications for employment. Some
organizations have a constant flow of applications for employment, and these
voluntary work-ins and write-ins are usually considered by companies as an

inexpenstve source of recruits. Direct applications also provide some companies




with all the candidates they need for clerical or entry-level jobs (Cherrington,
1995).

Advertisements in the Media: the use of advertisements is a popular
method of external recruitment in most European countries (Sparrow and Hiltrop,
1994). National or local newspapers and magazines are common methods used by
organizations in Britain. For example, A survey of over 1,000 HRM professionals
carried out in Bntain by the Institute of Personnel Management and MSL
recruitment consultants found that 87 per cent of companies use advertisements in
regional newspapers, 80 per cent advertise in specialist press, and 78 per cent in
the national press (Curnow, 1989). In Denmark, around one in three executives is
recruited through advertisements; and direct advertising in the press remains the
main form of recruitment. Specialist magazines and trades union publications are
also used to attract graduates in Denmark (Andersen, La Cour, Svendsen, Kiel,
Kamp and Larsen, 1993). Moreover, radio is becoming an increasingly popular
method of hearing about vacancies. For example, twenty-five per cent of Belgian
job-hunters hear of vacancies this way and 17 per cent of larger British

organizations use radio to attract staff (Sparrow and Hiltrop, 1994).

3.7. The Nature of Selection
Having reviewed the existing literature on recruitment, this section onwards
will examine the nature of selection and begin with the definitions, basic

principles, and objectives of selection.
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3.7.1. Definitions and Basic Principles
Recruitment seeks to create a pool of suitable applicants. Once that pool
has been assembled, the selection activity begins. Selection, as is defined by
Mondy et al. is:
the process of choosing from a group of applicants the

individual best suited for a particular position (Mondy et al,
1996: 180).

If the success of a company ultimately depends upon its employees who
possess the right skills, work-related values and attitudes, and motivation to
achieve organizational objectives, then the task of selection is one of the most
important of the decisions that HR managers/specialists need to make.
Inappropriate selection decistons may lead to undesired HRM outcomes (e.g., the
decline of performance and productivity and the increase of absenteeism and
employee turnover rates, etc.), and may be very costly to an organization (e.g., the
cost of training the employees and the subsequent costs of further recruiting and
selection screening, etc.), especially if people are employed who cannot effectively
carry out required tasks and cannot collaborate well with their colleagues. Hence,
when making a hiring decision, Cherrington (1995) suggests that HR specialists
should first consider the following two basic principles of selection.

» The first principle 1s that, in making the selection decision, it can be assumed
that past behaviour is the best predictor of how an individual will perform in the
future.

o The second principle of employee selection is that the organization should
collect as much reliable and valid data as is economically feasible and then use
it to select the best applicants. Reliable data is information that 1s repeatable and
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consistent. Valid data is information that indicates how well employees will

perform their jobs. As jobs become increasingly difficult to staff with competent

employees, and as the costs of making a poor hiring decision increase, the
collection of reliable and valid information thus becomes very important. For
example, since the selection of good managers is important to a firm, in some
organizations, prospective managers may spend several days in assessment
centre activities, from which reliable and valid information can then be obtained

(Cherrington, 1995).

3.7.2. Objectives
According to Anderson {1992, 1996), the primary objectives of selection
are:

« to help organizations make decisions about individuals whose charactenstics
(inctuding work related values and attitudes) most closely match the
requirements of vacancies to be filled. In reality, selection is a two-way
decision-making process in which candidates are involved in decision-making,
in that if offered a job, a candidate, for instance, has the right to decide whether
to accept or reject the job offer, or to try to negotiate more favourable terms and
conditions, It is in the interest not only of the candidates, but also of the
organization, that candidates should be in a position to make sound rational
decisions;

 to ensure that candidates receive adequate information about both the job and
the organization to enable them to decide 1if they really want the job;

» 1o ensure that candidates feel they have been courteously and fairly treated

dunng the selection process. The importance of this third objective lies in the




fact that an organization can never predict when 1t will be in contact again with
unsuccessful candidates, who may present themselves at some future date as
candidates for a different vacancy for which they are better suited. They may
take up employment with a supplier or with a client organization. These
possibilities help to demonstrate how important it is to create a positive image
of both the organization and the fairmess of its selection process (Anderson,

1992, 1996).

3.8. Selection Responsibilities

In some countries, except in small organizations, the personnel/HR
department usually assumes the responsibility for employee selection, including
conducting the imitial screening interview, administrating appropriate selection
tests and employment interviews, referring top candidates to line managers for
interview and evaluating the selection process. Line managers also play an
important role in the selection process, such as participating in the selection
process as appropriate, interviewing final candidates, and assisting in final

selection decisions.

3.9. The Selection Process

Having briefly introduced the selection responsibilities in the preceding
section, this section outlines the selection process and a number of activities
involved in this process.

The selection process is a series of specific steps used to decide which
candidates should be hired. The process starts with an evaluation of application

forms and ends with the selection decision and/or a job offer. Each step in the
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selection process seeks to expand the organization’s knowledge about the

candidates’ background, abilities, and motivation, and it increases the information

from which HR managers/specialists can make their predictions and final choice.

Although the sequence of steps may vary from organization to organization and

from one job opening to another, the selection process could determine the

candidates who are likely to be successful and eliminate those likely to fail

(DeCenzo and Robbins, 1996, Werther and Davis, 1996).

However, by referning to Chermington (1995); Carrell et al. (1995); Mondy
et al. (1996); a framework of the idealized selection process, which depicts a flow
of activities, is devised as follows (see Figure 3.4).

1. Evaluation of Application Forms: the first step in the selection process is to
have the prospective employees complete an application form, which
standardizes information about all of the applicants to be considered. The
information contained in a completed application form for employment is then
compared to the job description to evaluate whether a potential match exists
between the company’s requirements and the applicant’s qualifications (see
Section 3.10).

2. Initial Screening Interview 1s the second stage to eliminate individuals from the
applicant pool who obviously do not meet the position’s requirements. The
most frequently cited reasons for rejecting applicants at this stage are because
they may lack the required knowledge, skills, education, academic training, or
work experience to perform the job. In the USA, these are legitimate

disqualifications if they are related to job performance (Cherrington, 1995;

Mondy et al., 1996).




3. Selection Tests are often used to measure individual characteristics and to assist
in evaluating an applicant’s qualifications and potential for success. Many
different tests have been developed to measure various dimensions of human
behaviour such as personality and psychometric tests, etc. (see Section 3.10 for
further details).

4. Employment Interview(s) is utilized by wirtually every company to hire
prospective employees at all job levels. Those individuals who are still viable
applicants after the exammation of application forms, imitial screening
interview, and required tests have been completed are then given an
employment interview. The applicant may be interviewed by personnel/HR
department interviewers, line managers, executives within the organization, or
some combination of these. The employment interview 1s designed to probe into
areas that cannot be addressed by the application forms or tests;, these areas
usually consist of assessing one’s motivation, ability to work under pressure,
and ability to ‘fit in> with the company (DeCenzo and Robbins, 1996) (see
Section 3.10).

5. Reference Checks: applicants may sometimes misrepresent themselves upon
their applications or during interviews, reference checks thus have become a
common practice in personnel and have been seen as both an energy-saving
procedure and a cost-efficient means of screening out undesirable applicants
(Carrell et al., 1995). As Mondy et al. (1996) state, reference checks provide
additional insight into the information furnished by the applicant and allow

verification of its accuracy (see Section 3.10).
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Evaluation of Application *|Rejection
Forms

v
Initial Screening Interview Rejection
Selection Tests Rejection
Employment Interview »| Rejection
Reference Checks » Rejection
Medical Examinations Rejection

Selection Decisions
and Feedback

Job Offer

Figure 3.4 The selection process

6. Medical Examinations: preferably, every applicant should have a medical
examination before the offer of a job 1s confirmed. A medical examination
shows whether he or she 1s physically suitable for the job and what risk there is
likely to be of sickness, absence, or injury; and even some doctors still maintain

that a very thorough medical examination may be necessary to fulfil these
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requirements. Graham and Bennett (1995) also indicate that there are some
circumstances in which medical examinations should be given: (1) when the
candidate applies for a particularly arduous job, or when he or she works alone
(e.g., a security officer), (2) when the job demands high standard of hygiene
(e.g., catering and food manufacture); (3) to any employee whose health may be
in danger because of the nature of the work; and (4) to candidates who are
known to be disabled (e.g., registered disabled persons).

. Selection Decisions and Feedback: after obtaining and evaluating information
about the finalists, HR specialists should make the actual hiring decision.
Usually, the applicants with the best overall qualifications may not be hired.
Rather, the candidates whose qualifications (including their work values and
attitudes) most closely conform to the requirements of the open positions should
be selected. In the USA, the actual hiring decision is usually made by the line
- manager in the department that had the position open. Since the candidate may
eventually work for this manager in that department, it may be necessary to
ensure a good ‘fit’ (including work values and attitudes) between the boss and
the employee (Mondy et al., 1996; DeCenzo and Robbins, 1996). Furthermore,
once the selection decision has been made, it may be important to provide
feedback to both the successful and the unsuccessful candidates in order to
maintain good public relations and promote a positive image of the company.
Langtry (1994) emphasizes that feedback should be immediate, illustrative and
specific, and should also interpret the negative traits in a positive way and invest
the time necessary to facilitate a relaxed discussion. However, since feedback
may still be a much neglected part of the selection process, it should be given as

much time and consideration as other stages of selection.
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8. Job Offer: the job offer in the UK is usually made by the personnel/HR
department. Graham and Bennett (1995) indicate that the initial offer of a job
needs special care, particularly as regards the following points;

« the wage or salary offered may not only be appropnate to the job and attractive
to the candidate but consistent with the eamings of present employees;

¢ the job should be named and any special conditions stated. For example, ‘for
the first six months you would be under training at our Birmingham branch’;

« the candidate needs to know the essential conditions of employment, i.e., hours,
holidays, bonuses, and fringe benefits;

o The next stage should be clearly defined; if the candidate asks for time for
consideration, it should be agreed when he or she would get in touch. If the
candidate accepts the oral offer, that manager should say what would happen

next, and when.

3.10. Selection Techniques/Instruments

The previous section outlined the selection process and a number of
activities involved in this process. This section introduces a range of useful
selection techniques/instruments which can be used to help the organization select
from a group of suitable applicants the individuals best suited for the particular
positions.

Some of the selection techniques outlined below may rely on establishing
past behaviour and some may sample present or predict future behaviour. Any
selection techniques the company utilized to select the nght employees for the jobs
are critical to the company’s success. The misuse of any kinds of method may be

costly to the organization and may consequently be demoralizing to the employee




(who finds himself or herself in the wrong job) and de-motivating to the rest of the
workforce (undesired HRM outcomes). Moreover, factors such as employment
policies, size, and structure of an organization, ownership pattern, and the sector of
industry, etc. may result in marked differences in the use of selection techinques.

Application Forms: an application form is a formal record of an
individual’s application for employment; it provides relevant information about the
applicant’s background and is often used in the job interviews and in reference
checks to determine the applicant’s suitability for employment (Carrell et al,
1995). Application forms are commonly used in France and Britain, with
Shackleton and Newell (1991) finding usage rates of 98 per cent and 93 per cent
respectively. However, although the application form 1s not only the basis of
selection, it is a fundamental document in an employee’s personnel record and has
legal importance in the contract of employment (Mathis and Jackson, 1988,
Graham and Bennett, 1995).

Resumes: one of the most common methods applicants use to provide
background information is the resume. Resumes, also called curriculum vitae (c.v.
or v/c) by some, vary in style and length. Unlike an application form prepared by
an employer, resumes contain only information applicants want to present. Some
employers require that all who submit resumes should complete an application
form as well so similar information will be available on all applicants. Individuals
who mail in resumes are sent blank application forms to be completed and
returned. In Denmark, curricula vitae are so prevalent that application forms are
rarely used. In Spain, selection at the managerial level 1s usually based upon the

provision of a curriculum vitae and a photograph.
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Biodata: it is often remarked that what a person will do in the future is best
predicted by what they have done in the past. Biodata hence represents a
systematic way of using information about past events to predict future job
performance. Biodata is essentially a collection of items that might be found on a
biographical questionnaire or application form (such as age, educational
attainment, job history, etc.) that enable the applicant to describe him or herself in
demographic, experiential or attitudinal terms. Biodata differs from traditional
items on an application form in that the applicant’s answers are combined to
produce a score equivalent to that established by a test; and this score is used for
selection purposes. Moreover, a distinction can also be made between ‘hard’
items, which typically represents historical and verifiable information, and ‘soft’
items, which may be more abstract in nature and include multiple choice questions
on value judgements, aspirations, motivations, and expectations (Drakeley, 1989).

However, Sparrow and Hiltrop (1994) comment that biodata 1s most cost
effective when used for pre-selection, particularly for compantes that routinely
need to recruit from a large labour pool, and that it is a relatively recent selection
method in the European context and its use has developed most rapidly in Britain.
Shackleton and Newell (1991) found that 19 per cent of Bntish organizations used
the technique compared to 4 per cent of (mainly very large) French organizations.

References: the main purpose of using references as a selection device is to
obtain information from a third party, with a view to providing a factual check on
the candidate’s qualifications and experience, and/or receiving an assessment of
the candidate’s suitability for the job in question (Anderson, 1992, 1996). Despite
the fact that a clear and comprehensive description of a candidate’s abilities and

behaviour by his or her previous employer would be of enormous value in
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selection, the use of written references in the UK still raises a number of problems:
(1) an offer may be made ‘subject to satisfactory references’, but as most
references are received after the candidate has started working they can only be
used to warn managers of possible faults in the candidate which in serious cases
may eventually lead to warnings followed by dismissal, (2) employers giving
references are often very cautious; many references only state the job title, the
dates of employment, and the reason for leaving; and (3) in order to present a
positive image, applicants are not likely to ask someone to write a letter unless they
are certain that the person will make a favourable evaluation. Therefore, most
references letters seem to be biased in a positive manner (Graham and Bennett,
1995; Cherrington, 1995, Mondy et al., 1996). Due to the bias associated with
written references, many reference checkers use the telephone. Anderson (1992,
1996) indicate that oral references obtained by telephone may encourage referees
to be more straightforward and open in expressing views. A verbal exchange also
gives the selector the opportunity to question and probe views expressed by the
referees, to see how well supported they are.

However, Britain has a strong tradition of selectors using references as a
selection method, irrespective of the organization size or level of management
intake. In their comparative study Shackleton and Newell (1991) found that 74 per
cent of British selectors use references compared to just 11 per cent of French
selectors (mainly from small to medium-sized organizations with small intakes). In
Ireland, formal reference checking is the most popular selection device (Gunnigle,

1993) and in other European countries, such as Belgium, it 1s customary to take up

references by telephone.




Selection Tests: these provide objective and standardized measures of
human characteristics such as aptitudes, interests, abilities, and personalities,
which may not normally be discovered by other selection means. Test results
measure how much of a given characteristic individuals possess relative to other
individuals. If the charactenistics being measured are important to successful job
performance, tests may then represent a valuable selection device (Martin and
Slora, 1991).

Tests are variously classified according to what they purport to test
(intelligence, aptitude, skill, trade knowledge, personality) or by the way they are
carried out or administered (performance tests, paper-and-pencil tests,
questionnaires, group tests, and individual tests). A study by the Psychology
Laboratory of the University of Bordeaux (op. cit. Bournois, 1993) estimated that
62 per cent of French organizations used personality tests in their selection
process, 35 per cent used aptitude or intelligence tests and 21.5 per cent used
projection tests such as Rorschach. Bournois (1993) suggests that these seem to be
rather high estimates and probably reflect the practice of the largest French
organizations only.

Moreover, for the purposes of personnel selection, psychometric tests are
generally divided into two categories: cognitive tests (assessing attributes such as
general intelligence, spatial ability, and numerical ability) and personality tests
(assessing individual traits against a model of underlying personality factors). In
Britain, the psychological testing agency Saville and Holdsworth found in a survey
of 361 large organizations that 71 per cent used personality questionnaires and 68
per cent used cognitive tests at some point during management recruitment

(McCulloch, 1993).
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Employment Interview(s): it is a formal, in-depth conversation conducted
to evaluate the candidate’s suitability for employment. According to Cherrington
(1995), the main purposes of the interview are to achieve the following points.

o Obtain information about the applicant: since the information obtained with
other selection tools may be incomplete or unclear, an interview provides an
opportunity for factual information to be clanfied and interpreted.

» Sell the company: the employment interview provides a good opportunity for
the interviewers to sell the company to the applicant. Interviewers should not
‘oversell’ the company, instead they should provide a realistic picture of the
organization’s advantages and disadvantages and provide a positive explanation
of why they have chosen to work for the company.

« Provide information about the company: general information about the job,
company policies, its products, and its services should be communicated to the
applicant during the interview.

o Establish friendship: if nothing else, the interview should be a frendly,
interpersonal exchange. After the interview, both parties should leave with the
feeling that they are personal friends.

Interviews can be conducted in several ways. In a typical one-to-one
interview, the candidate only meets one-on-one with an interviewer. The
sequential (or successive) interview takes the one-to-one a step further and is a
series of interviews, usually utilizing the strengths and knowledge base of each
interviewer, so that each interviewer asks questions in relation to his or her subject
area of each candidate, as the candidates move from room to room (Langtry,
1994). In the panel interview, the candidate is seen by two or more interviewers

simultaneously and it has been known to embrace as many as 15 interviewers.




Furthermore, interviews may be classified as highly structured at one
extreme and as having virtually no structure at the other. In practice, interviews
usually fall between these extremes. In the unstructured (nondirective) interview,
the interviewer asks probing, open-ended questions. Some interviewers believe
that this type of interview is comprehensive, and has greater effectiveness in
obtaining significant information by encouraging the applicant to do much of the
talking (Mondy et al., 1996).

The structured (directive or patterned) interview normally consists of a
series of predetermined job-related questions that are consistently asked of each
applicant for a particular job in order to minimize the chance for irrelevant
information to be gathered and for prejudice and bias to influence the choice. The
interviewer usually has advanced knowledge of the best answers based upon the
analysis of responses from superior performers on the job, hence, the structured
interview may be effective in predicting subsequent job performance. In addition,
the situational interview 1s a specific type of structured interview that pose a series
of hypothetical job situations to determine what actions and solutions the
apphcants actually would perform on the job. Interview questions are basically
derived from systematic job analysis that identifies essential charactenstics and
skills. The applicants’ responses are then evaluated against benchmark answers
that identify poor, average, or excellent employees (Sparrow and Hiltrop, 1994;
Gold, 1994; Cherrington, 1995).

Shackleton and Newell (1991) found that interviews were commonly used
in both Britain (93 per cent) and France (94 per cent). However, only 60 per cent
of British organizations used more than one interview. In France, 93 per cent of

organizations used more than one interview, and the preferred form was a series of
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one-to-one interviews. The French preference for using more than one interview
was linked by Shackleton and Newell (1991) to Hofstede’s (1980) analysis of
national culture. In most formalized French organizations, the managers’ higher
Power Distance scores are reflected in a desire to seek approval from seniors
before accepting candidates. In Greece too, the final decision for appointment
often resides with the Managing Director after a strict imtial screening and
selection process (Sparrow and Hiltrop, 1994).

Assessment Centres: these techniques have been described by Lewis
(1985) as multiple-method group selection. An assessment centre is a special
programme of tests, work simulation situations, exercises, and interviews which
are designed to measure and assess a wide range of different abilities, skills,
behavioural characteristics, and potential required for effective performance on the
job (Langtry, 1994). This method is used particularly for identifying management
potential and for hiring or promotion into management positions. Usually, a group
of candidates is brought together at a fairly isolated spot (for example, a country
hotel) where they go through the exercises (e.g., leaderless group discussions, in-
tray exercises, role-playing, business games, and ten-minute speeches, etc.) over a
period of one to three days. The candidates are evaluated on each activity by a
group of trained assessors {managers of a company) who observe their
performance. After they have been observed in many different activities, the
assessors then discuss their observations and try to achieve a consensus decision
concerning the evaluation of each candidate. The results should be fed back to
candidates as soon as possible afier the centre has finished. The aim of providing
feedback is to concentrate on development needs rather than emphasize

weaknesses. Although unsuccessful candidates so assessed will naturally be
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disappointed, they should not feel that they are complete failures and should be
encouraged to believe that they still have opportunities for development at that
managerial level (Graham and Bennett, 1995; Chernington, 1995, Armstrong,
1996).

According to Sparrow and Hiltrop (1994), the use of assessment centres
(mainly by multinational organizations) is reportedly increasing in countrtes such
as Denmark (Incomes Data Service, 1990a) where they are being used for a wider
range of jobs. The uptake of assessment centres for selection purposes has also
been most marked in Britain. From 1984-89, the proportion of Bntish
organizations using assessment centres grew from 7 to 25 per cent. By 1989, 59
per cent of the top British organizations had reported that they used this technique

for selection of employees (Shackleton and Newel, 1991).

3.11. Summary and Conclusions

This chapter has examined the nature of recruitment and selection and its
importance to an organization. The variety of recruitment methods and selection
techniques, the main focus of this chapter, has been introduced and discussed in
detail. It should be noted that these recruitment methods and selection instruments
commonly accepted and used in the American and/or European organizations may
not necessarily be adopted extensively by the Taiwanese firms because of the
different external and internal environmental contexts. Hence, an investigation will
be carried out in Chapter 5 to see (1) how frequently these western-oriented
recruitment and selection practices are employed by the domestic Taiwanese
companies, (2) which methods and techniques are, or are not, culturally

sensitive/specific, and (3) whether they would vary with company size and
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Chapter 4 Work-Related Values of National Culture

4.0. Introduction
The preceding chapter examined the recruitment and selection policies and
practices for organizations that are pursuing an HRM approach to the management
of people. This chapter discusses work-related values of national culture and
particularly centres on Hofstede’s key cultural dimensions as a theoretical
framework to facilitate our understanding of national cultural differences.
Generally, there are six sections in this chapter. The first section presents the
relationship between management and national culture, and then highlights some
major debates on the concept of culture, examines Hofstede’s first four value
dimensions of national culture, explores the fifth dimension - Confucian
Dynamism, discusses other researchers’ work on national cultural studies, and
finally draws some conclusions.
The aims of this chapter are:
1. to examine work-related values of national culture and consider their dynamic
nature in Taiwan;
2. to establish what (if any) are the implications of work-related values for HRM
and recruitment and selection policies and practices; and
3. to provide a base for identifying issues and facilitating the development of

appropriate hypotheses, which are addressed in Chapter 5, Section 5.1.3.2;

4.1. The Relationship Between Management and National Culture
According to Hofstede (1995) and Olie (1995), the influence of national

culture on management has not always been acknowledged. In the 1950s and




1960s, the dominant belief, at least in Europe and the USA, was that management
was something universal. There were principles of sound management which
existed regardless of the national environment. This is known as the convergence
hypothesis. The fundamental idea was that the logic of industrialism had a
homogenizing effect upon business organization, irrespective of the country they
were located in. Scientific progress and the consequent creation of more and more
highly developed forms of technology and production processes would eventually
drive all industnial societies towards the same end. As societies became more and
more alike, a universal type of business organization would evolve. However, the
belief in convergence of management practices waned during the 1970s,

Hofstede (1993) and Otlie (1995) also argue that there are no such things as
universal management theories or management practices. Although diversity in
management practices has been widely recognized, the vahdity of many
management theories (e.g., HRM) is likely to stop at management borders.
Messages of sound management promoted by such books as Peters and
Waterman’s (1982) In Search of Excellence, and Deal and Kennedy’s (1982)
Corporate Cultures may work well in the American context, but not in other
cultures. This seems to explain why management techniques like management by
objectives (MBOs), matrix organization, humanization of work programmes, or
performance-based reward structures may not be as successful in some countries
as they are in the United States. Likewise, HRM policies and practices (e.g,
selection, performance appraisal, and rewards) in one society may not always be
transferred and applied in another. As Hendry (1991: 60) points out, “...more than
any other set of management practices, HRM may have a signficant effect on

culturally-specific ways of doing things (e.g., individual/collective decision-
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making, the power of trade unions or lack of it, etc.) and is reinforced by national
institutions and values systems”, therefore it is important for us to get considerable
historical and cultural insight into local conditions to understand the process,

philosophies, and problems of national models of HRM (Hofstede, 1993).

4.2. The Concept of Culture: Some Major Debates

The previous section described the relationship between management and
national culture. This section highlights some major debates on the concept of
culture (including the definitions, the terms ‘nation’ and ‘culture’, national culture
and organizational cuiture) and outlines a number of commonly accepted

characteristics of culture.

4.2.1. The Concept of Culture
4.2.1.1. Definitions

Culture is an extremely broad concept. Anthropologists, sociologists,
psychologists, and others (phenomenology) tend to bring with them their own
specific paradigms and research methodologies. This, however, may cause
confusion and create difficulties in reaching consensus with regard to the
definitions of culture and their subsequent measurement and operationalization
(Schneider, 1988). Despite the lack of general agreement, numerous definitions of
culture were offered and could be found in the literature. Tylor (1871: 1) defined
culture as “that complex whole which includes knowledge, belief, art, law, morals,
customs, and any capabilities and habits acquired by a man as a member of

society”. Linton (1945: 32) described culture as “the configuration of learned

behaviour and the results of behaviour whose component elements are shared and




transmitted by members of a particular society”. Similarly, Barnouw (1963: 4)
indicated that “a culture is a way of life of a group of people, the configuration of
all of the more or less stereotyped patterns of learned behaviour, which are handed
down from one generation to the next through the means of language and
imitation”.

Having examined 164 different definitions of culture, Kroeber and

kluckhohn provided a comprehensive one:

Culture consists of patterns, explicit and implicit, of and for bchaviour
acquired and transmitted by symbols, constituting the distinctive achievement
of human groups, including their embodiments in artifacts; the essential core
of culture consists of traditional (i.c., historically derived and selected) ideas
and especially their attached values; culture systems may, on the one hand,
be considered as products of action, on the other as conditioning elements of
further action (Kroeber and kluckhohn, 1952: 181).

Mary Douglas (1970, 1978b, 1982a), as a cultural anthropologist,
approaches culture primarily from the standpoint of every day life. She sees culture
as a world of ordinary symbols, rituals, objects, and activities, all of which
dramatize the construction of social life. Unlike other cultural anthropologists,
Douglas appears to be less concerned with abstractions about values and world
views. Instead, she focuses on the more observable artifacts of culture in daily life
- its goods, its views of what is clean and dirty, the ways in which people treat their
bodies, along with the linguistic structure of everything from speech to meals,
constitute the ritual lubrication which permeates daily existence. Douglas’ view of
culture seems to represent the more superficial levels of a culture as Hofstede
identified in his ‘onion diagram’ such as symbols, heroes, and rituals (see Section
424, Figure 4.1).

Triandis (1983: 139) in describing culture suggested that “...it operates at

such a deep level that people are not aware of its influences. It results in
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unexamined patterns of thought that seem so natural that most theorists of social
behaviour fail to take them account...”. Tayeb defined culture as:

historically evolved values, attitudes, and meanings which are learnt and
shared by the members of a given community, and which influence their
material and non-material wayv of life. Members of the community learn these
shared characteristics through different stages of the socialization processes
of their lives in institutions such as family, religion, formal education, and
the society as whole (Tayeb, 1992: 120).

In Hofstede’s (1991: 5) more recent work, culture i1s defined as “the
collective programming of the mind which distinguishes the members of one
group or category of people from another”. Based on the definitions above, two
broad aspects of culture could be distinguished. First, in an anthropological and
sociological context, culture 1s a set of values, attitudes, meanings, and behaviour
which are learned, shared, and collectively held by the people who belong to a
given soclety and passed down from older members of the society to the younger
members (which represent the deepest level of a culture in Hofstede’s ‘onion
diagram’, see Figure 4.1). Second, outside the academic world and in day-to-day
life, culture 1s usually concerned with the symbols, nituals, religions, and arts and
artistic activities such as literature, theatre, opera, painting, and music, etc. (which
represent the more superficial levels of a culture in Hofstede’s ‘onion diagram’,
also see Figure 4.1). The first aspect of culture appears to fit Triandis’ (1972,
1983) notions of subjective culture (e.g., rules, norms, roles, beliefs, values, etc.)

whereas the second aspect fits his notions of objective culture (e.g., artifacts,

roads, factories, etc.).

4.2.1.2. Controversial Issues Regarding Culture
According to Chapman (1997), researchers in cross-cultural management

studies, adopting the positivist approach, seem to be preoccupied and/or overly
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concerned with defining the concept of culture and thus have often plundered the
anthropological literature in search of definition (Note: the work of Kroeber and
Kluckhohn is the typical example that appears so frequently in the bibliographies).
Chapman (1997), as a social-anthropologist and from his own observation,
indicates that while traditional British and/or European anthropologists (e.g., Mary
Douglas) certainly talk of culture, there is very little effort put into defining it
(unlike those of positivist researchers) because to them any attempt at definition of
culture would be tied to the particular cultural context from which it came and
would need to be understood in that context. In contrast, cross-cultural positivist
researchers, who are heavily influenced by the North American thought and
practice, tend to see the concept of culture as something universal and therefore
definable in the generic term,

Moreover, like many aspects of organizational theories and management
studies (e.g., HRM), the topic ‘culture’ also appears to be a westernized concept,
produced and prevalent in the USA and/or Europe, and thus may be culture bound.
As Chapman (1992a) emphasizes, the English term ‘culture’, whatever we take it
to mean in the Anglophone English environment, does not necessarily find
unproblematic equivalents in other languages and cultures. Hofstede’s original
IBM study on the four value dimensions of national culture is the example that has
beeﬁ criticized to be reflective of western values and have less relevance to other
non-western cultures (Roberts and Boyacigiller, 1984). In recognition of the
western bias problem, Hofstede and Bond (1988) thus created a fifth value
dimension, Confucian Dynamism, which reflects the priorities of Eastern minds
and is also applicable to countries with a Confucian heritage (see Sections 4.4.1

and 4.4.2).
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Chapman (1992a) further argues that this insight applies not only to the
term culture, but to the entirety of language, including all those words and
concepts (e.g., politics, economics, social structure, law, etc.) which a cross-
cultural analyst might choose to regard as analytical. The different structure of
words and concepts between two different cultures is a measure of different
realities as lived and understood in the fullest sense by different people. The
overlapping and/or blurring of boundaries between institutions such as politics,
religion, and economics in fran, and the political and economic role of kinship
structure in African states are examples of how fundamentally different these

congcepts are across cultures (Chapman, 1992a, citing from Tayeb, 1994).

4.2.2. ‘Nation’ and ‘Culture’

Tayeb (1988, 1994) points out that although culture is a set of historically
evolved, learned, and shared values, attitudes, and meanings, somehow it seems
too narrow a concept and therefore is often replaced by ‘national character’. In
addition to cultural influences, organizations may also be affected by other national
institutions. The term ‘nation’ refers not merely to culture but also to other social,
economic, political, and legal institutions, which may have some important effects
upon management practices (e.g., HRM) of organizations located in particular
countries.

In most single-culture and cross-cultural studies, the terms ‘nation’ and
‘culture’ have usually been used as if they were synonymous with national
boundaries separating one cultural group from another (Adler et al., 1986). Tayeb
(1994) also made a similar point. She indicates that most cross-cultural researchers

tend to equate ‘nation’ with ‘culture’ and use this approach to study culture and

155




management by comparing samples of matched respondents (e.g., managers) from
different countries.

However, most researchers, when conducting single-culture and/or cross-
cultural studies, tend to ignore cultural heterogeneity. As a matter of fact, some
nations are usually far from homogeneous. For example, the UK (or Great Britain)
consists of four major distinct cultural peoples, namely, the English, the Welsh, the
Scottish, and the Irish (from Northern Ireland). There are also many immigrant
minonities who, along with major groups, staff, run, and own the so-called British
organizations. This raises the question that how one is to know, for instance, that
the British organization, which is compared with e.g., an Indian company, is not in
fact staffed largely by immigrants from the sub-continent. The above practical
example provided by Tayeb suggests that the validity of any generalization based
on a cross-national research or a comparison between the British culture (or any
other heterogeneous culture) and that of other countries should be properly
examined (Tayeb, 1994). Adler et al. (1986) also point out that the majority of the
studies should be labelled single-national and/or cross-national rather than single-
cultural and/or cross-cultural if one takes the cultural heterogeneity of a nation into

consideration.

4.2.3. National Culture and Organizational Culture

Some managers tend to assume that employees from different countries
working for the same company are more simtlar than different and believe that
national differences are salient only in working with foreign clients, but not in
working with colleagues with different nationalities from the same company.

However, the two studies illustrated below suggest that the opposite is true.
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Managers and employees of both the domestic and international firms usually
bring their ethnicity to the workplace.

After studying managers (from the USA and nine Western European
countries) who were working for Organizations in their own countries (e.g,
German managers working for German companies, American managers working
for American companies, etc.), Laurent (1983) replicated his research in one
multinational organization with subsidiaries in each of the ten original countries.
His research was based on the presumption that managers working for the same
multinational firm would be more similar than their domestic colleagues working
for different domestic companies. Instead, Laurent found that there were
significantly greater differences between managers from the ten countries working
within the same multinational firm than there were between managers working for
organizations in their own countries. When working for a multinational company,
French seem to become more French, Italians seem to become more Italians, etc..
Laurent further replicated his research in two additional multinational
organizations with subsidiaries in each of the ten original countries. Similar to the
results from the first multinational, organizational culture did not appear to erase or
diminish national differences in the second and third multinational corporations.
Organizational culture seems to only remain and strengthen national differences.
Hence, Laurent drew the conclusion that national cultural differences were more
prominent among employees from different countries working within the same
multinational organization than among employees working for companies in their
home countries.

Similarly, Hofstede (1980, 1991) also found national cultural differences

within a single multinational corporation. His research findings demonstrate that




there were statistically significant differences in value orientations between

employees of IBM subsidiaries in 50 countries (see Section 4.3). Both Laurent and

Hofstede’s cross-national studies tend to show that national culture (from the

perspectives of employees’ work-related values and attitudes) would not be easily

diminished by organizational culture. There might be some explanations or reasons
for this:

1. the pressure to comply with the organizational culture of a foreign-owned
company might bring out employees’ resistance, causing them to adhere more
firmly to their own national identifies;

2. our ethnic culture might be so deeply rooted in us by the time we reach
adulthood that it could not be erased by any external force (Adler, 1997).

Hofstede (1991) also made a similar point. He points out that values (the
deepest level of a culture) are usually acquired in one’s early youth, mainly in the
family and in the neighbourhood, and later at school. By the age of 10, most
children have their basic value system firmly in place and thus, changes may be
quite difficult to make after that age (see Section 4.2 .4).

On the whole, the discussion on national and organizational cultures leads
us to conclude that multinational companies, at the superficial level, may be able to
change the individual behavioural norms and values through efforts at socializing
employees and through the various organizational policies and practices, but may
stand less chance of influencing the fundamental assumptions their employees
have about life and work because these are deeply rooted in the broad cultural
settings of nations.

Some contemporary cross-national studies have attempted to examine the

extent to which the values, attitudes, and patterns of behaviour that managers and
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employees hold tn a company are rooted in their national cultural background (e.g.,
Laurent’s research and Hofstede's IBM study). However, it appears that these
studies are not quite successful in separating the influences of organizational
culture from that of national culture on employees’ work-related values and
attitudes, which, from Tayeb’s (1996) point of view, would still pose a

considerable challenge to the researchers of comparative organizations.

4.2.4. Characteristics of Culture
Despite various definitions of culture as noted in Section 4.2.1, there are
several characteristics of culture which appear to be generally accepted and held:

(1) culture is not inherited, but it is acquired by learning and experience; (2)

culture is not a characteristic of individuals, but of a collection of individuals who

share common values, beliefs, ideas, etc.; (3) culture is transgenerational, passed
down from one generation to the next; (4) culture is an adaptive process, it may
change over time and in response to multiple stimulus; and (5) culture has different
levels. Hofstede (1991, 1993) distinguishe§ four different layers of culture from
superficial to deeper and less tangible elements, comprising symbols, heroes,

rituals, and values (see Figure 4.1).

1. The first level consists of symbols, which are words, objects, and gestures that
carry a particular meaning for the members of a society. At the level of
organizational culture, symbols usually include modes of address (formal or
informal), signs, dress codes, and status symbols, all recognized by
organizational insiders only.

2. Heroes constitute the second level of culture. These refer to persons, alive or

dead, real or imaginary, who embody characteristics that are highly prized in a
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society and who may serve as role models. At the level of organizations,
selection processes are often based upon hero models of ‘the ideal employee’ or
‘the 1deal manager’ (Hofstede, 1993).

. The third level of culture consists of rituals, which refer to the social rules and
norms that need to be followed in a certain environment. In organizations,
rituals usually include formal activities defended on apparently rational grounds:
meetings, the writing of memos, and planning systems, plus the informal ways
in which formal activities are performed: who can afford to be late for what
meeting, who speaks to whom, and so on (Hofstede, 1993).

. Values represent the deepest level of a culture; they are basic beliefs,
assumption, and feelings that people have regarding what 1s good, normal,
rational, and valuable, and so forth. Values may have a considerable influence
upon conceptions of identity and the role of individual rights and duties as
opposed to collecti\.le ones. For example, in North America and in most West
European countries, children are raised in the belief that they need to be self-
sufficient as adults. Children are taught to make their own decistons and are
encouraged to clarify their own needs and opinions and solve their own
problems. The houses in which these children grow up often reflect this
individualism. However, this stands in marked contrast to most other societies
in Mid and East Asia, where children are taught that they belong to social
groups, like the extended family, which will look after them and to which they
owe their loyalty. People hence learn to identify closely with the goals and

interests of these social groups (citing from Olie, 1995).
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country regions during the 1970s. In spite of the obviously homogenizing effects
of IBM’s corporate culture, Hofstede found statistically significant differences in
value orientations between organizational members of different national origins
and thus concluded that national culture could be broadly categorized and
distinguished by utilizing the four key value-based dimensions as stated below.
The scores of the 50 countries and three regions in Hofstede’s sample on these
four dimensions are illustrated in Figure 4.2. These value orientations have
implications for ‘ideals’ of organization structure and management approaches

(e.g., HRM, recruitment and selection policies and practices).

4.3.1. Power Distance (PD)

Power Distance as defined by Hofstede (1991: 28) is “the extent to which
the less powerful members of institutions and organizations within a country
expect and accept that power is distributed unequally”. Hofstede’s findings (see
Figure 4.2) show that Latin countries (both Latin European, like France and Spain,
and Latin American) and Asian countries (such as Malaysia, Singapore, South
Korea, and Taiwan) are typified by high Power Distance values. The ideal types of
organizations in large Power Distance countries tend to have tall hierarchies or
organization structures; centralized decision-making; autocratic, or paternalist
leadership style; special privileges and status symbols for senior staff (Hofstede
1991: 35-36).

In Contrast, Hofstede found that countries like USA, Great Britain,
Australia, and non-Latin part of European countries (such as Netherlands,

Germany, Sweden, and Denmark) had moderate to low Power Distance values.

The ideal types of organizations in small Power Distance countries tend to have




flattish  hierarchies or organization structures, bureaucracy minimized,
decentralized decision-making or tasks delegated; a belief that power should be
used legitimately;, consultative or democratic leadership style, and a degree of
autonomy for subordinates (Hofstede, 1991: 27-28, 35-36).

The Power Distance dimension has implications for leadership style. One
way of classifying leadership behaviour is by the degree of participation
subordinates have in decision-making. According to Hofstede (1991: 35-36), in a
culture with large Power Distance (e.g., Philippines, Malaysia), superiors and
subordinates tend to consider each other as existentially unequal; the hierarchical
system is felt to be based on this existential inequality. Subordinates are expected
to be told what to do. In other words, they tend to expect and/or prefer their
superior to make decisions, solve problems, and assign tasks. There may be a lot of
supervisory personnel, structured into tall hierarchies of people reporting to each
other. The ideal boss, in the subordinates’ eyes, may be an autocrat or ‘good
father’. In this case, autocratic or paternalist type of leadership style could be
expected.

Hofstede also points out that', under conditions of small Power Distance
(e.g., USA, Great Britain, Canada), superiors and subordinates consider each other
as existentially equal, and that the hierarchical system is just an inequality of roles,
established for convenience. Subordinates expect to be consulted before a decision
is made, but they accept that the boss is the one who finally decides. In the
subordinates’ eyes, the ideal boss may be a resourceful (and therefore respected)

democrat. In this case, consultative or democratic leadership would be the

approprate style.







4.3.2. Uncertainty Avoidance (UA)

Uncertainty Avoidance is defined by Hofstede (1991: 113) as “the extent to
which the members of a culture feel threatened by uncertain or unknown
situations”. This feeling i1s, among other things, expressed through nervous stress
and in a need for predictability: a need for written and unwritten rules.
Characteristics of low Uncertainty Avoidance societies, which include Denmark,
Great Bnitain, USA, and Canada, are: the 1deal types of organizations tend to have
less structuring of activities, fewer written rules; informality; limited influence of
experts, managers are likely to be more risk-taking, have more tolerance of
differing views, reliance on their own initiative and ingenuity over, for example,
promotion and hiring decisions and have more control of one’s emotions
(Hofstede, 1991: 111-12).

South Korea, Taiwan, and Germany, in contrast to Great Brtain and
Denmark, tend to have high scores on Uncertainty Avoidance, as reflected in the
importance given in business to expert advice, qualifications, thoroughness, order,
and detailed rules. All Southern European countries (e.g., Greece, France, Spain,
and Italy) and Japan also rank high on uncertainty avoidance, indicating a desire
for minimizing ambiguity and anxiety and to control the future. Moreover,
charactenstics of high Uncertainty Avoidance societies include stress upon laws
and rules to cover all eventualities, safety, and security measures, desire for long
careers in the same business, and focus on formal procedures (Hofstede, 1991:
116).

The implications of Uncertainty Avoidance for a company’s recruitment

and selection practices can be seen in a number of ways. HR managers/specialists




with strong Uncertainty Avoidance values are likely to be more anxious to ensure
that recruitment and selection practices are followed, and that the company’s
employment (or HRM) policies are fully integrated with corporate strategy so that
the organisational objectives can be achieved. Furthermore, organisations are
likely to put the focus upon the internal labour market (e.g., to reduce uncertainty
and risks) by using internal recruitment methods more effectively. For example,
promotion-from-within can be used to improve the commitment and job security of
employees (desired HRM outcomes). Transfers and job rotations can also be used
to increase functional flexibility and to provide current employees with

opportunities to experience different aspects of organizational life.

4.3.3. Individualism versus Collectivism

Hofstede (1991: 51) defines Individualism as “societies where the ties
between individuals are loose: everyone is expected to look after himself or herself
and his or her immediate family”. Collectivism, as its opposite, refers to “societies
in which people from birth onwards are integrated into strong, cohesive ingroups,
which throughout people’s lifetime continue to protect them in exchange for
unquestioning loyalty”. The fundamental issue addressed by this dimension is the
degree of interdependence a society maintains among individuals. It relates to
people’s self-concept: ‘I’ or ‘we’(in-group).

According to Hofstede’s findings (see Figure 4.2), key values in Collectivist
cultures (e.g. countries like Japan, Singapore, and Taiwan) include achieving
harmony and consensus in society and at work, face-saving in work and social

situations, and group decision-making. Inducing ‘shame’ is also a means of group

control over individuals who may violate group norms. Moreover, the personal




relationship usually prevails over the task; people are motivated by involvement 1n
achieving group goals rather than by seeking self-advancement or self-
actualization.

In contast, in the Individualistic society where emphasis may be placed
upon self-actualization or individual achievement, identity, and decision-making.
Managers prefer to keep a distance from subordinates both professionally and
personally. As i1s shown in Figure 4.2, all of Western Europe is Individualistic
except Portugal and Greece, with Great Britain being ranked as the third highest
individualist country world-wide after the USA and Australia.

However, the degree of Individualism or Collectivism of a society 1s also
likely to affect a company’s recruitment and selection policies and practices. For
example, in a Collectivist society, employee referrals (the hiring of relatives and
friends) are a common in-group recruitment practice used in family-owned
organizations. Hiring persons from a family one already knows may reduce risks;
relatives may also be concerned about the reputation of the family and help to
correct mishehaviour of a family member (Hofstede, 1991: 64). Nevertheless, in
the Individualistic society, a number of western researchers believe that there may
be some potentially negative feature of this in-group approach. Family
relationships at work are often considered undesirable because the hiring of family
members and relatives (in-groups), for example, may lead to inbreeding, nepotism,
and to a conflict of interests, and i1s likely to create cliques, causing some
individuals (out-groups) already employed by the company to feel excluded from
informal group associations (in-groups). Placing reliance upon employee referrals

for finding new employees may also create an imbalance in equal employment
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opportunity (Hofstede, 1991; Cherrington, 1995; Carrell et al., 1995; DeCenzo and
Robbins, 1996).

Organizations in Japan tend to be highly authonitarian and demand
conformity with company rules and compliance with group and cultural norms.
They also tend to put more emphasis on group work that may encourage harmony
within the workforce, on consensus between management and employees, and on a
high degree of employee co-operation. This appears to be consistent with the high
Power Distance and Collectivism Index scores as Hofstede indicates. Careful
selection of new entrants and intensive socialization of recruits into the existing
value system are also of great importance. Recruits are usually expected to spend
their entire careers with a single firm, hence, they may be expected to acquire
experience of various aspects of the business through job rotations and steady
progression through the management hierarchy (or seniority-based promotion
systems). Since there is only limited opportunity for promotion, most transfers are
lateral and this thus develops generalist rather than specialist management skills
and well-rounded management personalities (Hofstede, 1991; Graham and
Bennett, 1995; Hollinshead and Leat, 1995).

As Figure 4.2 exhibits, the USA, Australia, and Great Britain have high
scores on Individualism compared with Japan and Taiwan, this could explain the
preference for dominance of ideology of liberal Individualism in the USA and
Great Britain, and the associated HRM practices of performance appraisal,
ipdividual payment by results, and individualized career paths, which emphasize
the importance of self-actualization, individual initiative and responsibility.
Traditionally, the employer-employee relationship is usually conceived as a

business transaction, a calculative relationship between buyers and sellers on a
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‘labour market’. Poor performance on the part of the employee or a better pay offer
from another employer are legitimate and socially accepted reasons for terminating
a work relationship (Hofstede, 1991, Hollinshead and Leat, 1995). This hard
approach appears to be inconsistent with the Harvard model, Guest model, and
Brewster and Bournois’s model emphasizing the objectives of employee

motivation and commitment and job satisfaction, etc. (see Chapter 2, Section 2.6).

4.3.4. Masculinity versus Femininity

Masculinity is defined by Hofstede (1991: 82-83) as “socteties in which
social gender roles are clearly distinct (e.g., men are supposed to be assertive,
tough, and focused on matenal success whereas women are supposed to be more
modest, tender, and concerned with the quality of life)”, while Femininity is the
term used to describe “societies in which social gender roles overlap (e.g., both
men and women are supposed to be modest, tender, and concerned with the quality
of life)”. Hofstede found that countries with high Masculimity included Japan,
Italy, Great Bnitain, and Germany. Countries with low Masculinity (or high
Femininity) included Denmark, the Netherlands, Norway, and Sweden. Eastern
countries such as Singapore, Taiwan, and South Korea had moderate to high
scores on Femininity (see Figure 4.2).

In Masculine countries, Hofstede argues that stereotypically male values
such as challenge, competitiveness, individual recognition and advancement,
materialism, profit, strength, and action-focused activities tend to be appreciated.
However, in Feminine countries, more appreciation is given to stereotypically
female values such as co-operation, warm relationships, andlcan'ng and nurturing,

while less differentiation exists between male and female roles.
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The influences of the Masculinity versus Femininity dimension on an
organization’s recruitment and selection practices may include: a preference for
recruiting men or women for certain professions or job positions and opportunities
for employment and promotion for men or women. In Masculine cultures like
Japan, recruitment of women by Japanese companies 1s much more casual than for
men. The selection procedure i1s also more informal for women. Junior high
schools and high schools (external recruitment sources) provide the majonty of
applicants to fill the many retail and service positions available to women. Those
women who work in manufacturing tend to be viewed as short-term, and often
part-time, employees. Women are commonly required to resign on pregnancy or
childbirth and their length of service with the company tends to be much shorter,
thus their opportunities for promotion are severely limited. Even the few women
who do not marry and who move up to responsible positions are often encouraged
to leave the company long before the normal retirement age. Also, few of the
commitments and benefits accorded males are extended to females. Although, in
Japan, equal opportunities legislation was enacted in 1986, it only asks employers
to ‘make efforts’ to treat men and women equally, it is not surprising that its effect
seems to be unexceptional (Hollinshead and Leat, 1995). In contrast, Denmark
along with other Scandinavian and North European countries have high Feminine
scores (Hofstede, 1991), the Equal Opportunities Act in these countries attempts to
place more restrictions upon employers to provide equal treatment of men and
women in recruitment for jobs, transfer, or promotion.

In short, Power Distance and Uncertainty Avoidance tend to affect our
thinking about ideal types of orgamization (e.g., who has the power to decide

what?; how the organization should be structured?, how rules and procedures
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should be regulated?; is risk encouraged?; are experts and expertise valued and
respected?, are different views tolerated?) while Individualism-Collectivism and
Masculinity-Femininity seem to affect our thinking about people in organizations
rather than about organizations themselves (Hofstede, 1991: 140). This implies
that Power Distance and Uncertainty Avoidance are indicative of organization
structure and management processes whereas Individualism and Masculinity are
indicative of personal values and attributes. Moreover, Hofstede (1991) has
examined the influence of each of these dimensions for the family and at the
school and workplace and suggested that these value orientations can be measured

according to occupation, education level, gender, and gender roles, etc..

4.3.5. Implicit Models of Organization

In addition, Hofstede (1991) points out that different combinations of
Power Distance and Uncertainty Avoidance may lead to different implicit models
of how an organization should be structured, and thus suggests that four types of
organization could be distinguished as Figure 4.3 illustrates: the pyramid of
people, the well-oiled machine, the village market, and the family.

Hofstede indicates that countries (e.g., Japan, Taiwan, France, and Italy)
emphasizing large Power Distance and strong Uncertainty Avoidance were likely
to produce forms of organization that relied heavily upon hierarchy and clear
orders from superiors; centralized decision-making and control from the top: a
pyramid of people. This particular model of organization may have some
implications for recruitment and selection practices, such as promotion and hiring

decisions. In some formalized French organizations, for example, the HR

managers’ higher Power Distance scores are usually reflected in a desire to seek







organizational form are not solved primarily by the exercise of authority or by
formal rules, but through negotiation. The fourth model, the family, 15 a
combination of large Power Distance and weak Uncertainty Avoidance. This
organizational model seems to be the ideal organizational approach in a number of
Asian countries such as Hong Kong (a part of China now), Singapore, and
Malaysia: strong personal authority combined with few formal rules; problems are
resolved by constantly referring to the boss who is like a father to an extended

family, so there is concentration of authority without structuring of activities.

4.3.6. Hofstede’s Framework and Some Criticisms
Before presenting the general criticisms of Hofstede’s framework, it may be

advisable to briefly describe how Hofstede’s initial project was conducted.

4.3.6.1. Hofstede’s Framework

Hofstede’s initial project on national cultural differences was focused on
employees in subsidiaries of the IBM corporation in 67 countries. His data was
collected through the standardized paper-and-pencil attitude and value survey
questionnaires. The same questionnaires were used twice, around 1968 and around
1972. The entire data bank contains the answers on over 116,000 questionnaires,
each with about 150 questions. Twenty different language versions were used. The
initial analysis of the IBM data was performed on the 40 largest subsidiaries of
IBM (Note: 27 countries were omitted from the analysis because the samples from

these countries were smaller than about 50 respondents). At a later stage,

supplementary data became available for another ten countries and three multi-




country regions (East Africa, West Africa, and Arab-speaking countries), thereby
raising the total number of countries to fifty (Hofstede, 1983: 48-49).

For the original set of 40 countries, the relationships among the country
scores on the 32 questions were studied. This represents an ecological, not an
individual, analysis. The number of cases used is 40 (countries), not 116,000
(individuals). The data enables him to attribute to each of the forty countries
represented in the data bank of IBM an index value (between 0 and about 100) on
each of the four dimensions. The four dimensions were identified through a
combination of multivariate factor analysis and theoretical reasoning. They were
labelled Power Distance, Uncertainty Avoidance, Individualism versus
Collectivism, and Masculinity versus Femininity. A factor analysis of the country
scores for 32 questions and 40 countries showed that three factors explained 49 per
cent of the total variance: on factor combined high Power Distance and low
Individualism, one corresponded to Uncertainty Avoidance, and one, to
Masculinity. The two dimensions of Power Distance and Individualism, although
negatively correlated (r = 0.67 across 40 countries), have been maintained as
separate dimensions for conceptual/theoretical reasons (Hofstede, 1983: 49-50).
Each of the four value dimensions were calculated according to the weighted
formulas designed by Hofstede (1980, 1983), which will be shown in Chapter 7,
Section 7.3.1 (Note: for further details regarding how the index scores of these
countries on each of the four dimensions were calculated, please refer to “Natfonal
Cultures in Four Dimensions: A Research-Based Theory of Cultural Differences
Among Nations”, written by Hofstede, 1983).

Hofstede (1983: 46) suggests that the four value based dimensions of

national culture can be used as a framework for developing hypotheses in cross-
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cultural organization studies. He also indicates that these value orientations may
not be suitable for discriminating among individuals and not for discriminating
according to other sub-cultural distinctions like gender, generation, social class, or
organization, etc.. In other words, his study could be replicated only on the
following conditions: (1) at least two matched samples of respondents from
different countries, regions, or ethnic groups; and (2) preferably at least one of
these should be covered in the IBM studies so as to supply an anchoring point
(Hofstede, 1991: 254- 256).

It should be noted that it 1s not the aim of this study to replicate Hofstede’s
work by comparing work-related values of matched respondents from different
national cultural contexts or different ethnic groups. Rather, this study seeks to
examine Hofstede’s value based dimensions of national culture, consider their
dynamic nature in Taiwan (whether they would change over time), and establish
what (if any) are the implications of work-related values for HRM and recruitment
and selection policies and practices (see Section 4.0). Further, since Tatwan was
included in Hofstede’s data analysis, it might be appropriate for this research to

apply his key cultural dimensions as a methodological framework.

4.3.6.2. Criticisms of Hofstede’s Framework

Although Hofstede’s work can be seen as the most significant, elaborate
and extensive cross-cultural study of work-related values (Bhagat and McQuaid,
1982; Triandis, 1982, Sorge, 1983), his work appears to be vulnerable on the
following grounds.
1. One major bias exists in Hofstede’s sample design. The values of IBM

employees (white collar people) may not be typical of the values of all the
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members of the societies in his sample countries; and certain social classes (e.g.,
working class people or unskilled manual workers, etc.) seem to be excluded.
Also, the American-owned IBM corporation may not be taken as representative
of the computer industry in his respective countries (Robinson, 1983, Tayeb,
1988, 1994; Smith, 1996, Mead, 1998). Although such criticisms regarding
Hofstede’s sample design may be true, Laurent’s cross-national study supports
Hofstede’s findings that national cultural differences may be most pronounced
within a multinational organization (see Section 4.2.3).

. There appears to be some measurement problems as well. Hofstede’s
methodology presents the problems of replicability: the four value dimensions
were obtained by a factor analysis of 32 questionnaire items with only 40
subjects of data points (40 sample countries). Such an analysis may be
statistically flawed. Moreover, the use of different weights in computing the
four index scores also seem to be arbitrary and without statistical evidence. The
assigned weights indicate the relative importance of the items and any changes
of the weights would have a significant impact on the scale score (Dorfman et
al, 1987; Dorfman and Howell, 1988; Yeh, 1988: 107).

. Some commentators have criticized the use of the terms Masculinity versus
Femininity, preferring concepts such as ‘career success versus quality of life’,
‘tough versus tender’ or ‘assertive versus nurturing’, or ‘achievement versus
nurture’ or ‘competition versus co-operation’ (Robinson, 1983; Leeds and
Kirkbride, 1994; Adler, 1997).

. Hofstede’s research is in itself culture-bound. The team was composed of
European and American researchers and therefore many of the questions asked

and the analysis made of the answers might reflect western concerns and have
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had less relevance to other cultures (e.g., the Far East) (Roberts and
Boyacigiller, 1984)

. Hofstede’s work may also be subject to time constraints. As Hollinshead and
Leat (1995) suggested, Hofstede’s main analysis was conducted in the 1970s
and since then, a trend towards Individualism (or Masculinity) may have
become more obvious even in those countries with low Individualism index
scores (e.g., Taiwan).

. Child (1981: 306) indicates that many researchers of cross-cultural studies tend
to treat culture as a ‘residual factor’ which is presumed to account for national
variations that have neither been postulated before the research nor explained
after its completion. Following on Child’s comment, Tayeb (1994) also argues
that although most of the researchers have examined the influence of culture on
organizations, they do not attempt to study the cultural context of the focused
organizations beforehand, and that they try to learn about the cultural settings of
their targeted organizations only after the interpretation of their results have
required cultural explanations. Hofstede’s work appears to have this weakness,
adopting the residual approaches, as Child and Tayeb claim.

. Hofstede’s work has also been criticized for not having empirically investigated
the relationships between the four dimensions of work-related values and the
structures of the organizations. The relationships tend to be conceptual and
speculative without any hard evidence (Tayeb, 1994: 435). Unlike Hofstede
work, Tayeb’s (1988) comparative study of Indian and English cultures and
organizations was carried out in three independent stages in an attempt to (1)
examine the cultural, contingency, and political economy factors in the structure

of organizations and their employees’ work-related attitudes, and (2) establish
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the relationships between them. Her systematic literature, national culture, work
attitude, and organizational structure surveys led her to develop the multi-

perspective model (see Figure 4.4).

Relavant Vi Aspects of
variables 1a organisation

Caentralisation
Formalisation

Contingency conditions for Specialisation
variables -» Qrganisational -+ Chief executive's
operations span of control

Communication
(amount of)

conditioning of .
- preduction and Control strategies
s:r'i'gg’e':mnomy » labour market, ———— » Roward and
industrial relations, punishment policies
etc.
social characteristics
of individuals Formalisation
L Powaer and autonomy
orga ! ’
Cultural \ 0 msal!onal Delegation of authority
variabl - Mmembars’ work- — Consultation
8s | ; r
related attitudes Communication
(direction of)

Figure 4.4 A multi-perspective model for understanding organizational structure

and systems
Source: Tayeb, 1988, p.156

In the model, Tayeb indicates that cultural variables arise as a result of
political economy factors via changes in social characteristics of individuals. She
also attempts a causal integration of all elements of the model to increase a more
wholistic understanding of organizations and the differences in national cultures
than residual approaches, like Hofstede’s.

Despite a number of criticisms outlined above, Mead (1994) comments that
Hofstede’s four dimensions of national culture tap into deep cultural values and

allow significant comparisons to be made between national cultures, and that his
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work provides the manager with a framework of guidelines and hypotheses against
which to measure his’her own analysis. In the words of Westwood and Everett
(1987), Hofstede’s findings may be useful heuristically as a starting point for
further investigation of culture and cultural variation, particularly for more

qualitative research and analysis” (p.201).

4.4. ‘Confucian Dynamism’ as a Fifth Dimension
The previous section examined Hofstede’s first four value dimensions,
presented the implications of these value orientations for ‘ideals’ of organization
structure and management approach (e.g., HRM, recruitment and selection policies
and practices), and described briefly Hofstede’s framework and its criticisms. This
section explores the fifth dimension - Confucian Dynamism that Hofstede and
Bond studied in the 1980s, along with a number of Chinese scholars. This section
seeks to:
« provide the reasons for the creation of the Confucian Dynamism,
 discuss the ‘long term” versus ‘short term’ value onientations that composed of
this new dimension;
o identify the implications for recruitment and selection practices;
« explain the role of education in East Asia; and
» describe briefly how the Chinese Family Businesses (CFBs) were formed under
the influence of Confucianism and the emergence of the western management

theories and practices in the Chinese commonwealth.
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4.4.1. Reasons Behind the Creation of the Confucian Dynamism

As mentioned earlier, the original questionnaire of the IBM project
conducted by Hofstede (1980, 1983, 1986, 1991) had been designed exclusively by
westerners, and therefore the choice of items and research findings were inevitably
reflective of western values (Mead, 1994). However, Michael Bond (1984, 1988),
a Canadian researcher, found a creative solution to the western bias problem. He
had a questionnaire designed with a deliberate Eastern bias, in this case a Chinese
culture bias, which he used in the same way as western questionnaires, so that the
results could be compared. Bond asked a number of Chinese social scientists from
Hong Kong and Taiwan to prepare in Chinese a list of basic values for Chinese
people (as is shown in Figure 4.4). And so the 40 questions in the Chinese Value
Survey (CVS) reflected the priorities of Eastern rather than Western minds - and
hence differed significantly from the original IBM project, and from other
instruments used in cross-cultural research. This questionnaire was then translated
into English and the languages of the respondents, and administered to 100
students (50 males and 50 females) in each of 22 countries around the world. After
the initial publication of the results, data for (the People’s Republic of) China were
added, increasing the number of countries covered to 23 (Hofstede, 1991: 161).

Respondents were asked to indicate on a 9-point scale how important each
of the 40 values was to them personally, where a score of 9 meant ‘of supreme
importance’ and a score of 1 meant ‘of no importance at all’ (Hofstede et al.,
1987: 148). The survey data was analyzed by employing the ecological factor
analysts, which means that each of the participating countries is represented by a

score on the 40 values denived by combining the individual responses that form
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their basis. Moreover, for each culture, the endorsement of the male respondents
and of the female respondents on each value was averaged for each of the 40
values on the CVS. The average of the male and female means for a given item
then became their culture’s score on that item. A principal axis factor analysis was
run on the 40 standardized means from each culture, with factors rotated to
orthogonal structure. A scree test indicated the presence of four factors in the
matrix, accounting for 21.3 per cent, 15.4 per cent, 11.5 per cent, and 8.7 per cent
of the matrix variance respectively. These four factors/dimensions were labelled
‘Integration’, ‘Confucian Dynamism’, ‘Human-Heartedness’, and ‘Moral
Discipline’ (Note: for further details concerning how the ecological factor analysis
was used to analyze the CVS, please refer to “Chinese Values and the Search for
Culture-Free Dimensions of Culture: the Chinese Culture Connection” written by
Hofstede et al., 1987).

According to the results of a culture-level or ecological analysis of the data,
three of the four factors/dimensions in the CVS (and based upon the values
suggested by Bond’s Chinese experts) seem to probe three types of social
behaviour: behaviour towards senior or junior, towards the group, and the
expected roles of the sexes. As such they overlapped with those three dimensions
in the IBM survey - Power Distance, Individualism versus Collectivism, and
Femininity versus Masculinity. The Uncertainty Avoidance dimension from the
[BM studies, missing in the CVS data, tends to reflect western preoccupation with
Truth (the CVS technique did not yield data that correlated with the Uncertainty
Avoidance dimension, and the Chinese researchers who devised that (CVS
technique) did not show the western preoccupations with Truth). The westerner is

L}

analytic 1in his/her thinking and accepts the possibility of only one Truth; if my




point of view (logical, religious, ethical, aesthetic) is true, and yours differs, then
yours by definition is untrue. This mind set appears to reflect the three great
western religions of the Bible, Judaism, Christianity, and Islam. However, the
Eastern mentality and its ethical systems, are essentially synthetic. Confucianism
and the major Eastern religions, Hinduism, Buddhism, and Taoism, all value
Virtue rather than Truth and find Virtue in behaviour (ritual and ways of living,

etc.) rather than belief (citing from Mead, 1994).

4.4.2. ‘Long Term’ versus ‘Short Term’ Value Orientations

Hofstede and Bond (1988: 16) found evidence of a fifth dimension, missing
from the IBM survey, which they call ‘Confucian Dynamism’. This new dimension
was composed of the following values: on the one pole which could be labelled
‘long-term onentation” (LTO):

e persistence (perseverance)

ordering relationships by status and observing this order

thrift

having a sense of shame.

Values on the opposite pole, which could be labelled ‘short-term
orientation’ (STQ), are:
o personal steadiness and stability
e protecting your ‘face’
o respect for tradition

o reciprocation of greetings, favours, and gifis.
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I. Filial pietv (Obedicnce to parcnts, respect for parents, honouring

of ancestors, financial support of parents).

Industry (working hard).

Tolerance of others.

Harmony with others.

Humbleness.

Lovalty to superiors.

Observation of rites and social rifuals.

Reciprocation of grectings, favours, and gifts.

9. Kindness (Forgiveness, compassion).

10.Knowledge (Education).

11.Solidarity with others.

12.Moderation, following the middle way.

13.Self-cultivation.

14.Ordering relationships by status and observing this order.

15.Sense of rightecousness.

16.Benevolent authority.

17 Non-competitiveness.

18.Personal steadiness and stability.

19.Resistance to corruption.

20.Patriotism.

21.Sincerity.

22 Keeping oneself disinterested and pure.

23.Thrift.

24 .Persistence (Perseverance).

25.Patience.

26.Repayment of both the good or the evil that another person has
caused you.

27 A sense of cultural superionty.

28.Adaptability.

29.Prudence (Carefulness}).

30.Trustworthiness.

31.Having a sense of shame.

32.Courtesy.

33.Contentedness with one’s position in life.

34 Being conservative.

35.Protecting your “face”.

36.A close, intimate friend.

37 Chastity in women.

38 Having few desires.

39 Respect for tradition.

40. Wealth.

NN RN

Figure 4.5 The Chinese value survey and English equivalents
Source: The Chinese culture connection (a team of 24 researchers), 1987, pp.147-148




According to Hofstede, the reason for Bond choosing' the qualification
‘Confucian’ for this dimension is that nearly all values, on both poles, seem to be
taken straight from the teachings of Confucius. The values on the one pole,
positively rated, are more oriented towards the future (especially perseverance and
thrift) and they are more dynamic. The values on the opposite pole, negatively
rated, are more oriented towards the past and present and they are more static
(Hofstede et al., 1987: 150; Hofstede, 1991: 166, Hofstede, 1993: 150). In
practical terms, Confucian dynamism simply refers to ‘a long-term versus a short-
term orientation in life’ (Hofstede, 1991: 164) and it could also apply to countries
without a Confucian heritage (Hofstede, 1993: 150).

The column ‘Long-Term Orientation’ in Figure 4.2 lists the scores for
Confucian dynamism by country. From Figure 4.2, one may notice that the most
short-term oriented countries are Great Britain, Canada, Nigernia, and Pakistan.
Some non-Asian countries such as Brazil and the Netherlands score relatively high
on this dimension. The highest scoring countries on this dimension were China,
Hong Kong (a part of China now), Taiwan, Japan, and South Korea. Singapore
was placed ninth. Leaving out the special case of China, Hong Kong, and the
developed country Japan, one can see that the other three Asian countries are those
known as ‘NICs’ (newly industrialized countries) because of their dramatic rate of
economic growth over the past decades.

Hofstede (1991:168-69) indicates that the values on the LTO pole are very
Confucian and support entrepreneurial activity. Perseverance (persistence), in the
pursuit of whatever goals, is an essential asset for a new entrepreneur. Ordering
relationships by status and observing this order reflects the Confucian emphasis

on pairs of unequal relationships (e.g., father and son), the so-called ‘wu /un’ or




the ‘Five Cardinal Relations’. A sense of a harmonious and stable hierarchy makes
the entrepreneurial role easier to play. The five cardinal relations are: 1.
loyalty/ruler-subject; 2. filial piety/father-son; 3. faithfulness/husband-wife;, 4.
brotherhood/elder brother-younger brother; and 5. sincerity/friend-friend). Oh
(1991: 48) comments that four of these five relationships are hierarchically
structured, and in each case the proper attitude of the subordinate party is
prescribed. Only two major sentiments underlie this system: filial piety and
fraternal love. In the father-son relationship, filial piety is expressed as a kind of
respect and loyalty; in the relation of wife to husband, it emerges as obedience; and
in the relation of younger brother to elder it is expressed as respect. The only equal
relationship specified is the friend-friend relation, but even here hierarchy is likely
to enter the relation; for instance, if one friend is older than the other. Kim Byung
Whan (1992: 77) describes the five human relationships as ‘an almost perfect set
of ethical codes for industrial society’: loyalty to the ruler translates into company
loyalty; the benevolence of parents translates into a benevolent management style;,
senior-junior relationships translate into an acceptance of hierarchy; and
trustworthiness among friends becomes co-operation between co-workers.

Thrift leads to savings and the availability of capital for reinvestment by
oneself or one’s relatives. The value of having a sense of shame supports
interelatedness through sensitivity to social contacts and an emphasis on keeping
one’s commitments. Hofstede suggests that certain values on the long-term
orientation pole (e.g., perseverance and thrift) tend to be highly correlated with
East Asian economic growth, at least for the period of 1965-1987. Clegg (1990)
comments that East Asian economic achievement (e.g., the newly industrialized

countries: Taiwan, Singapore, and South Korea) could be said to be attributable to
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deep-seated and culturally given social facts and values. The role of cultural factors
has also been supported by MacFarquhar (1980) and Kahn (1979) who identified
Confucian ideology as the main reason for the East Asian economic miracle.
However, it should be noted that although Confucian values may be the key to East
Asian economic success, other interconnected factors hke economic policies,
political and legal factors, and the existence of a market, etc. are also likely to play
a crucial role in East Asian economic development.

On the short-term orientation pole, Hofstede (1991: 169) indicates that
values like personal steadiness and stability, if over-emphasized, may discourage
the initiative, risk seeking, and flexibility required of entrepreneurs in quickly
changing markets. Protecting one's face if exaggerated would detract from
pursuing the business at hand. Too much respect for tradition may hinder
innovation. Part of the reason for the NICs’ economic success is the ease with
which they have accepted western technological innovations. In this respect, they
have appeared to be less traditional than many western countries (see Figure 4.2),
and this thus explains the NICs’ relatively low scores on this short-term oriented
value. Moreover, with the results of western, analytically derived technologies now
being freely available, Eastern cultures were able to start putting these technologies
into practice using their own synthetic abilities. The Asian people believe that
“what is true or who is right is less important than what works and how the efforts
of individuals with different thinking patterns can be co-ordinated towards a
common goal” (Hofstede, 1991: 172). Japanese managemc:ii, fcr example,
particularly with Japanese employees, 1s famous for this pragmatic synthesis.

Finally, reciprocation of greetings, favour, and gifis is a social ritual more

concerned with good manners than with performance.




4.4.3. Managerial Implications of the Confucian Dynamism

In much the same way as ‘culture’ may influence HRM, recruttment and
selection policies and practices, it may also influence the work-related values and
attitudes sought in prospective employees. When making hiring/selection
decisions, the applications’ traits, attitudes, and work-related values (e.g., co-
operation, loyalty, industry, harmony, caring and nurturing, and perseverance, etc.)
may need to be taken into consideration. It may be important for HR
managers/specialists to ensure that the applicant’s overall qualifications and
characteristics (regarding those attitudes and values as mentioned above) can ‘fit’
well and/or are compatible with the organization’s needs ;md prevailing culture,
and that once hired, they are able to effectively carry out required tasks and

collaborate well with their colleagues.

4.4.4. The Role of Education in East Asia

Education has also played a highly important role in Confucian tradition.
According to Oh (1991 52-53), academic achievement was measured by a series
of examinations which determined young people’s educational and personal
futures within their society. The educational method involved much rote learning
and copying of examples, with the development of the theoretical and logical
reasoning playing a minor role. Education in East Asia today still places the major
emphasis upon accumulating a vast store of knowledge through rote memorisation.
It tends to produce a workforce well suited to the regimentation of the
manufacturing and service industries but without much creativity. The emphasis on

memorisation rather than critical analysis implies that East Asia’s NICs (e.g.,
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Taiwan, Singapore, and South Korea) are not likely to play a major role in
innovative and creative fields such as software and biotechnology and so on.
Today, education is still the pathway to power in East Asta. Young people are
highly motivated to obtain 1it; and diplomas and degrees are respected
achievements. Nevertheless, the literary emphasis that prevails in East Asian
education has produced a communication style that is not well adapted to
expressing the theoretical or logical reasoning necessary for good business
communication. Their business documents may often seem vague and evasive (Oh,
1991: 53). This seems to be reflective of East Asian high context cultures as Hall

and Hall (1990, 1995) suggest (see Section 4.5).

4.4.5. Chinese Family Businesses (CFBs) and the Emergence of Western
Management Theories and Practices in the Chinese Commonwealth
In addition, it should be noted that, even though the Chinese and Japanese
have high collectivism values (Hofstede, 1991), the Chinese tend to be more
relation-based (Liang, 1974: 94) and less group centred (Yeh, 1989:157) than the

Japanese. As the Japanese commentator Nakane perceptively notes:

In the Japanese system all members of the household are in one group under the
head, with no specific rights according to the status of individuals within the
family. The Japanese family system differs from that of the Chinese system
where family ethics are always based upon relationships between particular
individuals such as father and son, brothers and sisters, parents and child,
husband and wife, while in Japan they are always based on the collective
groups, i.e., members of a houschold, not on the relationship between
individuals (Nakane, 1973: 14).

The Confucian doctrine is of great significance to Japanese management:
subordinates are usually loyal to one’s superior and expected to show their

gratitude for such treatment in their total commitment and dedication to their




superior and to the orgamization (Whitehill, 1991). However, the Chinese kin-clan
tend to generate different trust or loyalty/commitment. According to Confucian
ethics, the (biological) family is the most important institution in the Chinese
society and an elastic concept which can be expanded or contracted according to
need (Oh, 1991). Five subgroups can be identified within the family-owned
business; and these are core family members, close relatives, distant relatives,
long-term employees, and non-related employees. The closer the distance to the
centre, the more likely it is that a member of the enterprise would be trusted and
appointed to top management position, instead of the others (Hall and Xu, 1990;
Chen, 1995). Under the influence of this concept, the business owner tends to
regard the business as the private property of the core family, and hence ts usually
reluctant to share the ownership with others (out-groups). It seems relatively rare
for non-family members (out-groups) without strong personal ties to owners to
become trusted members of top management. Partly as a result, many non-family
members leave to start their own businesses (Whitley, 1990; Mead, 1994). As Oh
(1991} indicates, non-family employees of family-owned firms are often in an
unfortunate position. permanently excluded from the inner family circle whose
authority is unchallenged, they are seldom trusted, and are often treated as
outsiders (out-groups). Moreover, the practice of equal inheritance among sons in
the Chinese society (in contrast to Japan and Korea) often restricts the size to
which businesses can grow (Wilkinson, 1996), and this may help to explain why
the majority of family-owned businesses in Taiwan are small to medium in size
(see Chapter 6, Section 6.2.1).

Hodgetts and Luthans (1994, 1997) suggest that culture may change over

time (here 1t means the deepest level of a culture - values and their time scale of
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change, see the following case given by Kao) and is passed from one generation to
the next. This can be illustrated by the environment of a Chinese Commonwealth.
Along with the adherence to traditional Chinese values across generations, Kao’s
(1993) research reveals that the emergence of an economically powerful Chinese
commonwealth (Chinese-owned businesses in East Asia, in the USA, and Canada,
etc.) is due to a number of changes over the past three decades, including a break
with traditional life-raft values (see Figure 4.6). People of Chinese descent are now
born all over the world; they are multicultural and have lived and been educated in
a manner different from their parents. While second- and third-generation Chinese
still respect the family enterprise, these younger entrepreneurs have absorbed other
values as well, particularly if they live in western countries like the United States,
Canada, Australia, and UK. The commonwealth’s new breed of entrepreneurs
have shifted from a survivor mentality to a focus on Maslow theory of motivation
or self-actualization, a goal that reflects western philosophies and practices.

Based upon Kao’s (1993) research evidence, the following ‘soft’ factors (of
HRM) have been considered as most crucial for improving their businesses in the
future: managing growth, nurturing creativity, developing more open
communication and confrontation skills, and encouraging professionalization of
the organization and smooth assimilation of outsiders. For example, the Acer
Group in Taiwan markets its own brand of computer clones in more than 70
countries and is one of the largest personal computer companies in the world.
Acer’s employees are encouraged to own shares of company stock, the company’s
emphasis on employees’ education, training and development, decentralized
decision-making, doing its own R&D, and creating its own brand name have

become highly praised models for other enterprises in Taiwan. Yet the CEO (chief







This section pnmarily focuses on the works of Laurent, Hall, and
Trompennars, which have been widely used as a reference by many researchers
(e.g., Leeds, Kirkbride, and Durcan, 1994; Darlington, 1996; Adler, 1997,
Deresky, 1997, Schneider and Barsoux, 1997, Sparrow and Wu, 1997, Mead,
1998). Each of the studies reviewed in this section will illustrate different aspects
of culture and raise awareness of how culture guides the way managers look at
problems, the solutions they find, the way they deal with others, and how others

may react.

4.5.1. The Work of Laurent

Laurent (1983) conducted cross-cultural research based on questionnaires
completed by middle and senior level managers following courses at INSEAD,
Versailles, France. In the surveys, he asked managers (from nine Western
European countries, the USA, and three Asian countries (Indonesia, Japan, and
China)) to agree or disagree with statements regarding beliefs about organization
and management.

Among other statements, Laurent asked managers a question regarding the
need for managers to have precise answers to most of the questions that their
subordinates might raise about their work. Swedish and American managers have
low scores in agreement and they tend to believe that managers should help
subordinates discover ways to solve problems rather than simply answering their
questions directly because merely providing answers may discourage subordinates’
initiative and creativity. By contrast, Japanese and Italian managers have high

scores in agreement and believe that people should not hold managerial positions
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unless they can give precise answers to most work-related questions. This seems to
reflect their reputation for being more directive and less willing to delegate than
Swedish and American managers, or for a preference to create dependency or
patemnalist relationships. However, problems may arise when managers from one
culture interact with managers and employees from other cultures. For example,
the Japanese subordinate 1s likely to think that the boss (a Swedish manager), not
knowing the answers, 1s incompetent, while the Swedish boss may think that the
Japanese subordinate does not know what to do and is therefore incompetent.

Another of Laurent’s findings showed Chinese and Spanish managers
expressing numerically greater disagreement than Swedish and British managers
with the statement concerning the need to bypass the hierarchical line in order to
have efficient work relationships. Most Scandinavian and Anglo managers seem to
believe that a perfect hterarchy, in which their boss knows everything, 1s
impossible, and hence they see bypassing as a natural, logical, and appropriate way
for employees to work in complex and changing organizations. However, most
Asian and Latin managers tend to believe that in order for bosses to be respected,
or to have power and authority, they should demonstrate expert knowledge and if
the most efficient way to get things done is to bypass the hierarchical line they
would consider that there was something wrong with the hierarchy.

Laurent (1983) concludes that the national ongin of European, North
American, and Asian managers significantly influences their views on how
effective managers should manage, and that the extent to which managers see

organizations as political, authoritarian, role-formalizing, or hierarchical-

relationship systems varies according to their country of origin.




4.5.2. High and Low Context Cultures

Hall makes the distinction between high-context and low-context cultures.
Unlike Hofstede, Laurent, and Trompenaars, Hall’s work is built on qualitative
insights rather than quantitative data and does not rank different countries. He
points out that “a high-context communication or message is one in which most of
the information is either in the physical context or internalized in the person, while
very little is in the coded, explicitly transmitted part of the message.... A low-
context communication is just the opposite; e.g., the mass of information is vested
in the explicit code.... Although no culture exists exclusively at one end of the
scale, some are high while others are low” (Hall, 1981/1976: 91).

In high context cultures (e.g., Asia, Latin America, Middle East, Africa, and
the Mediterranean), it is assumed that most information is already in the person
and therefore greater reliance 1s placed on informal, subtle, word of mouth, face-
to-face methods of communication. However, in low context cultures (e.g., USA,
Germany, Switzerland, and Scandinavian countries), emphasis is placed on clear,
unambiguous and explicit messages between people, time management, deadlines
and punctuality. In such cultures, personal and business relationships are more
separated, feelings and thoughts are expressed in words, and information is more
readily available (Hall and Hall, 1990, 1995).

In cross-cultural communication between high- and low-context people, a
lack of understanding may cause problems in reaching a solution; and conflict may
arise. For example, Germans would expect considerable detaiied ::formation
before making a business decision whereas Arabs would base their decision more

on knowledge of the people involved - the information is still there, but it is

implicit. The distinction between high- and low-context cultures can also cause




communication problems, even more so when the participants share the same
mother tongue. For example, American people generally have little patience for
wordy or dragging explanations and see language as functional rather than as an
art form. However, the opposite is true in Great Britain, where speech i1s more
implicative or suggestive. Mastery of the language is usually considered a sign of
good breeding and intelligence.

It seems that finding the right balance between low and high-context
communication can be tricky, as Hall and Hall (1990) points out. too much
information leads people to feel they are being talked down to, too little

information can mystify them or make them feel left out.

4.5.3. The Research of Trompenaars and Hampden-Turner

A recent work by Trompenaars and Hampden-Tumer (1997) has built on
the cross-cultural survey started by Trompenaars in his original thesis (1984) and
continued to the present day. Their world-wide study has so far covered over 55
countries among 30,000 participants. In their books Riding the Waves of Culture
(1997) and the Seven Cultures of Capitalism (1993), Trompenaars and Hampden-
Turner seek to explain differences between cultures in a non-prescriptive nature.
They believe that there is no one best way of managing and organizing cultures.
They describe culture as the way in which people solve problems and reconcile
dilemmas and show that different cultures have different ways of solving common
problems and finding specific solutions.

From their research, Trompenaars and Hampden-Tumner identified seven
fundamental dimensions of culture, based on societies’ differing solutions to

relationships with other people, nature, and time and explained in detail how these
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dimensions would affect the process of doing business and managing across

cultures. Their work aims at practising managers and international workers and

providing them with some cultural insights into the global versus local dilemma

facing international organizations. Each of the following dimensions they

distinguished has within it a dilemma as typified by two opposite or contrasting

values.

l.

Universalism-particularism in which individuals from a universalist culture

would focus on rules, and from a particulanist culture on relationships.

. The analyzing-integrating dimension examines the tension between the

tendency to analyze phenomena into parts, e.g., facts, items, tasks, numbers,
units, points, specifics, or...to integrate and configure such details into whole

patterns, relationships, and wider context.

. Individualism-Communitarianism is the conflict between what each of us wants

as an individual and the interests of the group we belong to.

. The inner directed-outer directed scale ranges from individuals who are

influenced to action by inner directed judgements, decisions, and commitments,

or signals, demands and trends in the outside world to which we must adjust.

. Achieved status-ascribed status examines the view that the status of employees

depends on what they have achieved and how they have performed, or on some
characteristic important to the corporation, e.g., age, seniority, gender,

education, potential, strategic role.

. Equality-hierarchy asks the question, is it more important that we treat

employees as equals so as to elicit from them the best they have to give, or to

emphasize the judgement and authority of the hierarchy that is coaching and

evaluating them?










understanding of how the different parties reached the same point, a lasting sense
of cohesion, co-operation, and appreciation of cultures may not be achieved. This
implies that shared meaning and cultural cohesion are important prerequisites for
multi-cultural teams. Cross-cultural awareness training may be able to help
international managers generate real understanding.

Another implication of the cultural dilemmas for global management is that,
in a world where more and more products and services are created by cros;s-
national teams, joint ventures, partnerships, and through foreign subsidiaries, it
seems highly possible to combine the cultural strengths of various nations. For
instance, an automobile migh be best get its steel from Korea, its engines from
Germany, its electronics from Japan, its leather and mahogany from Britain, and its
safety systems from Sweden. If managers world-wide can truly manage cultural
diversity and reconcile contradictions or apparent opposites, then they may be able
to make their own strategies and thought processes effectively by combining the
traditions of excellence from many nations (Trompenaars and Hampden-Turner,
1993).

Trompennaars and Hampden-Turner have developed their dimensional
theory further indicating preferred or idealized styles of organization for different
national cultures.

1. The family: power-orientation and hierarchical in structure with the leader
playing a father figure within the organization.
2. The Eijffel Tower: rule orientation and hierarchical in structure with a preference

for well defined roles and relationships.
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3. The Guided Missile: task orientation, egalitarian, and strongly individualistic
with a measure of impersonality for good measure. The guided missile cultures
are capable of adjusting course quickly, but not completely.

4. The Incubator: personal and egalitarian orientation with little or no formal
structure and emphasis on self-expression and self-fulfilment. The incubator
cultures tend to place the focus on creation and innovation.

These four types of corporate culture vary considerably; and differences can
be observed in relationships between employees, attitudes to authority, ways of
thinking and learning, attitudes to people, ways of changing, ways of motivating
and rewarding, criticism and conflict resolution.

Trompenaars indicates that companies should avoid a blanket approach to
culture, based on the dominant head office variety. Instead he suggests that a
transnational approach should be adopted, in which the best elements from several

cultures are brought together and applied differently in each country.

4.6. Summary and Conclusions

This chapter has highlighted the debates on the concept of culture and in
particular, explored Hofstede’s key value dimensions of national culture. In the
work settings, Power Distance and Uncertainty Avoidance tend to affect our
thinking about ideal types of organization and have some influences on leadership
style, decision making, and organizational design. Individualism-Collectivism and
Masculimity-Femininity tend to affect our thinking about people in organizations
rather than about organizations themselves, and these two value dimensions also
have some effects on motivation, job design, management by objectives, and HRM

policies and practices (e.g., recruitment and selection). Confucian Dynamism tends
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to measure employees’ devotion and/or commitment to the work ethic such as
perseverance, harmony, industry, and thrift, etc..

Examination of Hofstede’s findings for Taiwan indicates that the culture of
Taiwan tends to exhibit high levels of Collectivism and moderately high ratings on
the Power Distance, Uncertainty Avoidance, and Femininity dimensions.
However, since Hofstede’s world-wide survey conducted in the 1970s, Taiwan, to
varying degrees, has been affected by the process of industrialization, globalization
and MNCs operating in Taiwan. Today, younger generations of Taiwanese people
influenced by western media and education and western management theories,
practices, and techniques may be more likely to be aware of and to have absorbed
western ideas and values. Therefore, this research seeks to investigate (1) whether
Hofstede’s key cultural dimensions in Taiwan would still be the same as he found
two decades ago, and (2) whether, at the level of organizations, Taiwanese
employees’ perceptions of the importance of work-related values would vary with
ownership pattemn and company size as well as with gender, age, educational level,
and job position/status. These two aims will be addressed in detail in Chapter 5,
Section 5.1.3. Moreover, the value index scores derived on each of the four
dimensions (see Chapter 7) can provide a framework for the identification of
implications for HRM and recruitment and selection policies and practices in
Taiwan, which will be discussed in Chapter 9.

In addition to Hofstede’s work, other leading researchers like Tayeb,
Triandis, Laurent, Hall, Adler, and Trompennaars and Hampden-Turner, etc. have
also made the considerable contribution to the debate and understanding of the

concept of culture and provided researchers with a framework that may facilitate

both analysis and comparison of cross-national and/or cross-cultural studies. The




implication of these researchers” work. is that, ito: manage effectively :ini a domestic
or a global miilti-ciiltural:énvironment, we:may need'to develop:cultural sensitivity

16 anticipate and accommodate behavioural differences in different societies, rather

than either trying'to lignore them or.simply permhitting theriiito: causé jproblems:




Chapter 5 Research Methodology

5.0. Introduction

The previous three chapters have presented a review of the literature on the
concept of human resource management, recruitment and selection policies and
practices, and work-related values of national culture. This chapter is concerned
with the research methodology. The major sections of this chapter are: theoretical
issues and research hypotheses; research methods used for data collection;
questionnaire design; validity and rehability tests, sampling technique; and choices

of statistical techniques.

5.1. Theoretical Issues and Research Hypotheses
Before the following issues and hypotheses are discussed, it may be

advisable to outline the overall objectives of this research at the outset.

5.1.1. Overall Objectives of this Research

As 1s stated in Chapter 1, the overall objectives of this project are:

la. to undertake a review of the literature on HRM and develop an appropriate
framework for examining HRM in organizations in Taiwan,

Ib. o examine recruitment and selection policies and practices in Taiwan and
develop appropriate models of recruitment methods and selection
techniques based on ownership pattem and company size;

2a. to examine work-related values of national culture and consider their
dynamic nature in Taiwan; and

2b. to establish what (if any) are the implications of work-related values for
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HRM and recruttment and selection policies and practices.

While the first objective (1a and 1b) is concerned with HRM and
recruitment and selection, the second objective (2a and 2b) is concerned with

work-related values of national culture.

5.1.2. HRM, Cultural Relativism, and Transferability

As many organizations enter into a more competitive and dynamic world of
international business and as the globalization of world markets continues rapidly,
there is also much greater attention paid to HRM and its cultural relativism and
transferability. As is mentioned in Chapter 2, Section 2.6, several of the theoretical
or analytical models of HRM and strategic HRM (e.g., the Harvard model, Guest
model, the European model of HRM, etc.) examined in this study are either
American or European in origin and many of them tend to reflect the particular
cultural characteristics of their country of ongin. This raises questions about the
applicability of these western-oriented models in a different cultural and contextual
environment (in this case Taiwan). Moreover, in the academic and practitioner
literature, the question concerning the convergence versus divergence arguments
with respect to HRM practices is still subject to considerable debate and has been
discussed vigorously by numerous cross-cultural and/or cross-national researchers.
The five most recent comparative studies discussed in this section to varying
extents are relevant to this research and therefore can provide support for
examining the contextually and culturally relativist view of HRM, particularly in
the area of recruitment and selection, and the work-related values of national

culture in Taiwan.
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In a comparative analysis of HRM practices in matched Chinese and UK
companies, Easterby-Smith et al. (1995) sought to establish the relationship
between culture and HRM by addressing the two major issues. The first was
concerned with the possibility of transferring models and practices of HRM from
one country to another and more specifically whether there were cultural
limitations to the transfer of HRM practices from the USA to Western Europe. In
this respect, most of the researchers in the USA tended to take a universalist view
{Globerman, 1986) whereas the majonty of European researchers tended to take a
culturally relativist view (Hofstede, 1993; Guest, 1990; Thevenet, 1991, Brewster
and Tyson, 1991). The second issue was concermned with the possibility of
developing HRM policies, systems, and procedures which could span different
national and cultural boundaries within multinational companies (MNCs). The
underlying purpose of these two issues was to determine which etlements of HRM
were, or were not, culturally sensitive.

Having examined and compared the five areas of HRM, Easterby-Smith et
al. found that manpower planning might not be culture-sensitive. They indicated
that there were more similanties in manpower planning between Chinese
companies and some of the UK companies than there were between all the UK
companies. In this case, manpower planning appeared not to be greatly affected by
national (and assumed cultural) differences. However, there was a significant
difference between the UK and Chinese companies with regard to pay and reward
systems, but much consistency within each country. This suggested that there
might be deep-seated differences between the two countries with regard to
attitudes towards rewards which would limit the transferability of HRM ideas in

this area.
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Easterby-Smith et al. (1995: 51-52) emphasized that observed national
differences in practices were not necessarily attributable to cultural factors (which
they defined in terms of “deeply held feelings and beliefs of the people involved”),
they could also be explained by contextual factors (which they defined in terms of
“structures, institutions, and regulations of the country”). They pointed out that
managerial appointments was the practice that could be explained by both cultural
and contextual factors. According to their analysis, the national differences were
found in the selection criteria that were used to assess suitability of managenal
candidates. In the UK, there was more emphasis on ‘hard’ performance criteria
such as the demonstration of business results and the breadth of personal track
records. In China, there was a greater emphasis upon ‘soft’ criteria such as moral
behaviour, good relationships with others, and loyalty to the Party. The last
criterion ‘loyalty’ might presumably be a contextual factor, the rest of the facfors
seemed to stem from more deeply seated beliefs about the way people should
relate to each other as social beings and hence were most likely to be cultural
attributes. Due to the greater cultural dependency in this case, HRM practices
associated with managerial appointments would be less easy to transpose from one
national setting to another.

On the basis of their research findings, Easterby-Smith et al. suggested that
HRM practices would be influenced by both cultural and contextual factors, and
that the areas of HRM which were most affected by cultural and contextual factors
were the elements that were least likely to be transferable. For example, practices
like managenial appointments, appraisal, reward systems, and the basic stance of
unions towards management were more influenced by cultural factors. Other

practices such as the relative contributions of specialists and line management in
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assessing potential and the institutional structure of unions were more attributable
to contextual (industrial and institutional) differences. Easterby-Smith et al.
concluded that, despite some similarities in practices between the UK and Chinese
companies, there were strong cultural factors which limit the adoption of many
features of western HRM models in China. They argued that their research
supported the culturally relativist rather than the universalist view of management
and HRM and also provided support to the need to be aware that the dominant
debates and assumptions in the West about HRM models being culturally bound.

It should be noted that this study is not comparative in this sense, it is more
concerned with the establishment of attitudes towards some elements of HRM
(e.g., the strategic role of HRM and recruitment and selection practices) and
concerned with the examination of work-related values of national culture in
Tarwan. However, the Easterby-Smith et al.” research can be used as justification
for this study to develop an analytical framework with respect to HRM in Taiwan
by taking account of both current Taiwanese contextual and cultural factors rather
than simply adopt the western-oriented HRM models, policies and practices, and
desired outcomes without critical evaluation of their suitability or transferability.

Another similar comparative study was conducted by Lawler et al. (1995),
who sought to examine the differences in HRM practices (e.g., recruitment and
selection, training, compensation, and evaluation) between Thailand and India
(country) and between the subsidiaries of multinational corporations (MNCs) and
locally owned companies (ownership) in each country. According to Lawler et al.,
MNCs had played a major role in promoting economic growth in Thailand and
India, therefore it might be possible for MNCs to transfer their home-country

HRM practices to their subsidiaries in these two countries. Also, it was anticipated
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that some differences in HRM practices between MNCs and culturally distinct
indigenous firms would be observed. Lawler et al. suggested that, in addition to
ownership pattern, organizational size and industrial sector were other contingent
variables which might also influence HRM practices.

In their study, Lawler et al. highlighted the debate on the convergence and
divergence hypotheses. The convergence hypothesis (Kerr et al., 1960) suggested
that technology, industriahization, economic growth, and globalization, etc. were
the factors which might encourage employment (HRM) practices to become more
similar across national boundaries. In contrast, Kochan and Dyer (1992) cited
various studies which suggested that cultural differences across countries and
regions would contribute to variations in employment (HRM) practices. This
divergent view was supported by a group of researchers who argued that
employment (HRM) practices would be expected to differ across countries, even
within regions of the world, as between Japan and Korea (Steers, Shin, and
Ungson, 1989) or Japan and China (Yeung and Wong, 1990). These arguments
were related to the universalist versus culturally relativist debates with cultural
vaniations and differences acting (along arguably with some elements of context)
as mitigating the influences upon technological, competitive, and economic forces
for convergence.r

According to their empirical results, Lawler et al. (1995) indicated that
recruitment and selection and training practices were the areas in which they
observed important inter-country differences and were influenced by cultural
forces. For example, they found that internal and external referrals and interviews
were more commonly used in Thailand than in India, and that these methods were

more likely to be used in family-owned enterprises in Thailand (Note: as most
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family-owned enterprises in Thailand are owned by people of Chinese descent, it
seems relevant to consider the role of Confucian values in shaping management
practices in these organizations (Lawler et al,, 1995: 326)). Their findings also
showed that although HRM practices might differ between Thailand and India, it
did not appear that multinational companies within each country used dramatically
different policies than domestically owned companies. In this respect, their
analysis provided support for the within-country convergence argument in relation
to HRM practices.

On the whole, the relevance of Lawler et al.” study to this research is that
they examined HRM practices in MNCs and domestically owned compantes, and
that there is some evidence in their study to support this research investigating
ownership pattern and firm size as organizational variables and elements in HRM
framework (e.g., recruitment and selection). Their study suggests that MNCs have
some influences on a country’s HRM practices and provides support for the view
that some elements of HRM (in their case, recruitment and selection and training)
are culturally sensitive. They also emphasize the need to be specific that any
hypothesized relationships (HRM practices and culture) should be linked to the
distinct aspects of the culture one investigated (in their case, Thailand and India).
This argument thus can be used as justification for the study of work-related values
of national culture in Taiwan.

Like the previous two studies, Paik and Teagarden (1995) also sought to
compare and contrast international human resource management (IHRM)
approaches in Japanese, Korean, and US multinational enterprises (MNEs)
operating in Mexico. In their study, they also addressed the similar issues by

highlighting the debate on the universalist (convergence) versus the culturally
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relativist (divergence) view of management and HRM. They pointed out that
previous research asserted that theories of management were culturally bound, and
that management practices varied significantly across cultures (Adler et al., 1986;
Brewster and Larsen, 1992; Brewster and Tyson, 1993; Hofstede, 1983, 1984;
Laurent, 1983, 1986; Steers et al., 1989; Von Glinow and Teagarden, 1988). Some
researchers also questioned the applicability of US-oriented HRM practices in the
European context (Brewster and Larsen, 1992; Brewster and Tyson, 1991) and this
raised similar questions regarding the applicability of US, Japanese, or Korean
HRM practices in Mexico. Another group of researchers (Dunphy, 1987; Steward,
1991) asserted that there was cultural convergence, based in part on
standardization of techniques such as world-class manufacturing, total quality
management, statistical process control and the emerging perspective called ‘base
practices’. However, a synthesis of these views suggested that ‘hard’ technolégy
and related aspects of MNE activity were converging, while ‘soft’ technologies
including the IHRM systems remained culturally and contextually bound (Child,
1981, Schneider, 1988; Von Glinow and Teagarden, 1988). Using Hofstede’s
(1983, 1984) national cultural dimensions (Power Distance, Uncertainty
Avoidance, Individualism-Collectivism, and Masculinity-Femininity) as a
framework, Paik and Teagarden sought to examine cultural and contextual
differences that influence IHRM design among these countries under study. Three
principal approaches to IHRM design were identified and used in their study: (1) a
mechanistic, ‘control’ approach that is a transplant of the design used by the parent
MNE; (2) a paternalistic, ‘human relations’ approach that can be a transplant by

the parent MNE or an attempt at cultural adaptation; and (3) a developmental,
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‘human resource’ approach that is a hybnd which integrates parent control
practices with culturally appropriate HRM systems (Butler and Teagarden, 1993).

Their research results, overall, showed that US MNEs were more aware of
cultural similarities and differences between their country and Mexico than were
Japanese and Korean MNEs. With respect to the IHRM approaches, US MNEs
tended to provide more professional training and career development to mid-level
Mexican managers than their Asian competitors. US MNEs using the human
resource design also provided operative workers with developmental education in
addition to adequate training to update their skills. Reward systems in these US
MNEs were carefully tailored to provide culturally appropriate rewards that varied
from location to location. In contrast, Korean and Japanese MNEs retaining their
work-based cultures in designing IHRM strategies were encountering the
dysfunctional consequences of culture shock due to their lack of understanding
about Mexican culture and due to language barners. In particular, Japanese
MNEs’ strong organizational cultural characteristic often led to conflict with
Mexican work norms and values. Their emphasis on group achievement, demand
for loyalty to the company, as opposed to a supervisor, and a strong emphasis on
work to the exclusion of workers’ social needs appeared to be the primary
problems in managing Mexican workers. Based upon these findings, Paik and
Teagarden expected that Japanese MNEs would continue to prefer Southeast
Asian countries over Mexico as offer-shore manufacturing sites, in part because it
would be easier for them to transfer IHRM control design practices.

In the case of the paternalistic, ‘human relations’ approach, Paik and
Teagarden found that there appeared to be more cultural congruence between the

Koreans and Mexicans than between the Japanese and Mexicans. Korean
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managers’ outgoing, paternalistic management style seemed to be well accepted
among Mexican workers. However, their strong emphasis on work also created
high levels of stress for Mexican workers which often resulted in turnover.

On the whole, having examined the applicability of Japanese, Korean, and
tUUS HRM practices in Mexico, Paik and Teagarden suggested that the types of
THRM approach the MNEs adopted would need to take Mexico’s distinct cultures
and contexts into consideration. Their research findings provided support for the
culturally relativist (divergence) view of IHRM. They argued that the most highly
successful MNEs would be those that would respect diversity and accommodate
diversity in ways that would create win/win situations. Moreover, their use of
Hofstede’s framework to compare national cultural differences in Mexico, US,
Japan, and Korea could provide support for investigating the work-related values
of national culture in Taiwan and establishing what (if any) are the implications for
HRM and recruitment and selection polices and practices. However, unlike this
research, Paik and Teagarden’s study did not specifically seek to ‘update’
Hofstede’s findings with respect to scores on his cultural dimension indices.

Budhwar and Sparrow (1997) conducted an empirical survey which aimed
to analyze the levels of ‘integration’ of HRM into corporate strategy and
‘devolvement’ of responsibility for HRM to line managers in India. They pointed
out that one of the central features of HRM which differs from personnel
management was the importance given to the integration of HRM into business
and corporate strategy and devolvement of HRM to line managers instead of
personnel specialists (Brewster and Larsen, 1992; Schuler, 1992, Storey, 1992).
They also indicated that, although the field of strategic HRM has given

considerable emphasis on integration and devolvement, most studies have been
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carried out in the West. A study of these two concepts would help to categorize
strategic HRM practices in India and would also facilitate comparison with HRM
practices of firms in different countries. In this respect, Budhwar and Sparrow’s
study is relevant to this research and can be justified the concern of this research
investigating Taiwanese HR managers’ desirability for strategic integration and the
extent to which the responsibility for HRM activities being devolved to line
management.

Budhwar and Sparrow in their study also indicated that contingent variables
such as the size of the organization, level of technology adopted, age of
organization, presence of a formal HRM department, type of ownership, hfe-cycle
stage of organization, and the impact of environmental factors were suggested to
have direct and predictable causative effects upon HRM polices (Cohen and
Pfeffer, 1986, Easterby-Smith, et al., 1995; Shaw et al., 1993), and that a number
of non-contingent factors such as national culture, the national business system,
legislative and institutional factors, and the role and competence of HR actors were
also postulated to have a more intangible effect on the HRM practices and polices
of organizations (Brewster, 1995; Sparrow, 1995). In the light of this point, it
might be reasonable for this research to examine whether firm size and ownership
pattern as organizational variables would have any significant influences upon
recruitment and selection policies and practices in organizations in Taiwan.

Another relevant cross-cultural comparative study on HRM was conducted
by Wasti (1998), who sought to examine the applicability of Japanese and
American HRM practices in the Turkish socio-cultural context. Like the previous
cross-cultural researchers, Wasti also centred upon the universalist versus the

culturally and contextually relativist debates by addressing the notions of
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‘traditionalism’ and ‘cultural imperialism’. Following the views of Triandis
(1994), Kanungo and Jaeger (1990), and Jaeger (1990), Wasti in his study
critically pointed out that management theories and practices such as HRM
developed in the West, notably North America had not only been considered to be
universally applicable, but had also been imported through multinational
companies to developing countries with the conviction that what had worked for
the development of the West would also work for the rest of the world. He further
indicated that the developing countries, for their part, seemed to have accepted
western development strategies without critical evaluation because of the common
belief that the socio-cultural characteristics of developing societies, typically
referred to as ‘traditionalism’, were harmful to economic development. As such, it
seemed highly possible that the uncritical use of western management theories and
techniques would contribute not only to organizational inefficiency and
ineffectiveness in developing countries, but also to the resentment and other
negative feelings associated with the perception of being subject to “cultural
imperialism’ (which is defined as “ _.being forced to adopt and accept practices
that run counter to deeply held values and assumptions of the local culture” (Wasti,
1998 608) cited from Jaeger (1990)). In short, Wasti argued that if MNCs wished
to increase their chances of success in foreign countries, they would need to build
up an understanding of the particular socio-cultural systems of the regions in
which they operated and identify specific management practices which would be
both culturally and contextually suitable to transfer.

Moreover, Wasti also used Hofstede’s cultural dimensions as a framework

to examine the socio-cultural differences between developed (Japan and US) and

developing (Turkey) countries and their possible influences upon HRM practices




of MNCs. Hosftede’s study had received its share of criticism, nonetheless Wasti
positively pointed out that Hofstede (1980, 1991) had provided a valuable
framework that linked the culture variables to the organizational context, and that
the key dimensions of national culture he distinguished had a major impact on
employees’ work-related values and attitudes. Similarly, McGrath et al. (1992) also
asserted that Hofstede’s work would continue to be the study that, on an empirical
basis, successfully tied cultural orientation and observable institutional differences
between countries in a ‘parsimonious framework’. The arguments above could
provide support for examining work-related values of national culture in Taiwan.
Again, unlike this research, Wasti did not specifically seek to ‘update’ Hofstede’s

findings with respect to index scores on his cultural dimensions.

5.1.3. Theoretical Issues and Research Hypotheses
5.1.3.1. Human Resource Management and Recruitment and Selection

This research primarily seeks to examine three main elements of HRM: the
strategic aspect of HRM, the devolvement of responsibility for HRM
functions/activities to line management, and recruitment and selection polices and
practices. As is described in Chapter 2, Section 2.3 and 2.4, what makes HRM
different from conventional personnel management is that the former has a number
of distinctive characteristics or philosophies underpinning the concept. For
example, it has been suggested that HRM is a strategic approach because it tends
to emphasize the importance of integrating HRM strategy and practice with
corporate strategy (Guest, 1989), that the locus of responsibility for people-

management is devolved to line managers and that the role of personnel or HR

specialists is to support and facilitate line management in this task, not to control it




(Armstrong, 1992). These two central features of HRM have also been highlighted
in an empirical survey conducted by Budhwar and Sparrow (1997), who used the
concepts (levels) of ‘integration’ and ‘devolvement’ to analyze strategic HRM
practices in Indian organizaions (see the study in previous section).

As is mentioned in Chapter 2, Section 2.6 and Chapter 3, Section 3.1, there
appears to be some general agreement among a number of leading American and
European researchers (e.g., Beer et al., 1984; Guest, 1989; Brewster and Bournois,
1991; Bratton, 1994) that whatever models and perspective of HRM are used,
recruitment and selection policies and practices can be perceived as integral.
Recruitment and selection not only seek to attract, obtain, and retain the human
resources the organization needs to achieve the strategic goals, but may also have
significant impact upon the composition of the workforce, the ultimate fit with the
organization’s needs and culture, and upon long-range employment stability (Beer
et al., 1984).

In the two respective cross-cultural comparative studies, the research
findings of Easterby-Smith et al. (1995) and Lawler et al. (1995) provided support
for the culturally relativist (divergence) view of HRM. For example, among a
range of HRM practices they investigated, recruitment and selection were found to
be culturally sensitive and varied across national borders. Therefore, in this
research, greater attention would also be paid to recruitment and selection policies
and practices as a major area of HRM activity.

In the studies conducted by Lawler et al. (1995) and Budhwar and Sparrow
(1997), company size and ownership pattern (along with other contingent and non-
contingent variables) were suggested to have some influences upon HRM policies

and practices. Thus, in this research, company size and ownership pattern are
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treated as independent organizational variables and are examined to see if they

have any significant effects upon the strategic role of HRM, recruitment and

selection processes, and upon the variety of recruitment methods and selection

techniques that employing organizations in Tatwan used.

According to the issues addressed above, nine hypotheses (Hi to Hbs) that

related to HRM and recruitment and selection have been devised.

Hi

H:

Has

Ha

Hs

Hs

H

Hs

The perceived importance of having HR managers on the board participating
in the development of corporate strategy would vary significantly with the
interactive effects of ownership pattern and company size.

The perceived importance of integrating the HRM policy and the corporate
strategy would vary significantly with the interactive effects of ownership
pattern and company size.

There would be a decentralization of responsibility for HRM
functions/activities to line management.

Recruitment and selection processes would vary significantly with ownership
pattern.

Recruitment and selection processes would vary significantly with company
size.

Recruitment methods would vary significantly with ownership pattern.
Recruitment methods would vary significantly with company size.

Selection techniques would vary significantly with ownership pattern.

Selection techniques would vary significantly with company size.
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5.1.3.2. Work-Related Values of National Culture

It should be noted that it is not the aim of this study to replicate Hofstede’s
work by comparing the work-related values of the matched respondents from
different national cultural contexts or different ethnic groups. Rather, this study
seeks to examine Hofstede’s value based dimensions of national culture, consider
their dynamic nature in Taiwan, and establish what (if any) are the implications of
work-related values for HRM and recruitment and selection policies and practices.
As is indicated earlier, some recent studies suggest that some elements of HRM
are culturally sensitive; and recruitment and selection appear to be one of those
(Easterby Smith et al., 1995, Lawler et al., 1995).

As is mentioned in Chapter 4, Sections 4.3.1 and 4.3.6, Hofstede’s most
famous cross-cultural study of work-related values was conducted during the
1960s and 1970s and his original findings for Taiwan indicated that the culture of
Taiwan tended to exhibit relatively high levels of Collectivism and moderately
high ratings on the Power Distance, Uncertainty Avoidance, and Femininity
dimensions. However, over the last four decades, Taiwan has been constantly
affected by the process of industrialization (e.g., from agricultural sector to
industrial and service sectors) and may be to some degrees influenced by
globalization and MNCs operating in Taiwan (see Chapter 1, Section 1.2). It has
been suggested that, as countries are industrialized and modemnized and as
countries become wealthier, there may be a tendency towards convergence of
management and individuals’ work-related values and attitudes (Ronen and

Shenkar, 1985; Steward, 1991; Paik and Teagarden, 1995; Wasti, 1998). If this 1s

the case, younger generations of Taiwanese people influenced by western media




and education are more likely to be aware of and to have absorbed western ideas
and values. There is also evidence that western management techniques (including
those regarding HRM, recruitment and selection) have been adopted by various
sectors of industry in Taiwan and are taught at universities/colleges (see Chapter 1,
Section 1.6). It might therefore be anticipated that, at the organizational setting,
some of the work-related values held by Taiwanese employees might have
changed during the process of modernization and might not now be the same as
Hofstede found two decades ago. Based upon the issues above, this research
attempts to update Hofstede’s index scores for Taiwan on the key cultural
dimensions. A main weakness of Paik and Teagarden (1995) and Wasti’s (1998)
studies (see the earlier section) is that they used Hofstede’s framework to compare
socio-cultural differences in different countries with respect to HRM practices, but
they have not sought to update Hofstede’s findings in respect of the countries they
investigated and they have therefore tended to ignore the dynamic nature of
culture.

Another reason for re-examining Hofstede’s cultural dimensions in Taiwan
1s that his respondents only worked within a single computer industry and a single
multinational (IBM), thus, it can be argued that the values of IBM employees
(white collar people) may not be typical of the values of all the members in the
Taiwanese society, and that the Amenican-owned IBM corporation may not be
taken as representative of the various sectors of industry in Taiwan (see Chapter 4,
Section 4.3.6). Unlike Hofstede’s study, this research focuses on the work-related
values of non-managerial employees in manufacturing organizations; and IBM 1s

also included in the survey (see section 5.5.1 for further detatls).
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Another issue that needs to be addressed is that, based on Hofstede’s
original finding, Taiwan has relatively high scores on the Collectivism Index. In
Collectivist cultures, there would be an emphasis on in-group versus out-group,
co-operation, harmony, face-saving, obligations, and having a sense of shame, etc.
(Hofstede, 1991: 50-67). It should be noted that, even in a Collectivist society, the
size of the in-group may still vary considerably. It may include just the immediate
family, or it may include the extended family and close friends, or the entire
organization, etc. (Triandis, 1982, 1983). According to Yeh (1989), the tradition of
the family coming first and other groups second is strongly rooted in the Chinese
society (including China, Hong Kong, Taiwan, and Singapore). This strong
Chinese family orientation seems to reflect in the excessive devotion to one’s own
family. In the workplace, employees without strong personal ties to their senior
managers or direct superiors do not usually show their loyalty or commitment to
their working institutions (both private and public sectors) and they tend to be
more concerned with their own individual or family well-being than organizational
solidarity. In this respect, the Chinese seem to show some characteristics that are
more associated with Individualist values, placing self-interest (or family interest)
above the group and/or the organization,

Moreover, Taiwan has moderately high ratings on the Femininity Index;
and in countries with a more Feminine culture, Hofstede (1991: 98-103) points out
that there would be less differentiation between male and female roles, and that
more women would be elected to political office and occupy more important
senior government posts. There would be a positive correlation between a

country’s Femininity score and the participation of women in higher-level

technical and professional jobs, as a percentage of all working women in a




country. However, in Taiwan, there appears to be less equality between men and
women, there are fewer women in elected political positions than men; and.the
more senior government posts are usually predominated by men. Further, the lower
status of women in the workplace, the limited numbers of women in technical and
professional jobs (eg., engineers or scientists), women’s limited promotion
opportunities into senior level posts, and women’s lower work participation rates
(see Chapter 1, Section 1.3) seem to indicate that these phenomencn in Taiwan are
more consistent with the Masculine cultures like the USA and Japan as Hofstede
described.

The i1ssues above lend the support to the argument that Hofstede’s analysis
for his respective countries on the key cultural value dimensions is a generalization
and thus 1s somewhat an oversimplification. People of a Collectivist society may
still possibly posses some Individualist values; and some Feminine attributes may
also be found among people in a dominant Masculine culture. As Chapman and
Antoniou (1996) rightly point out, for every culture, one could find both high and
low Uncertainty Avoidance domains depending upon the particular sub-domains
of culture that are investigated.

Moreover, the simplification of Hofstede’s study can be illustrated by the
fact that Hofstede, unlike Tayeb, did not attempt to examine the relationship
between specific culturally-influenced work-related values and attitudes and
specific structural variables. Tayeb’s (1979, 1988, 1990, 1994) examination of
societal cultures, employees’ attitudes and values, and the management structure of
organizations in such Collectivist societies as Japan, India, and Iran shows that,
except for Japan where the Collectivist characteristics of Japanese culture have

actually been carried into organizations, the Indian and Iranian employees
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(although still hold some Collectivist values such as loyalty to their own group
with the interest of group being placed first) have been seen to be as emotionally
separated from their workplace and to have as Individualistic a relationship with
their firms as any Individualist country like the USA or UK.

As is indicated in Chapter 4, Section 4.2.2, culture is an accumulative
experience of various individuals who share common values, beliefs, and ideas.
Nonetheless, sub-cultural distinctions or variations may still exist within the same
national cultural, political, legal, and geographical context (in this case Taiwan). It
has been argued that cultural variables such as a person’s age, gender, social class,
beliefs, education, wealth, and occupation, etc. would influence people’s values
and attitudes (Rokeach, 1979; Trnandis, 1982, 1983; Tayeb, 1988, 1994).
Trompenaars and Hampden-Turner (1997) also comment that individuals in the
same culture do not necessarily behave according to the cultural norms, and that
individual personality, gender, and ethnicity mediate in each cultural system.
Therefore, 1t could also be expected that not all people in an organization would
think and behave exactly in the same way or hold the same values and attitudes
due to differences in occupation, education level, gender, age, religions, life style,
Job position/status, organization size and structure, the sector of industry, and
ownership pattemn, etc. (Handy, 1993, Deresky, 1997). It seems that Hofstede
prefers to hold sub-cultural and non-cultural variables constant.

Moreover, as is described in Chapter 4, Section 4.4, Hofstede (1991)
indicates that certain values on the long-term orientation pole of the Confucian
Dynamism (e.g., perseverance and thrift) tend to be strongly correlated with East
Asian economic growth, at least for the period of 1965-1987. Clegg (1990) also

suggests that East Asian economic achievement could be said to be attributable to
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deep-seated and culturally given social facts and values (e.g., industry, harmony,
loyalty, co-operation, trust, and perseverance, etc.). Since there is arguably a
correlation between traditional Chinese work-related values and economic growth,
it may be reasonable to assume that these values may be important in contributing
to organizational success (in terms of survival in a dynamic and competitive
business environment).

Based upon the issues stated above, eight hypotheses (Hio to Hiv)

concerned with work-related values of national culture have been developed.

Hio The value based dimensions of national culture in Taiwan would not be the
same as Hofstede previously found.

Hu  The traditional Chinese/Confucian work-related values, as perceived by HR
managers and non-managerial employees, would be important in
contributing to organizational success.

Hiz Non-managerial employees’ perceptions of the importance of work-related
values would vary significantly with ownership pattern.

His  Non-managerial employees’ perceptions of the importance of work-related
values would vary significantly with company size.

His  Non-managerial employees’ perceptions of the importance of work-related
values would vary significantly with gender.

His Non-managerial employees’ perceptions of the importance of work-related
values would vary significantly with age.

His Non-managerial employees’ perceptions of the importance of work-related
values would vary significantly with educational level.

Hi7  HR managers and non-managerial employees would differ significantly in

their perceptions of the importance of work-related values.
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5.2. Research Methods Used for Data Collection

The previous section outlined the overall objectives of this study and
discussed respectively the issues and research hypotheses that related to HRM and
recruitment and selection as well as work-related values of national culture. This
section is directed towards the development of an appropriate research method for
data collection in order to test the hypotheses above. Before an optimal method 1s
determined, a number of research methods that can be used for data collection will

be briefly discussed in the following sub-sections.

5.2.1. Qualitative Research

Generally, both qualitative and quantitative research approaches can be
utilized by researchers to elicit information from respondents when conducting the
survey. This section will begin with the qualitative research and the methods
included in this approach.

According to Hakim (1987: 26-28), qualitative research is concerned with
individuals’ own accounts of their attitudes, motivations and behaviour. It offers
descriptive reports of individuals’ perceptions, attitudes, beliefs, views and
feelings, the meanings and interpretations given to events and things, as well as
their behaviour. It may be used for preliminary exploratory studies before
mounting a larger scale or more complex study. The strength of qualitative
research is the validity of the data obtained: individuals are interviewed in
sufficient detail for the results to be taken as true, correct, complete and believable

reports of their views and experiences. However, its main weakness is that small

numbers of respondents cannot be taken as representative, even if great care is




taken to choose a fair cross-section of the type of people who are the subjects of
the study (Hakim, 1987: 27).

Despite the strengths and weaknesses of qualitative research, there are a
number of qualitative research methods that can be used by researchers for

collecting data, which may include the following.

5.2.1.1. Personal Interviews

The personal interview is a face-to-face role situation in which an
interviewer asks respondents questions designed to extract answers pertinent to the
research hypotheses (Nachmias et al., 1992, 1996). The greatest value lies in the
depth and detail of information that can be secured through a personal interview.
The interviewer can not only improve the quality of the information received, but
also can note down conditions of the interview, examine additional questions, and
gather supplemental information through observation. Moreover, the interviewer
can adjust to the language of the interview and that can control the effect the
interview is having on the respondent (Lu, 1997).

Although the personal interview has a number of advantages as described
above, this method still has some limitations. For example, the costs in time and
money are particularly high if the study covers a wide geographic area or has
restrictive sampling requirements {Cooper and Emory, 1995). Another limitation is
that the interviewer may introduce measurement bias by varying the phrasing or

tone of questions (Kervin, 1992).
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5.2.1.2. Telephone Interviews

The telephone interview can be characterized as a semi-personal method of
collecting information. This method tends to enable the researcher to correct
misunderstandings, motivate the respondent, and probe for more detail when
answers are vague. The telephone interview i1s more convenient and cost-effective
and can get results in a short time as compared to the personal interview.

Nevertheless, the telephone interview still has some disadvantages. The
interviewer does not have visual aids (e.g., a puzzled look, a shake of the head) so
that a misunderstanding may occur. Some questions are difficult to ask on the
phone because of their complexity. There may be less control over the
measurement situation compared to personal interviews. Furthermore, telephone
surveys may produce non representative samples (Kervin, 1992).

On the whole, Nachmias et al. (1992, 1996) suggest that: (1) if a researcher
wishes to probe in-depth and complex questions and observe non verbal behaviour
and 1f time and money are available, a form of a personal interview may be more
preferable; and (2) if the interview can be simplified, and if funds and speed are

concerns, the telephone survey can be used to collect the information.

5.2.1.3. Observation

According to Sapsford and Jupp (1996), observation as a research method
has a number of advantages over interviews and questionnaires: (1) information
about the physical environment and about human behaviour can be recorded
directly by the researcher without having to rely on the retrospective or anticipatory

accounts of others; (2) the observer may be able to see what participants can not.




Many important features of the environment and behaviour may be taken for
granted by participants and may therefore be difficult for them to describe; (3) it
can give data on the environment and behaviour of those who will not take part in
interviews or complete questionnaires because they have not the time, or because
they object, or because they fear the consequences; and (4) data from observation
can be a useful check on, and supplement to, information obtained from other
sources (e.g,, interviews).

However, the main limitation of observation is that people may,
consciously or unconsciously, change the way they behave because they are being
observed, and thus observational accounts of their behaviour may be inaccurate
representations of how they behave naturally. This is the problem of reactivity

(Sapsford and Jupp, 1996).

5.2.1.4. Case Studies

Hakim (1987) points out that case studies can be used to provide a more
richly detailed and precise account of the processes at work within particular types
of case highlighted by surveys, whether typical or anomalous; they can be used to
substantiate or refine causal processes thought to underlie observed patterns and
correlations. Multiple case designs can be limited to two or three settings or extend
to dozens of cases, either to achieve replication of the same study in different
seftings or to compare and contrast different cases. Case studies can also provide
the basis for inteﬁational comparative studies. For example, Littler’s study of
developments in Britain was complemented by briefer comparative studies of

developments in Japan and the USA (Littler, 1982: 146-185) and subsequently
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extended by a fuller set of comparative case studies of employers’ labour policies
in the United States, Britain, Germany, and Japan (Gospel and Littler, 1983).
However, the practical problem of case studies is that the analysis and
presentation of case study data may require more skill than reports based on a
single type of evidence. Two common errors are to present an indigestible mass of
detailed evidence in the report, or to report only the researcher’s conclusions,
instead of presenting carefully selected robust and central items of data in
combination with the various questions and issues addressed by the study (Hakim,

1987).

5.2.1.5. Document Study

According to Bailey (1994), the analysis of documents means any written
materials that contain information about the phenomena people wish to study.
These documents vary greatly, some are primary documents, or eye-witness
accounts written by people who experienced the particular event or behaviour and
others are secondary documents by people who were not present on the scene but
who received the information necessary to compile the document by interviewing
eyewitnesses or by reading primary documents. Many nonpersonal documents are
written continuously by businesses or organizations to keep a running record of
events deemed important but that, because of complexity or quantity, cannot be
trusted to memory. Such documents tend to be more structured than personal
documents. These include minutes of meetings, interoffice memos, financial
records, and files containing various other materials relevant to maintenance of the

organizations (e.g., employee records or membership lists).

228




However, document study also has a number of disadvantages. For
example, as Bailey (1994) indicated, in spite of the coding difficulties, document
study has limited control over verbal behaviour. The document analyst cannot
possibly observe the nonverbal behaviour of his or her respondents, as they
typically are not personally present and he or she has only their written accounts to

work with.

5.2.2. Quantitative Research

The preceding section discussed the strengths and limitations of the
qualitative approach and qualitative methods such as personal interviews,
telephone interviews, observation, case studies, and document study. This section
describes a particular quantitative approach - the postal questionnaire.

Patton (1990: 13-14) indicates that quantitative research methods require
the use of standardized measures so that the varying perspectives and experiences
of people can fit into a limited number of predetermined response categories to
which numbers are assigned (e.g., closed questions with a set of fixed choices).
The advantage of a quantitative approach is that it is possible to elicit responses
from a large number of subjects to a limited set of questions, thus facilitating
comparison and statistical aggregation of the data. This gives a broad,
generalizable set of findings presented concisely. Moreover, validity in quantitative
research may depend on careful instrument construction to be sure that the
instrument (e.g., the questions items in the questionnaire) measures what it is
supposed to measure. The instrument then needs to be administered in an

appropriate, standardized manner according to prescribed procedures. The focus is
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on the measuring instrument - the test items, survey questions, or other

measurement tools (Patton, 1990: 14).

5.2.2.1. Postal Questionnaires

The postal questionnaire is an impersonal survey method in which
questionnaires are mailed to respondents, whose responses constitute the data on
which research hypotheses are tested (Nachmtas et al., 1992, 1996). Howard and
Sharp (1981) indicate that postal questionnaires are a favoured way of seeking to
acquire data from a large number of respondents. According to Cooper and Emory
(1995: 287), postal questionnaires have the following advantages: (1) often lowest
cost option; (2) expanded geographic coverage without increase in costs; (3)
requires minimal staff, (4) perceived as more anonymous; (5) allows re;spondents
time to think about questions; and (6) allows contact with otherwise inaccessible
respondents.

The disadvantages of this methods are described as follows. The
investigator may have no direct contact with his respondents who may interpret his
questions very differently from his intentions (Howard and Sharp, 1981).
Moreover, a questionnaire survey has the limitation of asking only simple and
straightforward questions. A complex questionnaire may be too confusing for the
general respondents. There 1s no opportunity to probe beyond the given answer, to
clarify ambiguous answers, or to appraise the non verbal behaviour of respondents.
Particularly, a low response rate may lead to a bias of questionnaire survey
(Howard and Sharp, 1981).

Nachmias et al. (1992, 1996) suggest that if a rather lengthy questionnaire

is to be used or one that includes sensitive questions, and particularly if the
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population to be investigated 1s relatively dispersed geographically or is a selective
population, the mail questionnaire can then be considered as an alternative to

personal and telephone interviews.

5.2.3. Determining an Optimal Method for Data Collection

By comparing the overall objectives of this research with the strengths and
weaknesses of each qualitative and quantitative research method as stated above, it
was decided to choose the postal questionnaire approach for this research. The
justification for the use of this method is explained in the following paragraphs.

Firstly, the postal questionnaire was used in this research for data collection
because the target populations (the sample companies) under investigation were
widespread geographically due to random sampling; and time and funds available
for this research were also limited.

Secondly, the qualitative research methods such as personal interviews
(structured or unstructured), case studies, observation, and document study are
useful research techniques which, ideally, could have been used in this research as
a supplement to the postal survey to probe for more detail and complex questions
regarding, for example, the current human resource management practices in
business organizations in Taiwan. The reasons for not being able to employ these
qualitative research methods are that: (1) time constraints: the conduct of case
studies and observation usually require a longitudinal study and therefore can be
very time consuming and costly as compared with postal surveys (Bailey, 1994;
Sapsford and Jupp, 1996); (2) case studies tend to demand a wider range of skills:
interviewing, the analysis and interpretation of information held in documents and

records, the design and analysis of structured surveys, extended periods of
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observation as well as the usual literature surveys and drafting skills for research
reports. The fact that research staff are willing to ‘have a go’ at types of data
collection or data analysis of which they have no experience is not sufficient; some
additional training (whether formal or on-the-job) may be a necessary additional
cost for the project to be carried out properly (Hakim, 1987; Bailey, 1994);, (3) if
using personal interviews or case studies alone for this research, small number of
respondents can not be taken as representative of the total population (Hakim,
1987); and (4) the six HR managers the author randomly contacted were willing to
answer the postal questionnaires but refused to participate in the personal
interviews because of the bad experiences they had had with other researchers.
They were also reluctant to provide their firms’ written documents concerning
corporate/business strategies and HRM or employment policies because they
treated such documents as commercially confidential.

Finally, although the response rate to the postal questionnaire may be lower
than the other methods (e.g., personal/telephone interviews), there are still some
techniques which can be used to motivate respondents to participate, for example,
a well designed questionnaire, a formal re-notification of telephone contact, or
follow-up efforts, and so forth. In the subsequent sections, the questionnaire design

and development will be discussed.

5.3. Questionnaire Design

Once the postal questionnaire is determined and chosen for data collection,
the design of a questionnaire begins. When constructing a questionnaire, there are
a number of important procedures (such as questionnaire content, forms of

response, question wording, questionnaire length, and pilot study) that need to be
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taken into consideration. The procedures involved in the questionnaire design will

be presented from Sections 5.3.1 to 5.3 8.

5.3.1. Questionnaires

Two questionnaires were designed in this research. The first questionnaire
concerning HRM and recruitment and selection (HRMRS) is adapted from the
“Price Waterhouse Cranfield Survey” questionnaire designed by Brewster et al.
(1992) and the second questionnaire concerning work-related values of national
culture is adapted from the “Values Survey Module” questionnaire designed by
Hofstede (1980).

The reasons for adapting Brewster et al. and Hofstede’s questionnaires are
that: (1) they are the leading European authorities who specialize in the field of
human resource management and national cultural differences respectively, (2)
Brewster et al.’s questionnaire on HRM incorporates a range of HRM issues, for
example, recruitment and selection policies and practices, which are relevant to
this research, hence their questionnaire is very helpful in this respect; and (3) since
another objective of this research is to examine Hofstede’s key cultural dimensions
in Taiwan and establish what (if any) are the implications of work-related values
for HRM and recruitment and selection policies and practices, it may be advisable

to make use of his questionnaire.

5.3.2. Questionnaire Concerning HRM and Recruitment and Selection
A copy of the questionnaire concerning HRM and recruitment and selection
(HRMRS) is contained in Appendix A. It should be noted that, in order to ensure

the widest possible response from the respondents, both terms ‘personnel
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management’ and ‘human resource management’ were used interchangeably in
this questionnaire.

The questionnaire consists of six parts, namely:

» Personnel/Human Resource Management

* Recruitment

o Selection

« Work-Related Values

s Organizational Details

» Respondents Details

The first part (Questions 1-11) was concerned with the human resource
management aspects. Question 1 attempted to find out whether the sample
companies have a Personnel/HR management department and/or manager.
Question 2 was to determine who has the responsibility for personnel issues if the
company does not have a Personnel/HR management department and/or manager.
Question 3 was to investigate how important the Personnel/HR manager being a
member of the senior management team participating in the development of
corporate strategy (a five point Likert scale was used to indicate the importance
level, “1 = very unimportant” and “5 = very important”). Question 4 was designed
to ascertain whether the sample companies have a corporate sirategy and
Personnel/HR management policy (Yes, written/unwritten or No). Question 5 was
to highlight how important the Personnel/HR management policy being fully
integrated with the corporate strategy (again, a five point Likert scale was used to
indicate the importance level, “1 = very unimportant” and “5 = very important™).
Question 6 was to determine which department has the primary responsibility for

such HRM functions/activities as recruitment and selection, training and
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development, etc. (“1 = HR department”, “2 = HR department in consultation with
line management”, “3 = line management”, “4 = line management in consultation
with HR department”, “5 = other”, and “6 = don’t know”. Questions 7-10 were
composed to examine the importance level of HR planning (for both present and
future staff requirement), job analysis, job description, and job specification (mean
score on a five Likert scale, “1 = very unimportant” and “5 = very important™),
these latter issues and practices are relevant to recruitment and selection polices
and practices.

The second part (Questions 11-18) of the questionnaire was concerned with
the recruitment policies and practices. Question 11 was to identify how tmportant
the recrurtment policies and practices are among the various personnel/HR
management functions. Question 12 was to find out how important the realistic job
preview technique 1s in the recruitment process. A five point Likert scale was used
tn Questions 11 and 12 to indicate the importance level, “1 = very unimportant”
and “S = very important”. Question 13 was designed to determine how often the
sample companies target, e g., older people, women, or friends/relatives etc. in the
recruttment process. Questions 14-16 attempted to examine how frequently each of
the recruitment methods (e.g., promotion from within, transfers, job rotations, and
employee referrals, etc.) are used for filling vacancies at managerial, professional,
and entry levels. A 1-5 scale was used in Questions 13-16 to indicate the frequency
level, “1 = never” and “S = always”). Question 17 was to highlight the importance
of promotion criteria (e.g., past performance, technical competence, and
leadership, etc.) in the recruitment process and Question 18 was to investigate how
important each of the flexible working practices (e.g., flexible working hours, part-

time work, and job sharing, etc.) are in facilitating recruitment. A 1-5 scale was
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used in Questions 17-18 to indicate the importance level, “1 = very unimportant”
and “5 = very important™.

The third part (Questions 19-24) of the questionnaire was concerned with
the selection policies and practices. Question 19 was to identify how important the
selection policies and practices are among the various personnel/HR management
functions (a five point Likert scale was used to indicate the importance level, “1 =
very unimportant” and “S = very important”). Questions 20-22 were constructed to
examine how often each of the selection methods (e.g., application forms, aptitude
tests, and one-to-one/panel interviews, etc.) are used for filling vacancies at
managerial, professional, and entry levels (a 1-5 scale was used to indicate the
frequency level, “1 = never” and “S = always”. Question 23 was to determine
which department has the primary responsibility for the final hinng decisions (1 =
only by personnel/HR department”, “2 = by personnel/HR department in
consultation with line management”, “3 = only by line management”, “4 = by line
management in consultation with personnel/HR department”, “5 = other”).
Question 24 was to investigate how important it 1s that the person in charge of
HRM issues needs to report to more senior HR managers and seeks their approval
before making the job offer to applicants (a 1-5 scale was used to indicate the
importance level, “1 = very unimportant” and “5 = very important”).

The fourth part, Question 25 consisted of ten work-related values (e.g., co-
operation, loyalty, industry, harmony, and trust, etc.); and the personnel/HR
managers were asked to evaluate how important each of the values are in
contributing to organizational success (each item was scored on a scale from “1 =

very unimportant” to “5 = very important”) (see Section 5.3.4).
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The fifth part of the questionnaire contained a number of general questions
about company information such as company size (in terms of number of
employees hired by the organization in December, 1995) and types of ownership
(Question 26-27). Such information could be used to test whether the strategic
aspect of HRM and recruitment and selection processes, recruitment methods, and
selection techniques would vary significantly with company size and ownership
pattern.

The final part of the questionnaire consisted of general information about
the respondents (Personnel/HR managers). The questions included are mainly to
provide information by which the respondents can be classified, such as gender,
age, and educational level (Questions 28-30). Such classifications may in turn help

explain differences in work values, behaviours, and attitudes.

5.3.3. Questionnaire Concerning Work-Related Values of National Culture

A copy of the questionnaire conceming work-related values of national
culture is contained in Appendix B. The questionnaire was divided into three parts,
namely:

« National Culture

¢ Organizational Details

» Respondents Details

The first part (Questions 1-21) consisted of specific questions regarding the
four key work-related dimensions of national culture: Power Distance, Uncertainty
Avoidance, Collectivism versus Individualism, and Masculinity versus Femininity.

The survey questions (Questions 1-21) used for composing the four value
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dimensions were derived from ‘Cultures and Organizations: software of the mind’

(Hofstede, 1991: 25, 51-52, 81-82, 111-112).

The three questions used for composing the Power Distance Index
(Questions 1-3) were concerned: (1) ‘employee afraid: how frequently are non-
managerial employees afraid to express disagreement with their superiors?” (mean
score on a five point Likert scale, “1 = never” and “5 = “always”); (2)
subordinates’ preference for their boss’s decision-making style (autocratic,
paternalist, consultative, or democratic), and (3) subordinates’ perception of their
boss’s actual decision-making style (autocratic, paternalist, consultative, or

democratic).

The Uncertainty Avoidance Index (Questions 4-6) was composed of three
questions concerning: (1) ‘job stress. how often do you feel nervous or tense at

(14 —

work?” (mean score on a five point scale, never” and “5 = always™); (2) ‘rule
orientation: a company’s rules should not be broken even when the employee
thinks it is in the company’s best interest’ (mean score on a five point scale, “1 =
strongly disagree” and “5 = strongly agree”™), (3) employees’ intention to stay with

the company for a long-term career (the answers ran from “1 = two years at the

most” to “4 = until I retire”).

The Individualism versus Collectivism dimension (Questions 7-12) was
composed of six questions concerning: (1) personal time: have sufficient time left
for your personal or family life; (2) freedom: have considerable freedom to adopt
your own approach to the job; (3) challenge: have challenging tasks to do, from
which you can get a personal sense of accomplishment, (4) traintng: have training

opportunities (to improve your skills or learn new skalls), (5) physical conditions:
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have good physical working conditions (e.g., good ventilation and lighting and
adequate work space, etc.); and (6) use of skills: fully use your skills and abilities

on the job.

The eight questions used for composing the Masculinity versus Femininity
dimension (Questions 13-20) were concerned: (1) earnings: have opportunities for
high earnings; (2) recognition: get the recognition you deserve when you do a good
job; (3) advancement: have opportunities for advancement to higher level jobs; (4)
challenge: have challenging work to do - work from which you can get a personal
sense of accomplishment; (5) manager: have a good working relationship with
your manager; (6) co-operation: work with people who co-operate well with one
another; (7) living area: live in an area desirable to you and your family; and (8)
employment security: have the security that you will be able to work for your

company as long as you want to.

For the dimensions of Individualism versus Collectivism and Masculinity
versus Femininity (Questions 7-20), Taiwanese employees were asked to assess
how important each of the work goals (the items noted above) are when choosing
an ideal job (mean score on a five point Likert scale,-“l = very unimportant” and

“S = very important”).

Question 21 consisted of two value items that are associated with the
characteristics of Individualism and/or Masculinity (e.g., competitiveness and self-
advancement/initiative) and eight value items that are relevant to the traditional
Chinese culture (e.g., co-operation, loyalty, industry, trust, etc.). Respondents were

asked to evaluate how important each of the work-related values are in
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contributing to organizational success (each item was scored on a scale from “1 =
very unimportant” to “5 = very important”).

The second part and third part of the questionnaire contained a number of
general information questions about the company and the respondents who
participated in the survey. The questions included company size (in terms of
number of employees hired by the organization in December, 1995) and types of
ownership (Questions 22-23), gender, age, and education level (Questions 24-26).
The final part of the questionnaire was designed to build up a profile of the
characteristics of the respondents who took part in the survey and to test whether
gender, age, and educational level have any significant effects upon the degree of

importance of work-related values held by Taiwanese non-managerial employees.

5.3.4. Question that Overlapped in Both Questionnaires

The questionnaires concermning HRM and recruitment and selection
(HRMRS) and work-related values of national culture were designed with
different respondents in mind. The questionnaire on HRMRS was constructed
specifically for Personnel/HR manager to answer whereas the questionnaire on
work-related values of national culture was designed particularly for non-
managerial employee to answer. However, there was one question that overlapped
in both questionnaires - “how important do you think each of the ten work-related
values are in contributing to organizational success”, which was Question 25 in the
HRMRS questionnaire and Question 21 in the national culture questionnaire (see
Appendices A and B).

Since Hofstede (1991) suggests that work-related values could be measured

according to occupation, gender, educational level, and social class, etc., it might
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also be advisable for this research to test whether Personnel/HR managers and
non-managerial employees have different perceptions of the importance of work-
related values (see Section 5.1.3 and Hi1).

Furthermore, it should be noted that there are certain questions that the
business firms in Taiwan are reluctant to answer, or may be prevented from
answering. For example, questions conceming their clients, their financial
situations, annual sales turnover, or market share of their products, etc. tend to be
perceived to be extremely sensitive and thereby are often treated as commercially
confidential. In this research, sensitive topics such as those mentioned above had

been deliberately excluded from both of the questionnaires.

5.3.5. Forms of Response

Having discussed respectively the content of the two questionnaires in the
preceding sections, this section describes the particular forms of the response.
According to Nachmias et al. (1992, 1996), questions in a questionnaire can be
either open-ended (unstructured, free-response) or closed-ended (structured, fixed-
response). Each form has advantages and disadvantages. However, the important
issue is not which form is best. Rather, it 1s under what conditions a form i1s most
appropriate. Neuman (1994) and Schuman and Presser (1979, 1981) emphasize
that open-ended questions are especially valuable in early or exploratory stages of
research. For large-scale surveys, researchers often use open-ended questions in
pilot studies, then develop close-ended questions response from the answeis given
to the open-ended questions. However, many questionnaires contain a mixture of

both. Researchers can use partially open questions (e.g., a set of fixed choices with
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a final open choice of “other”), which allow respondents to offer an answer that
the researcher did not include (Neuman, 1994).

In this research, the questionnaire of HRMRS was constructed by
employing the forms of close-ended and partially open questions. For example,
except Questions 2, 17, and 28 which contained a set of fixed choices with a final
open choice of “other”, the rest of the questions in the HRMRS questionnaire were
close-ended. The questions in the national culture questionnaire were close-ended
with a set of fixed choices except Question 23 (see Appendices A and B).

Moreover, the Likert scale, one of the common attitude scaling techniques,
was used in the questionnaires to show (1) how frequently the recruitment methods
and selection techniques are used by the sample companies and (2) how important
the work-related values are perceived to be by respondents when choosing an ideal
job. It could be classified into five different levels: 1 = very unimportant, 2 =
unimportant, 3 = netther unimportant nor important, 4 = important, 5 = very
important. Other expressions such as 1 = never, 2 = seldom, 3 = sometimes, 4 =
frequently, 5 = always are also used in both questionnaires (see Appendices A and

B).

5.3.6. Question Wording

The forms of response used in both HRMRS and national culture
questionnaires (close-ended and partially open questions and a five point Likert
scale) were discussed in the preceding section. This section is concerned with the
phrasing of each question.

It is an important task, because poor phrasing of a question can cause

respondents to refuse to answer it or to answer incorrectly, either on purpose or
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because of misunderstanding (Lu, 1997: 131). In order to avoid these errors, a
number of useful options were suggested by Churchill (1991) as stated below: (1)
use simple words; (2) avoid ambiguous words and questions; (3) avoid leading
questions; (4) avoid implicit alternatives; (5) avoid implicit assumptions; (6) avoid
generalizations and estimates, and (7) avoid double-barrelled questions.

In order to avoid these problems in both questionnaires, a pilot study was
conducted by way of telephone contacts with a number of HR managers and non-

managerial employees (which will be discussed in Section 5.3.8).

5.3.7. Length of the Questionnaire

After deciding the forms of response and specific wording for each
question in both HRMRS and national culture questionnaires, the next procedure
was discussed regarding the length of both questionnaires.

The length of a questionnaire is one of the factors that may affect the
response rate. A common belief 1s that shorter questionnaires may be returned or
completed more often than longer ones. However, there seems to be no conclusive
empirical evidence to support this belief, and there appears to be no specific
guidelines as to what constitutes a short or lengthy questionnaire (Black and
Champion, 1976 and Moser and Kalton, 1985). Nevertheless, these academics (as
noted above) still assume that most respondents may eventually get tired of
answering questions or responding to statements in a questionnaire as its length
Increases.

However, both questionnaires used for this research could be considered to

be the minimum length necessary to accomplish the overall objectives of this
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research: the questionnaire on HRMRS contains nine pages and the questionnatre

on work-related values of national culture contains five pages.

5.3.8. Pilot Study (Pre-testing the Questionnaires)

A pilot study, the final procedure in the questionnaire design, was
conducted to check the possible measurement error in both questionnaires of
HRMRS and national culture. Borg and Gall (1974: 22) define pilot study as “...a
small scale model of a research project involving only few subjects, which is
carried in order to improve the plan before the researcher makes the major
investment in time and effort required to carry out the planned research”.
Parasuraman (1991: 396) also defines pilot study as: “...it involves administering
the questionnaire to a limited number of potential respondents and other
knowledgeable individuals in order to identify and correct design flaws”.

Through a pilot study, insights and ideas can be provided for refining the
questionnaires. According to Cooper and Emory (1995), the purposes of the pilot
study are to: (1) determine respondent interest; (2) discover if the questions have
meaning for the respondents; (3) check for respondent modification of a question’s
intent; (4) examine question continuity and flow; (5) experiment with question
sequencing patterns; (6) collect early warning data on item vanability; and (7) fix
the length of the questionnaires.

In this research, the empinical study was conducted in Taiwan in July, 1996.
Both questionnaires were written in English and in order to facilitate the
understanding of Taiwanese respondents, the English versions were translated into
the Chinese versions (see Appendices A1 and B1). The translation work was

carried out by the author herself, with the help of Mr Hsu, who is a HR specialist
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and is currently the General Secretary of the Frozen Sea-Food Industrial
Associations of Taiwan and with the assistance of Mr Jiau, Mr Jin, and Mr Chiou,
who are HR specialists and ISO (International Standardized Organization)
evaluators at the Bureau of Commodity Quarantine and Inspection, the branch of
Kaohsiung, Taiwan. These HR specialists were requested to check the linguistic
and content validity of the English and Chinese versions of the questionnaires.
They all agreed that the question items in both questionnaires were relevant to the
overall objectives of this research (see Section 5.1) and commented that the
questions items would ehcit answers that could provide the necessary data for
hypotheses testing. Therefore, the Chinese and English versions of questionnaires
had content validity.

Furthermore, in order to ascertain the level of comprehension and wording
of the questionnaires, the pilot questionnaires were sent to a small sample of 11
business organizations chosen at random. Each organization was sent two
questionnaires - the questionnaire on HRMRS is addressed to Personnel/HR
manager whereas the questionnaire on work-related values of national culture is
addressed to non-managerial employee. Before sending out the pilot
questionnaires, the respondents were contacted by telephone and asked if they
would participate in the pilot study. There were also asked to answer each question
and make suggestions concerning the content and wording of the questionnatres.
Upon inspection of these returned pilot questionnaires, no particular confusion on
format and question type was found. Hence, these 11 returned HRMRS
questionnaires and 11 retumed national culture questionnaires (from the 11
companies chosen in the pilot study) could be considered as usable and potentially

eligible for data analysis.
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5.4. Validity and Reliability Tests
The previous section discussed the questionnaire design and the procedures
involved in the construction of the questionnaire. This section describes the types

of validity and reliability test that used in the pilot study for the questionnaires.

5.4.1, Validity Tests

Validity is an important measure of a survey instrument’s accuracy. Cooper
and Emory (1995) suggest that validity is the extent to which differences found
with a measuring tool reflect true differences among respondents being tested.
Generally, validity can be divided into three types, which are described as follows.

Content validity is usually assessed by individuals with expertise in some
aspect of the subject under study. The assessment of content validity typically
involves an organized review of the survey’s contents to ensure that it includes
everything it should and does not include anything it should not. It provides a good
foundation on which to build a methodologically rigorous assessment of a survey
instrument’s validity (Lu, 1997).

Criterion validity, also called concurrent validity or predictive validity,
involves multiple measurements of the same concept. The term concurrent validity
has been used to describe a measure that is valid for measuring a particular
phenomenon at the present ime, while predictive validity refers to the measure’s
ability to predict future events (Bailey, 1994).

Construct validity is assessed by whether the measure confirms or denies
the hypotheses predicted from the theory based on the constructs (Churchill, 1991).

It primarily checks relationships involving the theoretical ideas underlying the
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measure (Kervin, 1992). Construct validity 1s often thought to comprise two other
forms of validity: convergent and divergent (discriminant). The former is defined
as the confirmation of a relationship by independent measurement procedures
while the latter requires that a measure does not correlate too highly with measures
from which it is supposed to differ (Kervin, 1992; Churchill, 1991).

In this research, a content validity test of the HRMRS and national culture
questionnaires was conducted through a theoretical review and a pilot test. The
content of both questionnaires is based on the existing literature and adapted from
Brewster et al. and Hofstede’s questionnaires (see Section 5.3.1). Both
questionnaires were discussed with a number of British experts. Moreover, the
question items 1n both questionnaires were also seen by a number of Taiwanese
HR specialists as the relevant criteria that would extract answers to provide the
necessary data for hypotheses testing. Thus, the two questionnaires could be

accepted as possessing content validity (see Section 5.3.8).

5.4.2. Reliability Tests

Reliability 1s the extent to which a measuring instrument provides
consistent results. Reliability data reveal the degree of confidence that can be
placed in a measuring instrument. To ensure its usefulness, the measuring
instrument needs to be verified. Reliability is commonly assessed in three forms as
outlined below.

The test-retest method is a method of determining reliability by gi.ing the
test twice to the same group of respondents and correlating the two sets of scores.
A perfect positive correlation is +1.00. The higher the reliability coefficient, the

more consistent the results, and therefore the more reliable the test. The test-retest
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reliability can be calculated not only for single items but also for groups of items.
When measuring the test-retest reliability, care needs to be taken not to select items
or scales that measure variables likely to change over short periods of time (Litwin,
1995).

The split-half method estimates reliability by treating each of two or more
parts of a measuring instrument as a separate scale. Suppose that the measuring
instrument is a questionnaire. The questionnaire 1s separated into two sets, using
the odd-numbered questions for one set and the even-numbered questions for the
other. Each of the two sets of questions is treated separately and scored
accordingly. The two sets are then correlated, and this is taken as an estimate of
reliability (Nachmias et al., 1992). To correct the correlation coefficient obtained
between the two halves, the Spearman-Brown formula (Bartz, 1988) can be
applied.

The internal consistency rehiability 1s a common form in assessing survey
instruments and scales. It can be applied not only to single items but to groups of
items that are thought to measure different aspects of the same concept. Internal
consistency is an indicator of how well the different items measure the same 1ssue.
It is measured by calculating a statistic known as Cronbach’s coefficient alpha.
Coefficient alpha measures internal consistency reliability among a group of items
combined to form a single scale. It reflects the homogeneity of the scale and how
well the different items complement each other in their measurement of different
aspects of the same variable of quality (Churchill, 1991, Kervin, 1992; Cooper and
Emory, 1995; Litwin, 1995).

In this research, the internal consistency reliability was used to test the

questionnaires. As stated in previous paragraph, reliability can be expressed on
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basis of the Cronbach’s coefficient alpha. The reliability of both questionnaires
was tested from the data collected in the pilot study - 11 retusned HRMRS
questionnaires and 11 returned national culture questionnaires (see Section 5.3.8),
In HRMRS questionnaire, the responses for Questions 14 to 16 and Questions 20
to 22 were used. The reason for selecting these question items as a representative
of this questionnaire for a reliability test is that these items are based on the same
scaling technique - a five point Likert scale to indicate how frequently the
recruitment methods and selection techniques are used by the sample companies.
Likewise, the responses for Questions 7 to 21 were used to test the reliability of the
national culture questionnaire (Note: these question items are based upon the same
scaling technique - a five point scale to indicate the degree of importance of work-
related values). The results of reliability analysis show that the Cronbach’s alpha
for the 11 returned HRMRS questionnaires is 0.83 and for the 11 returned national
culture questionnaires is 0.92. According to Sekaran (1992), a value of 0.60 or

more 1s generally taken as representing acceptable reliability.

5.5. Sampling Technique

The preceding section introduced the types of vahdity and reliability test
that used in the pilot study for the questionnaires. This section presents the
sampling technique and discusses the questionnaires distribution and follow-up

procedures.

5.5.1. Sample Size and Random Sampling
The samples for this research primarnly focus on manufacturing industry in

Taiwan due to its remarkable contributions to the economic growth over the last
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decades (see Chapter 1). However, there was no formal governmental publication
concerning the total number of manufacturing companies located in the Taiwan
area, and the Trade Yellow Pages, published by the Taiwan Trade Pages
Corporation, may serve as a useful source because this directory provides various
up-to-date information from the total number of manufacturing companies in
Taiwan (including the local Taiwanese firms and foreign-owned companies),
company location, types of business, names of chief executives, telephone and fax
numbers, to the range and types of products, etc.. Form this directory, 500
manufacturing companies (the sample size in this research) were randomly
selected for the postal surveys and could be considered as representative of the
manufacturing industry in Taiwan,

These 500 manufacturing companies, engaged in such activities as
electronic and electrical appliances, steel, plastics, chemicals, hardware,
computers, and pharmaceutical, etc., were characterized according to size and
ownership pattern. Based upon number of employees hired, company size was
categorized into three main groups: small, medium-sized, and large businesses.
Ownership pattern was also classified into three groups: Taiwanese-owned,
Japanese-owned, and western-owned, or family-owned, non family-owned, and

foreign-owned companies (see Chapter 6, Section 6.2.1.1 for further details).

5.5.2. Questionnaires Distribution and Follow-Ups

Once the sample companies were selected and determined, the
questionnaires were distributed. In this research, the 500 manufacturing companies
were sent two questionnaires each. The questionnaires were sent together within

the same envelope and addressed to Personnel/HR department of each firm. The

250




HR manager/specialist who received the questionnaires was asked to pass on the
national culture questionnaire to any non-managerial employee of his or her firm to
be completed. The HR manager/specialist was also requested to return the
completed questionnaires in the stamped addressed return envelope that the
researcher provided.

In this research, the initial mailing was completed before 20th of July,
1996. One month after the questionnaires were posted, a follow-up letter was sent
(on 20th of August) to all of the sample companies which did not respond to the
first mailing in order to increase the response rate of this research. The follow-up
letter was similar to that of the covering letter with the addition of a short
paragraph emphasizing the importance of their participation in ensuring the
success of the research project. In order to facilitate the author to identify which
companies did not respond to the mailing, a serial number was allocated on the
questionnaires and on stamped addressed return envelopes as a means of
monitoring and keeping track in a small record book. This approach can be
rendered to the second group for reliability analysis, based upon the presumption
that the late respondents might be similar to non-respondents. No further attempts
were made to obtain the completed questionnaires after the follow-ups. The cut-off
date to receive responses was 10th, September, 1996. The response rate to the
questionnaire surveys for the two studies, HRM and recruitment and selection and
work-related values of national culture, will be discussed respectively in Chapter 6,

Section 6.1 and Chapter 7, Section 7.1,
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5.6  Statistical Techniques

After the sample companies were deternined and the questionnaires
distribution and follow-ups procedures were conducted, the next step concerned
the choice of statistical techniques for data analysis. When executing computerized
data analysis, the Statistical Package for the Social Sciences (SPSS/PC + 6.0), one
of the most widely available and useful soft-ware packages, was used in this
research. The statistical techniques described below were used in this research
with the aid of the SPSS programme. Section 5.6.1 begins with the statistical

techniques that used for analyzing the data in the HRMRS questionnaire.

5.6.1. Statistical Techniques Used for Analyzing the Data in the HRM and

Recruitment and Selection (HRMRS) Questionnaire
5.6.1.1. Analysis of Variance (ANOVA)

The analysis of variance is a statistical technique employed to analyze
multigroup expeniments. By using the 7 test, it allows us to make one overall
comparison that tells whether there is a significant difference between the means
of the groups. According to Sapsford and Jupp (1996: 252), the assumptions
underlying the analysis of variance are: (1) all observations should be independent
of each other; that is, no individual should appear twice in the data set, (2) the
populations of scores from which the samples are drawn should be normally
distributed (Note: Ortuzar and Willumsen (1994: 58) indicate that anv sample n
which is greater than or equal to 30 could be considered as normal distribution;

and this also would apply in this case), and (3) the groups should have the same
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within-groups variance (because the estimate of the population within-groups

variance will be biased 1f the vanances differ widely).

5.6.1.2. One-Way Analysis of Variance (ANOVA)

One-way ANOVA is analysis of variance where the groups are defined on
only one independent variable (Howell, 1989). In this research, one-way ANOVA
was employed to test whether there was any significant effect for ownership
pattern (one factor variable) with respect to each of the selection techniques (27
dependent variables). Within one-way ANOVA, the null hypothesis, for example,
is that the selection techniques would not vary significantly with ownership
pattern; the alternative hypothesis is that they would vary significantly with

ownership pattern.

5.6.1.3. Multiple Comparison Procedures

Analysis of vaniance or a significant ¥ value tells only that the population
means are probably not all equal. It does not tell which pairs of groups appear to
have different means. The null hypothesis that all population means are equal is
rejected if any two means are unequal. Special tests to determine which means are
significantly different from each other are called the multiple comparison
procedures. Among the multiple comparison tests (e.g., the least-significant
difference (LLSD), Bonferroni, Duncan, Student-Newman-Keula, and Sheffé tests,
etc.), the Duncan test, widely used by researchers in social sciences, was employed
in this research to find out where any differences of the mean groups lay. This test
ranks the group means from smallest to largest and uses the distance or number of

steps that two means are apart in this ranking in computing the range value for
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each comparison. Duncan test is based on the assumption that the larger the
number of group means being compared, the more likely that significantly
different comparisons will occur. In this test, the probability of finding a
significant difference, given that the two groups are in fact equal, is sometimes less

than and never grater than, the specified significance level (e.g., 0.05).

5.6.1.4. Two-Way Analysis of Variance (ANOVA)

Two-way ANVOA is analysis of variance where the groups are defined on
at least two independent variables. In this research, two-way ANOVA was used to
test whether there was any significant interaction between ownership pattern and
company size with regard to the perceived importance of integrating HRM policy
and corporate strategy. The null hypothesis for a two-way ANVOA would be, for
example, that the integration of HRM policy and corporate strategy would not vary
significantly with the interactive effects of ownership pattern and company size.
Conversely, the alternative hypothesis would be that the integration of HRM policy
and corpofate strategy would vary significantly with the interactive effects of

ownership pattern and company size.

5.6.2. Statistical Techniques Used for Analyzing the Data in the National
Culture Questionnaire
One-way ANOVA and the t-test were used to analyze the data of the
national culture questionnaire. One-way ANOVA was performed to test whether
the perceived importance of work-related values would vary significantly with

non-managerial employees’ educational level (one factor vanable). If the results
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indicated that there were significant differences in some of the work values
between individuals on educational level, the null hypothesis should be rejected.
The r-test, also termed two-tailed test, assesses the statistical significance of
the difference between two independent sample means for a single dependent
variable (Hair, Anderson, Tatham, and Black, 1995: 260). In this research, the f-
test was used to determine whether HR managers and non-managerial employees
would differ significantly in their perceptions of the importance of work-related
value e.g, loyalty. The significance level o could be set at S per cent, i.e, o =
0.05. If the results showed that HR managers and non-managerial employees
differed significantly in their perceptions of loyalty, the null hypothesis should be

rejected.

5.7. Summary

This chapter has discussed the research methodology. The issues identified
were derived from the literature review and the recent comparative studies, which
provided a framework for the creation of research hypotheses. The postal
questionnaire was chosen for data collection due to the samples’ dispersion
geographically and limitations of time and financial resources. The samples in this
research primarily focused on manufacturing industry in Taiwan. The 500
manufacturing companies randomly selected for this research were sent two
questionnaires each - the questionnaire concerning HRM and recruitment and
selection (HRMRS) is to be completed by HR manager/specialist whereas the
questionnaire concerning work-related values of national culture is to be

completed by non-managerial employee.
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Chapter 6 Empirical Results and Analysis (1)

6.0. Introduction

The preceding chapter discussed the research methodology such as issues
and research hypotheses, methods used for data collection, questionnaire design,
validity and reliability tests, and sampling techniques, etc.. This chapter seeks to:
(1) present the general findings resulting from the initial analysis of the HRMRS
questionnaires(tHRM and recruitment and selection) and (2) report the empirical
results that related to the research hypotheses stated in Chapter 5, Section 5.2, The
main sections covered in this chapter are: (1) response rate and rehiability analysts
of questionnaire survey; (2) characteristics of sample; (3) empirical results and
analysis of some aspects of HRM as well as recruitment and selection policies and
practices; and (4) discussion of the major findings. Based upon the findings, some
appropriate models of recruitment methods and selection techniques in Taiwan are

proposed.

6.1. Response Rate and Reliability Analysis
Before the reliability test of the returned HRMRS questionnaires 1s

presented, this section will begin with the response rate of questionnaire survey.

6.1.1. Response Rate
Based on the 500 sample companies selected for the survey (see Chapter 5,
Section 5.5.2), HRMRS questionnaires were sent to 500 HR managers/specialists.

The initial mailing was completed on 20th, July, 1996 and received 156 responses.

A follow-up letter was sent on 20th, August, 1996, one month after the initial




mailing. An additional 24 responses were returned. Therefore, the total response
number was 180 and the overall response rate for the HRMRS study 1s 36 per cent
(see Table 6.1).

It should be noted that there seems to be no general agreement in research
methodology literature as to what constitutes a proper or satisfactory response rate.
As Nachmias et al. (1992) emphasizes, the question of what constitutes an
acceptable response rate can not easily be answered because there is no agreed
standard for a minimum response rate. However, Black and Champion (1976: 398)
indicate that, usually, “...response rates to mailed questionnaires are in the 30 to 40
per cent range....”. Moser and Kalton (1985: 268) also comment that “a poor
response rate must constitute a dangerous failing, and if it does not rise above, say,
20 or 30 per cent the failing is so critical as to make the survey results of little, if
any, value”. Since the response rate for the HRMRS study appears to meet the
criteria made by Black and Champion and Moser and Kalton, it could be

considered as reasonable.

Table 6.1 Response Rate

Respondents Number | Number returned | Number returned | Responsc
distributed | before the follow- | after the follow- rate
on 20/07 | ups (from 20/07 | ups (from 20/08
to 20/08) to 10/09)
Personnel/HR 500* 156** 24%* 36%
managers

Note: *represents the sample size in this research
**represents that all returned responses were usable.

6.1.2. Reliability Analysis

Even though the response rate for the HRMRS study was 36 per cent and

could be considered as reasonable, the question of non-response bias may still




remain. An approach for testing the non-response bias as suggested by Armstrong
and Overton (1977) was performed, the late respondents could be assumed to be
similar to non-respondents. An internal consistency reliability was used to test the
first 156 returned responses; and a value of 0.83 (Cronbach’s alpha) was obtained.
The same method was used again to test the additional 24 returned responses; and
a value of 0.82 (Cronbach’s alpha) was obtained. The reliability coefficient of the
total 180 responses was 0.83 (Note: in the HRMRS questionnaire, the responses
for Questions 14 to 16 and Questions 20 to 22 were used for a reliability test; and a
five point Likert scale where “1 = never” and “5 = always” was used for these
question items. See Chapter 5, Section 5.4.2). According to the results of the
rehability test, it can be said that the HRMRS questionnaire itself has proved its
internal consistency and that the survey responses can be considered as
representative of the total and hence generalized to the target population. The main
purpose of doing the reliability analysis for the responses, before and after the

follow-ups, is to reduce the risks of potential bias to the minimum possible.

6.2. Characteristics of Sample

The previous section reported the response rate and the reliability analysis
of the HRMRS questionnaire. This section presents demographic characteristics of
responses. It was categorized into two parts: general characteristics of responding
firms and personal information of respondents. The general charactenstics of
responding firms consist of company size (in terms of number of people employed)
and ownership pattern, while personal information of respondents is composed of

gender, age, and educational level.
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6.2.1. General Characteristics of Responding Firms
6.2.1.1. Company Size

According to the White Book of Medium and Small Enterprises published
by the Medium and Small Business Administration, Ministry of Economic Affairs,
Taiwan (1992), companies that operate in manufacturing and mining sectors with
employees under 300, or in construction sector with employees under 100, or in
commerce, transport, and business services fields with employees under 50 can be
classified as small and medium-sized enterpnises. Since the sample companies in
this research are focused upon manufacturing industry (see Chapter 5, Section 5.5)
and based upon the information noted above, company size can then be

categorized into three main groups:

Table 6.2 Company Size (in Terms of Number of Employces Hired by
the Companies) in Taiwan

Number of employees Number of Percentages
companies N=180
Small businesses 100 or less 71 39.4%
Medium-sized businesses 101-300 46 25.6%
Large businesses 301 or over 63 35%

i. small businesses: the group of companies that employ people under 100 can be
classified as small firms. There are seventy-one such firms (39.4%), as is
illustrated in Table 6.2;

2. medium-sized businesses: the group of firms that hire 101 to 300 employees on
average. There are forty-six such firms (25.6%);

3. large businesses: the group of companies that employ people over 301 can be

considered as large firms. There are sixty-three such firms (35%).
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In this study, more than half of the responding companies were small and
medium sized, accounting for 65 per cent of the responding companies (see Table
6.2). This result appears to be consistent with the statistical data provided by the
Medium and Small Business Administration, Taiwan, 1995, which illustrates that,
in the end of 1994, approximately 90 per cent of companies in Taiwan were small
and medium scale. Hence, one can say that there is a preponderance of small and
medium-sized companies in Taiwan (Note: the data published by the Medium and
Small Business Administration, Taiwan is to support the research result that there
is a large proportion of small and medium-sized firms in Taiwan relative to large
companies. Moreover, this research i1s based upon random sampling survey (see
Chapter 5, Section 5.5), therefore, it is unlikely to pre-control or manipulate the

size of the sample companies).

Table 6.3(a) Ownership Pattern

Owmership pattern Taiwanesc-owned | Japanese-owned | Westem-owned | Row total

Family-owned businesses 91 (50.6%) 0 0 91 (50.6%)
Non family-owned businesses 49 (27.2%) 0 0 49 (27.2%)
Foreign-owned businesses 0 18 (10%) 22 (12.2%) 40 (22.2%)
Column total 140 (77.8%) 18 (10%) 22 (12.2%) 180 (100%)

6.2.1.2, Ownership Pattern

Table 6.3(a) exhibits the pattern of ownership. Of the 180 responding
companies that returned the questionnaires, 140 (77.8%) were Taiwanese-owned,
18 (10%) were Japanese-owned, and 22 (12.2%) were western-owned companies.
Of these 140 Taiwanese-owned companies, 91 (65%) were family-owned and 49
(35%) were non family-owned businesses. This indicates that the family firm still

appears to be a common organization form in Taiwan.
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Table 6.3(b) Ownership Pattern by Company Size

Company size Taiwanese family- | Taiwanese non | Foreign-owned | Row total
owned businesses family-owned businesses
Small businesses 38 (21.1%) 19 (10.6%) 14 (7.8%) 71 (39.4%)
Medium businesses 23 (12.8%) 18 (10%) 5(2.8%) 46 (25.6%)
Large businesses 30 (16.7%) 12 {(6.7%) 21 (11.7%) 63 (35%)
Column total 91 (50.6%) 49 (27.2%) 40 (22.2%) 180 (100%)

Moreover, Hamilton and Biggart (1988) point out that family firms
predominate in Taiwan and they are usually small to medium in size. Similarly,
Pon (1989) also indicates that, the majority of the small and medium-sized
enterprises in Taiwan belong to family-owned businesses, accounting for 70 per
cent of the small and medium-sized firms. This would also appear to be the case
among the sample companies in this study. As is illustrated in Table 6.3(b), of the
91 Taiwanese family-owned companies, 61 (67%) were small and medium scale.
Thus, based upon the findings above, it could be argued that family-owned
businesses are one of the major organization forms in Taiwan and most of them
are small to medium in size (Note: there is no official data published by the
Tarwanese government exhibiting the total numbers of family-owned companies in
Taiwan and how many of them are small and medium-sized enterprises).

Empirical results and analysis will be carried out in Section 6.3 to test
whether HRM and in particular recruitment and selection policies and practices

would vary with company size and ownership pattern.

6.2.2. Personal Information of Respondents
A profile of respondents - HR managers/specialists is summarized in Table

6.4. Of the 180 HR managers/specialists, 121 (67.2%) were male while 59
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(32.8%) were female. The preponderance of male HR managers/specialists may be
consistent with high scores on the Masculinity Index (see Chapter 7, Section 7.3.1
for findings on the dimensions of national culture) and may well be an influence
upon recruitment and selection policies and practices. It has also been pointed out
in Chapter 4, Section 4.3.4 that the influence of Masculinity values on an
organization’s recruitment and selection practices is that there may be preferences
for recruiting men or women over certain professions or job positions (e.g., in this

case Personnel/HR manager).

Table 6.4 Personal Information of Respondents

HR managers/specialists

Demographic breakdown N=180 100%
Sex

Male 12] 67.2%

Female 59 32 8%
Ape

20-29 20 11.1%

30-39 73 40.6%

40-49 62 34.4%

50-59 25 13.9%
Education

Junior high or high school 43 23.9%

Junior college 49 272%

First or masters degree R8 48.9%

Table 6.4 shows that 75 per cent of the Personnel/HR managers were aged
from 30 to 49. This may be due to the fact that people who are responsible for
HRM issues tend to be older and have greater working experience in this field.
Reflecting the emphasis on education in Taiwan (see Chapters | and 4), 76.1 per
cent of Personnel/HR managers at least held a diploma (junior college), or
first/masters degree and this may be indicative of a coincidence between

educational attainment and job position in the company.
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6.3. Empirical Results and Analysis

The preceding section sought to provide the general profiles for HR
managers/specialists who participated in the surveys. This section seeks to: (1)
report the findings that derived from the analysis of the survey data and (2) present
the empirical results through a two-way analysis of variance (ANOVA), one-way
analysis of variance, and a Duncan test, according to the research hypotheses that

related to HRM and recruitment and selection (see Chapter 5, Section 5.2).

6.3.1. Personnel/HR Management Department/Manager

In some countries, many organizations do not have a formalized and well-
established Personnel/HR management department to deal with personnel
functions. In some cases, the Personnel/HR management department is only a sub-
unit of other major departments of an organization e.g., marketing, production, or
finance. In this research, survey participants were asked to answer the “Yes” or
“No” question in order to identify whether the business organizations in Taiwan
have an independent Personnel/HR management department and/or manager
dealing with personnel issues. Table 6.5(a) illustrates that, of the 180 responding
firms in Taiwan, 131 have Personnel/HR management departments and/or
managers, accounting for 72.8 per cent of the responding companies. Only 49
(27.2%) responding firms indicated that they do not have Personnel/HR

management departments and/or managers.

Table 6.5(a) Personnel/HR Management Department/Manager
Yes No
)] 2)
Personnel/HR management departments/ managers
N=180 131 49
100% 72.8% 27.2%
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Table 6.5¢b) Persons that have Responsibility for Personnel Issues

Managing | Assistant | Finance | Production | Company | Other
N=49 director | manager | director dircctor | sccretary
(1) @) 3) (4) () (6)
Personnel issues 0 9 16 3 7 14
0% 18.4% 32.7% 6.1% 143% | 28.6%

The 49 companies, which do not have a Personnel/HR management
department and/or manager, reported that the personnel issues are usually assumed
by an assistant manager (9 companies, 18.4%), finance director (16 companies,
32.7%), production director (3 companies, 6.1%), or by a company secretary (7
companies, 14.3%). An additional 14 (28.6%) companies claimed that marketing

director is responsible for personnel issues (see Table 6.5(b)).

6.3.2. Corporate Strategy and HRM Policy

In addition, participants were also asked to indicate whether they have a
written/unwritten corporate strategy and a written/unwritten Personnel/HR
management policy. Of the 180 responding companies, 53 (29.4%) have a written
corporate strategy while 74 (41.1%) have an unwritten corporate strategy (see
Table 6.6). As for the HRM policy, 59 (32.8%) responding firms have a written
HRM policy, with 60 (33.3%) claiming to have an unwritten HRM policy (see
Table 6.6). Based on the analysis above, it could be argued that the corporate
strategy and HRM policy in these responding firms are not as formahzed and
explicit (in terms of a written form) as in some of the Scandinavian countries such
as Denmark, Norway, and Sweden. Take Norway as an example, 71 per cent of
organizations have a wrntten HRM policy and only 16 per cent have an unwritten

HRM policy (Brewster, 1994),
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Table 6.6 Corporate Strategy and HRM Policy

Yes, written | Yes, unwritten No Don’t know
(1 @ 3) (@)
Corporate strategy
N=180 53 74 33 20
100% 29.4% 41.1% 18.3% 11.1%
HRM policy
N=180 59 60 46 15
100% 32.8% 33.3% 25.6% 83%

6.3.3. The Perceived Importance of Personnel/HR Managers on the Board

In some organizations, the role and the significant contribution of effective
Personnel/HR management practices have not been widely recognized by top-level
management. It has been suggested that Personnel/HR managers or specialists can
not be strategically important if they can not influence the dominant management
decistons tn an organization. Even in some European countries, Personnel/HR
managers seem to rarely reach the very highest positions in employing
organizations (Coulson-Thomas, 1990; Coulson-Thomas and Wakeham, 1991). In
order to understand the status of a Personnel/HR manager within an organization,
Taiwanese participants were asked to rate the perceived importance of having a
Personnel/HR manager on the board or being a member of senior management
team participating in the corporate strategy formulation. A five point scale where
“1 = very unimportant™ and “5 = very important™ was used in this study.

Table 6.7(a) shows that 70.6 per cent of HR managers in these responding
firms reported that it 1s important and/or very important to have Personnel/HR

managers being present at board level involving in the development of corporate

strategy.




Table 6.7(a) The Importance of Personnel/HR Manager being a Member of
Senior Management Team

Very unimportant | Neutral | Important Very Mean
unimportant importani and
(1) () 3) ) (3) SD
Imporiance of HR manager
N=180 4 13 36 7 50 3.87
100% 2.2% 71.2% 20% 42.8% 27.8% 0.98

A two-way analysis of variance was used to test the first hypothesis of the
HRMRS study: whether there was any significant interaction between ownership
pattern and company size with respect to the perceived importance of having
Personnel/HR managers on the board. The null hypothests (Hoi) and alternative

hypothesis (Hi) are stated below.

Hoi  The perceived importance of having HR managers on the board participating
in the development of corporate strategy would not vary significantly with the
interactive effects of ownership pattern and company size.

Hi  The perceived importance of having Personnel/HR managers on the board
participating in the development of corporate strategy would vary significantly

with the interactive effects of ownership pattern and company size.

The results of the two-way ANOVA showed that none of the factors is
significant as can be seen from the final column of significance values of F
because they are all greater than 0.05 (see Ta ble 6.7(b)). Therefore, H: is rejected.
The findings support the null hypothesis Hoi that there is no effect (main or
interactive) for ownership pattern and company size with regard to the perceived
importance of having Personnel/HR managers on the board participating in the

corporate strategy formulation.
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Table 6.7(b) Two-Way Analysis of Variance

Having Personnel/HR managers on the board
Ownership pattern
By Company size
Source of vaniation Sum of DF  Mean ' Sigof F
squares square

Main Effects 073 4 018 0.19 0.94
Ownership pattern 0.19 2 009 0.10 091
Company size 0.54 2 027 029 0.75
2-way interactions 7822 4 1.96 2.06 0.09
Ownership pattern Company Size 7822 4 1.96  2.06 0.09
Explained 8.55 8 1.07 1.13 0.35
Residual 16225 171 0.95
Total 170.80 179 095

6.3.4. Integration of HRM Policy and Corporate Strategy

As 1s mentioned in Chapter 2, Section 2.3, HRM tends to be seen as a
strategic approach because it emphasizes the importance of integrating HRM
policies (e.g., recruitment, tratning, rewards, etc.) with an organization’s corporate
strategy. In this research, survey participants were asked to rate the perceived
importance of integrating HRM policy and corporate strategy, using a five point
Likert scale where “1 = very unimportant” and “5 = very important”.

As is shown in Table 6.8(a), 88.3 per cent of HR managers in these
responding firms felt that it is important and/or very important to fully integrate the

HRM policy with the corporate strategy.

Table 6.8(a) Integration of HRM Policy and Corporate Strategy

Very unimportant | Neutral | Important Very Mean
unimportant important and
() (2) 3) ) G) SD
Integration of HRM and
corporate strategy 4.21
N=180 2 4 15 92 67 0.78
100% 1.1% 2.2% 8.3% 51.1% 37.2%
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Likewise, a two-way analysis of variance (ANOVA) was used to test the
second hypothesis of the HRMRS study: whether there was any significant
interaction between ownership pattern and company size (two factor variables)
with respect to the perceived importance of integrating the HRM policy and the
corporate strategy (one dependent variable). The null hypothesis (Ho2) and

alternative hypothesis (Hz) are outlined as follows.

Ho: The perceived importance of integrating the HRM policy and the corporate
strategy would not vary significantly with the interactive effects of ownership
pattern and company size.

H: The perceived importance of integrating the HRM policy and the corporate
strategy would vary significantly with the interactive effects of ownership

pattern and company size.

Table 6.8(b) illustrates that neither the main effects of ownership pattern (p
= 0.55) nor company size (p = 0.06) are significant, and that their two-way
interactions are also not significant (p = 0.61) since their significance values of F
are all larger than 0.05. Thus, Hz is rejected. The results support the null
hypothesis Hoz that the perceived importance of integrating the HRM policy and
the corporate strategy would not vary significantly with ownership pattern and

company size, although size bordered on the significant (p = 0.06) and may

warrant further investigation.




Table 6.8(b) Two-Way Analysis of Variance
Importance of integrating the HRM policy and
the corporate strategy

By Ownership pattern
Company size

Source of variation Sum of DF Mean F  Sigof F
squares square

Main Effects 4.15 4 1.04 1.74 0.14
Ownership pattern 0.71 2 036 059 055
Company size 344 2 172 288 006
2-way interactions 1.63 4 041 068 0.6l
Ownership pattern  Company Size 1.63 4 041 068 061
Explained 5.78 8 072 121 0.30
Residual 10220 171 0.60

Total 10798 179  0.60

6.3.5. Primary Responsibility for HRM Functions/Activities

Armstrong (1992) indicates that the locus of responsibility for people-
management is devolved to line managers, and that the role of personnel
specialists is to support and facilitate line management in this task, not to control
it. In this research, respondents were asked to identify the position of their own
organization on the six HRM functions/activities: pay and benefits; recruitment
and selection; training and development; industrial relations; health and safety; and
workforce expansion or reduction. In each case, organizations were rated
according to whether the primary responsibility for HRM activities rested with (1)
HR department; (2) HR department in consultation with line management; (3) line
management; (4) line management in consultation with HR department; (5) other;

or (6) don’t know. The third hypothesis is stated below.
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Hos There would not be a decentralization of responsibility for HRM
functions/activities to line management.
Hs3 There would be a decentralization of responsibility for HRM

functions/activities to line management.

As is illustrated in Table 6.9, in the majority of the areas of HRM activity
included in the survey, HR managers (30-40%) indicated that they shared
responsibility with line management rather than having sole responsibility (see
Column 2). The area in which HR managers (35.6%) seem to have the greater
incidence of sole responsibility being “health and safety” (see Column 1). The
results also show very few instances of sole line responsibility for these HRM
functions (see Column 3). However, line involvement seems to be stronger in the
areas of “recruitment and selection”, “training and development”, and “workforce
expansion/reduction” (see Column 4). Given these results, this study supports

Hypothesis H3 that there are some substantial decentralized responsibilities for

HRM activities/functions to line management.

Table 6.9 Primary Responsibility for HRM Functions/Activities

Total and
Functions/Activities (€)) (2) 3 ) (5) (6) | percentages
Pay & benefits 61 66 10 18 22 3 N=180
33.9% | 36.7% 5.6% 10% 122% | 1.7% 100%
Recruitment & selection 42 73 11 41 10 3 N=180
23.3% | 40.6% 6.1% 22.8% 56% 1 1.7% 100%
Training & development 36 72 20 32 15 5 N=180
20% 0% 11.1% | 17.8% 83% [28% 100%
Industrial relations 58 59 13 26 17 7 N=180
32.2% | 32.8% 7.2% 14.4% 9.4% | 3.9% 100%
Health and safety 64 57 16 26 15 2 N=180
356% | 311.7% 8.9% 14.4% 83% | 1.1% 100%
Worldorce expansion/ 23 72 23 41 16 5 N=180
reduction 12.8% | 40% 128% | 22.8% 89% [2.8% 100%

Note: (1) HR department. (2) HR department in consultation with line management
(3) line management, (4) line management in consultation with HR department,
(5) other. (6) don’t know.
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6.3.6. Recruitment and Selection Processes

As is described in Chapter 3, Section 3.1, recruitment and selection
processes not only seek to attract, obtain, and retain the quantity and quality of
human resources the organization needs to achieve its strategic goals, but may also
have significant effects upon the composition of the workforce, their ultimate fit
with the organization’s needs and prevailing culture, and upon long-range
employment stability (Beer et al., 1984). In order to understand the relative
importance of the recruitment and selection processes to an organization,
Taiwanese respondents were asked to rate the importance of each stage in the
recruitment and selection processes (see Table 6.10(a)). A five point Likert scale
where “1 = very unimportant” and “S = very important” was used to indicate the
importance level. Results on this analysis and the means and standard deviation for
each stage are shown in Table 6.10(a).

Compared with “recruitment” and “selection”, HR managers tend to
consider “HR planning” (for both present and future staff requirements), “job
analysis”, “job description”, and “job specification” to be more important (see
Table 6.10(a)). The “realistic job preview” (RJP) is only considered as a
moderately important recruiting technique. This may be due to the fact that, to
local Taiwanese firms, the RJP (see Chapter 3, Section 3.5) 1s still a new western-
oriented concept and hence may not be used as widely in Taiwan as is in the
western countries even though local Taiwanese firms may be aware that this
recruiting technique can better allow applicants to select whether a particular job is

suited to their needs and enables the expectations of applicants to become more

realistic. Furthermore, the respondents (Personnel/HR managers) also felt that it is




moderately important and/or important to seek approval from their superiors before
they make the job offer to applicants (see Table 6.10(a)). This may be consistent

with the moderately high Power Distance Index scores in Taiwan (see Chapter 7,

Section 7.3.1).
Table 6,10(a) Recruitment and Selection Processes
Mean SD
Recruitment and Selection Processes N=180
HRP - present staff requirement 4.05 0.82
HRP - future staff requirement 4.14 0.81
Job analysis 4.03 0.73
Job description 4.09 0.83
Job specification 4,07 0.85
Recruitment 3.78 0.84
Realistic job preview (RJP) 349 0.97
Selection 3.98 0.76
Approval concerning job offer 3.93 0.83

Note: a 5-point Likert scale (1=very unimportant, 2=unimportant,
3=netural, 4=important, 5=very inportant) was used to indicate
the degree of importance of the recruitment processes
Results for Hypotheses Four and Five
One-way analysis of variance (ANOVA) was used to test the fourth and
fifth hypotheses of the HRMRS study: whether there was any significant effect for
ownership pattern and company size with respect to the recruitment and selection

processes. The null hypotheses (Ho4 and Hos) and alternative hypotheses (Hs and

Hs) are outlined as follows.

Ho4s  Recruitment and selection processes would not vary significantly with
ownership pattern.
Hs  Recruitment and selection processes would vary significantly with

ownership pattern.
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Hos Recruitment and selection processes would not vary significantly with
company size.
Hs  Recruitment and selection processes would vary significantly with company

size.

The findings indicated that no statistically significant effect is found for
ownership pattern with respect to each of the nine stages in the recruitment and
selection processes (p>0.05). Hence, the alternative hypothesis H4 is rejected and
the table will not be shown in this study. However, there is a main effect for
company size with respect to recruitment (/= 4.72; df = 2; p = 0.01). This means
that, among these stages, “recruitment” is the only item that is affected by company
size (see Table 6.10(b)). According to the results, the alternative hypothesis Hs that
the recruitment and selection processes would vary sigmficantly with company size

could be accepted.

Table 6.10(b) The Importance of Recruitment Varied with Company Size

Small firms | Medium firms | Large firms
4} (2) 3) F value Sig. Duncan
Mean Mean Mean
Recruitment 3.62 3.67 4.03 4.72 001 | 13,23

Note: the statistical significant difference is derived by using one-wayanalysis of vanance.

Moreover, although F test or analysis of variance can tell you that there is a
significant difference between the means of the three groups of firm size with
respect to “recruitment”, it does not tell you where the differences lay. Hence, a
Duncan multiple comparison test (see Chapter S, Section 5.6.1) was conducted to
determine which firm size differs significantly from one another. Table 6.10(b)
illustrates that the means of large firms (group 3) appear to differ from the means

of small (group 1) and medium-sized (group 2) firms. This means that large firms
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tend to consider “recruitment” to be more important than do small and medium-
sized firms.

In addition, a two-way analysis of variance was also used to test whether
each of the nine stages in the recruitment and selection processes would vary
significantly with the interactive effects of ownership pattern and company size.
The results showed that there are no statistically significant interactions between
ownership pattern and company size with regard to each of the nine stages. Thus,
the tables will be not exhibited in this study.

If the researcher wishes to examine the effects of several dependent
variables at the same time, a multivariate analysis of variance (MANOVA) can be
used (Sapsford and Jupp, 1996). MANOV A was not performed in this study to test
the interactive effects of ownership pattern and company size (2 factor vanables)
on the recruitment and selection processes (9 dependent variables). The main
reason for not being able to perform this statistical technique is that there are
certain constraints needed to be taken into consideration when using this
instrument: (1) MANOVA tends to require greater sample size than univariate
ANOVAs; (2) the sample size needs to exceed specific thresholds in each cell
(group) of the analysis; and (3) most importantly, t'he sample in each cell should be
greater than the number of dependent variables included (Hair, Anderson, Tatham,
and Black, 1995). According to these constraints, it may not be advisable to
employ a MANOVA because the sample in some cells could be expected to be

smaller than the number of dependent variables included, in this case, nine stages.
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6.3.7. Primary Responsibility for the Final Selection Decisions

As is mentioned in Chapter 3, Section 3.9, in some countries (e.g., USA),
the final hiring decision is usually made by the line manager in the department that
had the position open. Since the candidate may eventually work for this manager in
that department, it may be important for HR managers/specialists to ensure a good
‘fit’ (including work-related values and attitudes) between the boss and the
employee (DeCenzo and Robbins, 1996). In this research, respondents were asked
to identify the position of their own organization on the final selection decisions.
Organizations were rated according to whether the primary responsibility for such
hiring decisions rested with (1) HR department; (2) HR department in consultation
with line management; (3) line management; (4) line management in consultation
with HR department; (5) other.

According to the results shown in Table 6.11, most of the HR
managers/specialists (58.9%) indicated that line management is either solely
responsible for the final hiring decisions or is in consultation with HR department
(see columns 3 and 4). Given these result, it could be argued that line managers in
the survey firms have some substantial decentralized responsibilities for the final

hiring decisions.

Table 6.11 Primary Responsibility for the Final Hiring/Selection Decisions

Total &

4)) 2 (3) ) (5) percentages |
Final hiring/selection 9 56 35 71 9 N-120
decision 5.0% 31.1% 19.4% 39.5% 5.0% 100%

Note: (1) HR department. (2) HR department in consultation with line management
(3) line management. (4) line management in consultation with HR department, (5) other.
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6.3.8. Recruitment Methods

The variety of internal and external recruitment methods listed in Table
6.12 can be used to attract potential employees to the firm for filling vacancies at
managerial, technical, or entry levels. A five point scale where “1 = never” and “5
= always” was used in the surveys to indicate how frequently these recruitment
methods are used by the Taiwanese participants (see footnote to Table 6.12(a)).

Table 6.12(a) shows that the internal recruitment methods such as
“promotion-from-within”, “transfers”, and “job rotations” appear to be used more
often than do external methods (e.g., recruitment consultants and executive search
consultants), the internal personnel may be more likely to become the primary
source to fill managerial and technical job vacancies. The use of internal recruiting

methods may not only motivate current employees to perform better, but may also

improve their job security and commitment (commonly desired HRM outcomes).

Table 6.12¢(a) Recruitment Methods

Managerial | Professional Entry
Recruitment Methods (N=180) (N=180) (V=180)

Mean SD | Mean SD | Mcan SD
Promotion from within 386 079 |364 074 303 1.12
Transfers 351 084 |331 081312 097
Job rotations 311 099 [3.14 088 |3.03 099
Employee referrals 258 105 {272 093 |305 0095

Schools or college/universities | 220 115 | 278 102 1326 1.00
Privatc employment agencies | 2.15 098 | 221 099 [2.14 1.04
Public cmployment agencies 226 099 | 229 100240 109

Recruitment consultants 208 108 |197 099|182 1.03
Executive search consultants 190 1.11 {1.74 088 {1.62 0091
Direct applications 303 1.21 [3.12 114 |338 1.15

Advertisement in the media 346 122 | 3.72 1.12 { 407 098

Note: a 5-point Likert scale (1=never, 2=secldom, 3=sometimes, 4=frequently,
5=always) was used to indicate how often the recruitment and selection
methods are used by companies.
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“Direct applications” and “advertisement in the media” are also commonly
used by the responding firms in Taiwan (see Table 6.12(a)). Occasionally,
companies recruit potential employees from “private/public employment agencies”
to fill vacancies at either managerial, technical, or entry levels. Although
“recruitment consultants” and “executive search consultants” are seldom used by
the responding firms for managerial and professional positions, the research results
showed that western-owned companies tend to use such methods more frequently
than do Taiwanese-owned and Japanese-owned companies (see Table 6.12(b)).

When it comes to entry-level job openings, “advertisement in the media” .
appears to be used most frequently by the responding firms. Organizations, from
time to time, use “employee referrals” and “direct applications” to fill entry-level
job vacancies. “Colleges/universities” is also a common external recruiting source
that the responding firms in Taiwan sometimes used (see Table 6.12(a)).

One way ANOVA was performed in this research to test the sixth and
seventh hypotheses of the HRMRS study: whether there was any significant effect
for ownership pattern with respect to each of the recruitment methods. The null
hypotheses (Hos and Ho7) and alternative hypotheses (Hs and H7) are shown as

follows.

Hos Recruitment methods would not vary significantly with ownership pattern.
He¢  Recruitment methods would vary significantly with ownership pattern.
Hor  Recruitment methods would not vary significantly with company size.

H7  Recruitment methods would vary significantly with company size.
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Results for Hypothesis Six

Since Table 6.12(b) shows that there are significant differences in f-tests on
mean ownership pattern responses for six of the 33 items (p<0.05 and p<0.01), the
alternative hypothesis Hs that recruitment methods would vary significantly with
ownership pattern should be accepted. For example, according to the analysis,
“college/universities”, the external recruiting source used by the responding
companies for entry-level job openings appears to vary with ownership pattern at
the 5% significance level (see Table 6.12(b)). This indicates that Japanese-owned
companies tend to recruit graduates directly from “college/universities” more often
than do Taiwanese-owned and western-cwned companies. This may be consistent
with the stereotypical Japanese model in which Japanese organizations usually
recruit graduates directly from schools, colleges, or universities on the premise that
they will work for a long time and they (Japanese organizations) then provide them
with on-the-job training so that they can be expected to acquire experience of
vartous aspects of the business through job rotations and may be promoted
according to their seniority or length of service (Graham and Bennett, 1995).

Moreover, “recruitment consultants” and “executive search consultants”
methods, used by the responding firms for managerial and professional vacancies,
also differ significantly (p<0.01) with ownership pattern. This indicates that
western-owned companies tend to recruit potential qualified candidates from
“recruitment consultants” and “executive search consultants” more often than do
Taiwanese-owned and Japanese-owned companies for managerial and technical

vacancies (see Table 6.12(b)).
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Table 6.12(b) Recruitment Methods that Varied with Ownership Patten -
One Way Analvsis of Variance

Taiwanese- | Japanese- | Western-

Recruitment methods - owned owned owned F F Duncan

managerial level Mean (1) | Mean(2) | Mean (3) | ratio | prob.

N=140 N=18 N=22

Promotion-from-within 3.86 4.06 3.64 1.46 0.24 0
Transfers 153 172 3.19 2.34 0.10 0
Job rotations 316 31t 2.1 1.49 023 0
Employee referrals 2.67 2.11 2.36 2.87 0.06 2-1
Colleges or universities 231 2.06 1.64 3.52 0.03¢ 3-1
Privale employment agencics 206 2.44 2.45 2.43 0.09 0
Public employment agencies 277 233 2.05 0.59 0.56 0
Recruitment consultants 1.96 1.78 3.05 11.63 | 0.00+ | 2-3, 13
Exccutive search consultants 1.79 1.50 2.95 13.52 | 0.00*+ | 2-3.1-3
Direct applications 3.11 2.83 2.73 1.214 | 0.30 0
Advertisement in the media 3.49 3.56 3.18 0.67 0.51 0

professional/technical
Promotion-from-within 3.64 383 3.55 0.80 045 0
Transfers 330 3.50 3.18 077 0.46 0
Job rotations 3.19 317 2.1 2.22 0.11 3-1
Employee referrals 2.74 261 2.68 0.18 0.84 0
Collcges or universities 2.79 3.06 2.50 1.49 0.23 0

" Private cmployment agencies 214 2.56 2.36 1.77 0.17 0

Public employment agencics 224 261 241 1.30 0.27 0
Recruitment consultants 1.89 1.67 2.1 9.42 0.00+* | 2-3,1-3
Executive search consultants 1.66 1.44 2.55 12.24 | 0.00s | 2-3,1-3
Direct applications 313 2.83 327 0.77 0.46 0
Advertisement in the media 37 4.00 3.55 0.82 0.44

entry level
Promotion-from-within 3.06 2.89 295 0.25 0.78 0
Transfers 3.12 3.11 3.09 0.01 0.99 0
Job rotations 3.10 2.78 282 1.44 0.24 0
Emplovee referrals 2.99 3.28 3.27 1.44 0.24 0
Colleges or universities 3.16 383 3.36 3.81 0.02¢ -2
Private employment agencies 212 222 2.18 0.10 0.91 0
Public employment agencies 237 2.61 2.68 1.39 0.25 0
Recruitment consultants 1.84 1.44 2.00 1.55 0.22 0
Executive search consuliants 1.64 1.33 1.68 0.10 0.37 0
Direct applications 3.34 3.39 3.59 0.44 0.64 0
Advertisement in the media 4,06 4.39 3.86 1.45 0.24 0

Note: *represents significant level p<0.05; **represents significant level p<0.01.

280




A Duncan test was also conducted to distinguish mean differences of
Taiwanese-owned, Japanese-owned, and western-owned businesses among the six
items yielding significant F-tests (see Table 6.12(b)). Take the item “recruitment
consultants” at managerial job level as an example, the means of westemn-owned
business (group 3) appear to differ significantly from both means of Taiwanese-
owned and Japanese-owned businesses (group | and group 2). This indicates that
western-owned companies tend to use “recruitment consultants” more often than
do Taiwanese and Japaﬁese-owned companies for managerial posts.

It should be noted that there are relatively limited number of foreign-owned
companies operating in Taiwan (see Chapter 1, Section 1.2), and that the 500
sample companies chosen for postal survey are randomly selected from the Taiwan
Trade Yellow Pages (see Chapter 5, Section 5.5.1), therefore, it seems unlikely to
pre-contro! or manipulate the number of Japanese-owned or westem-owned
companies being included in these 500 sample companies; and it can be expected
that the number of foreign-owned companies that returned both the HRMRS and
national culture questionnaires would be far less than did the domestic Taiwanese
firms (see Table 6.12(b) and Table 6.13(b)). Sapsford and Jupp (1996) also point
out that, in survey analysis, 1t is rarely the case that groups to be compared are of

equal size.

Results for Hypothesis Seven

The results showed that ten of the 33 items varied significantly with
company size (p<0.05, and p<0.01). Thus, the findings support the alternative
hypothesis H that recruitment methods would vary significantly with company

size (see Table 6.12(c)). According to the analysis, large and medium-sized
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companies tend to use the internal recruitment methods such as “promotion-from-
within”, “transfers”, and “job rotations” more frequently than do small firms for
managerial and professional vacancies (see Table 6.12(c)). The external methods
such as “colleges/universities”, “employee referrals”, and “direct applications” are
also utilized by large and medium-sized companies more often for entry-level job
openings. The findings above suggest that while large and medium-sized
companies tend to recruit qualified candidates from the internal labour market
(thereby help to increase employee security and commitment, etc.), the recruitment
of entry level applicants seem to remain in the external labour market.

A Duncan test was also performed to determine which firm size differs
significantly from one another with respect to the ten items that yield significant F-
tests. Take the item “employee referrals” at technical job level as an example, the
means of large companies (group 3) appear to differ significantly from the means
of small companies (group 1). This indicates that large companies in Taiwan tend
to utilize “employee referrals” more frequently than do small companies for
technical job vacancies (see Table 6.12(c)).

Moreover, a two-way analysis of variance was utilized to test whether each
of the recruitment methods shown in Table 6.12(a) would vary significantly with
the interactive effects of ownership pattern and company size. According to the
results, there are statistically significant interactions between ownership pattern
and company size with regard to “promotion-from-within” for technical vacancies
(F =262, df = 4, p = 0.04) (see Table 6.12(d)). Since the rest of the recruitment

methods are not significantly affected by the two-way interactions of size and

ownership pattern, the tables will not be shown in this study.
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Table 6.12(c) Recruitment Mcthods that Varied with Company Size -

One Way Analysis of Variance

Small firms | Medium | Large firms F F
Recruitment.methods - Mean (1) { Mean (2) Mean (3) | ratio | prob. Duncan
managerial level N=T1 N=46 N=63 .
Promotion-from-within 3.66 3.87 4.06 4.55 | 0.01** 1-3

“Transfers. 3.27 3.48 3.81 746 | 0.00% | 1-3,2-3
Job rotations 2.79 3.1 3.48 873 | 000+ | 1-3,2-3
Employec referrals 2.55 2:63 2.57 008 | 092 0

'l Colleges or universitics 2.35 2.35 1.92 295 | 006 3-1
Privale cmployment agencics 2,23 220 2.03 072 | 049 0
Public employment agencies 2.18 2.39 2.24 0.63 | 053 0
Recruitment consultants 2.21 1.93 2.03 .ol | 0.37 0
Exccutive search consullants 1.92 1.70 2.03 1.24 | 0.29 0
Direct applications 3.01 3.30 2.86 1.85 1 0.16 0
Advertisement'in the media 3.52 3.52 3.35 040 | 067 0 7

professional/technical )
Promotion-from-within 3.44 3.70 3:84 S5dd4 | 001*= [ 1-3

‘Transfers 3.10 324 3.59 6.64 | 0.00** | 1-3, 2-3
Job rotations 2.87 3.1 3.46 8.12 | 0.00* | 1-3,2-3
Employec referrals 2,51 2.87 2.86 3.19 | 0,04+ 1-3

. Colleges or universities 2:65 2.87 2.86: 095 ] 039 0
Private employment agencics 2.2 2.28 2.11 0.46 | 063 0.

* Public employment agencics 2.11 243 2.40 2.00 | 0.14 0
Recruitment consultants 1.94 1.83 211 1.16 | 0.37 0
Exccutive search consultants 1.76 1.59 1.84 1.13 | 0.32 0
Direct applications 296 317 3.25 1.22 | 030 0
Advertisement in the media 362 367 3.87 0:90 | 041 0

entry level ,
Promotion-from-ivithin 283 3.26 310 222 1 011 0
Transfers 300 3.15 3.22 092 | 040 0
Job rotations 2.87 3.28 3.03 242 | 0.09 1-2

Employce referrals 2.85 293 3.37 571 | 0:00%« | 1-3, 2-3

_Colleges or universiti¢s 3.01 324 3.54 478 | 0.01** 1-3
Privalc employment-agencics 2.17 2.26 2.02 0.79 | 0.46 0
Public employment agencics 2.21 2.57 2.49 1.85 | 0,16 0
Recruitment consultants 1.89 1.85. 171 © 049 | 061 0
Execculive 'search consuliants 1.62 1.65 1.59 0.07 | 0.93 0
Direct applications 307 3.80 341 6.06 | 0.00** 1-2
Adventisement in'the media 3.90 4.09 4.25 2,19 1 0.11 1-3

‘Note: *represents significant level p<0.05;
**represents significant level p<0.01.

283




Table 6.12(d) Two-Way Analysis of Variance

Promotion-from-within - Technical level
Ownership pattern
By Company size
Source of variation Sum of DF Mean F  Sigof F
squares square

Main Effects 6.12 4 1.53 3.04 0.02
Ownership pattern 0.87 2 043 087 0.42
Company size 5.25 2 262 522 0.01
2-way interactions 5.26 4 1.32 262 0.04
Ownership pattern  Company Size 526 4 132 262 0.04
Explained 11.38 8 142 283 0.01
Residual 85.87 171 0.50
Total 9724 179 0.54

6.3.9. Selection Techniques

A range of useful selection techniques listed in Table 6.13(a) can be used in
the selection process to help organizations make decisions about individuals whose
qualifications and work-related values and attitudes most closely conform to the
requirements of the open positions should be selected. In the survey, respondents
were asked to indicate how frequently they use these selection techniques. A five
point scale was used with values ranging from “1 = never” to “5 = always”.

Among the selection techniques, “application forms” and “one-to-one
interviews” appear to be used most frequently by the responding companies in
Tarwan for filling vacancies at managerial, professional, and entry levels (see
Table 6.13(a)). Organizations, from time to time, employ “skill’knowledge tests”
and “panel interviews” for managenial, professional, and entry-level positions. The
other selection techniques like “aptitude tests”, “psychometric tests”, “assessment

» L

centres”, “references”, and “medical examinations” are also occasionally used by

the responding firms for managerial, technical, and entry-level posts.
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Table 6.13(a) Selection Techniques

Managerial | Professional Entry
Selection Techniques (V=180) (V=180) (N=180)

Mean SD [ Mean SD | Mean SD
Application forms 402 121 {430 089 412 111
Aptitude tests 244 123 {260 124 | 237 125
Psychometric tests 223 LI8 |231 116 |216 1.l6

Skill or knowledge tests | 3.33 127 369 1.18 |3.07 127
One-to-one interview 420 109 |409 104 |404 1.04

Panel interview 3.06 1.28 |3.01 126 1273 1.29
Assessment centres 2.13 1.16 | 2.12 1.12 1.91 1.07
References 2.42 100 (236 097 220 1.05

Medical examinations 271 140 | 291 142 | 298 148

Note: a 5-point Likert scale (1=never, 2=seldom, 3=sometimes, 4=frequently,
5=always) was used to indicate how often the recruitment and selection
methods are used by companies.
Results for Hypotheses Eight and Nine
In addition, one-way ANOVA was used to test the last two hypotheses of
the HRMRS study: whether there was any significant effect for ownership pattern
and company size with respect to each of the selection techniques. The null
hypotheses (Hos and Hos) and alternative hypotheses (Hs and Hs) are outlined

below.

Hos  Selection techniques would not vary significantly with ownership pattern.
Hs  Selection techniques would vary significantly with ownership pattern.
Hoo  Selection techniques would not vary significantly with company size.

Ho  Selection techniques would vary significantly with company size.

The results showed that each of the selection techniques (27 items) appear
not to vary significantly with ownership pattern (p>0.05, see Table 6.13(b)),

therefore, the null hypothesis Hos should be accepted. However, twelve of the 27
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items are found to differ significantly with company size (»<0.05 and p<0.01).
Therefore, the alternative hypothesis Hs is accepted. Although the results showed
that “aptitude tests” and “psychometric tests” are occasionally used by the
responding firms for filling vacancies at managerial, professional, and entry levels,
both large and medium-sized organizations tend to use such selection techniques
more frequently than do small firms (see Table 6.13(c)). Moreover, large and
medium-sized companies tend to utilize “panel interviews” more often for
managerial, technical, and entry-level vacancies. “Application forms” and
“assessment centres” are also used more frequently by large organizations for
filling vacancies at managerial and professional levels. Large organizations appear
to use “medical examinations” more often for entry-level job openings (see Table
6.13(c)). The findings above seem to indicate that the number and type of selection
techniques the company utilizes to select the right employe.es for the jobs may be
associated with company size.

A Duncan test was also used to identify which mean groups of firm size are
significantly different from one another with respect to the twelve items that yield
significant F-tests. Take the item “skill or knowledge tests” at professional levels
as an example, the means of small firms (group 1) appear to differ significantly
from both means of medium and large firms (group 2 and group 3). This indicates
that small companies in Taiwan tend to employ “skill or knowledge tests” less
frequently than do medium and large companies for professional job vacancies
(see Table 6.13(c)).

Furthermore, a two-way analysis of variance was performed to test whether
each of the selection techniques illustrated in Table 6.13(a) would vary

significantly with the interactive effects of ownership pattern and company size.
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The results showed that there are no statistically significant interactions between
size and ownership pattern with regard to each of the selection techmiques.

Therefore, the tables will not be shown 1in this study.

Table 6.13(b) Selection Techniques that Varied with Ownership Pattern -
One Way Analysis of Variance

Taiwanese- | Japanese- | Western-

Selection Techniques - owned owned owned Fratio | Fprob.

managerial level Mean (1) Mecan (2) | Mean (3)

N=140 N=18 N=22

Application forms 4.01 3.39 4.23 0.43 0.65
Aptitude tests 2.39 2.50 2.77 0.97 0.38
Psychometric tests 2.19 2.28 245 0.48 0.62
Skill or knowledge tests 341 311 3.05 1.07 0.34
One-1o0-one interview 417 433 4.27 0.23 0.80
Panel interview 3.07 2.72 3.27 0.93 0.40
Assessment centres 2.17 233 1.73 1.72 0.18
References 241 2.17 2.64 1.10 0.33
Medical cxaminations 2.75 2.50 .14 1.10 0.33

professional level
Application forms 427 422 4.55 0.98 0.38
Aptitude tests 2.58 2.50 2.82 0.41 0.66
Psychometric tests 2.28 2.44 2.36 0.19 0.82
Skill or knowledge tesis 3T 3.83 3.50 0.43 0.65
One-to-one inferview 4,04 417 4.36 1.00 0.37
Pancl interview 2.99 2.61 345 230 0.10
Assessment centres 219 2.06 1.73 1.65 0.16
References 241 222 2.14 0.94 0.39
Medical examinations 2.83 2.89 3.45 1.86 0.16

entry level
Application forms 4,11 3.33 4.41 1.36 0.26
Aplitude tests 2.38 2.22 245 0.18 0.84
Psychometric tests 2.14 2,39 205 0.47 0.63
Skill or knowledge tests 3.09 2383 3.09 0.33 .72
One-to-one interview 3.97 4.17 4.41 1.86 0.16
Panel interview 2.72 233 314 1.97 0.14
Assessment centres 2.01 1.56 1.55 3.00 0.05
References 2.29 1.89 1.91 2.11 0.12
Medical examinations 2.90 233 3.59 2.20 0.11
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Table 6.13(c) Selection Techniques that Varied with Company Size -

One Way Analysis of Variance
Small firms | Medium | Large firms

Selection Techniques - Mean (1) | Mean (2) Mean (3) | Fratio | Fprob. | Duncan
managerial level N=T1 N=46 N=63

Applicalion forms 3.79 4.09 4.24 241 0.09 13
Aptitude tests 2.07 248 284 7.09 0.00** 1-3
Psychometric tests 1.92 233 2.52 4.80 0.0]** 13
Skill or knowledge tests 3.17 1.39 348 1.04 0.36 0
One-to-one interview 4.04 4.26 4.33 1.29 0.28 0
Panel interview 2.75 1 3.38 4.28 0.02* i-3
Assessment centres 1.90 207 2.44 3.92 0.02* 1-3
References 242 228 2.51 0.68 0.513 0
Medical examinations 2.66 2.65 298 111 0.33 0

professional/technical

Application forms 423 413 4.51 2386 0.06 23
Aplitude tests 220 2.65 3.02 7.83 0.00** | 1-2,1-3
Psychometric tests 1.96 243 260 587 0.00%* | 1-2, 1-3
Skill or knowledge tests 337 385 395 486 0.01** ] 1-2,1-3
Onc-to-one interview 4.17 391 4.13 0.91 0.41 0
Panel interview 2.73 3.02 332 3.69 0.03* 1-3
Assessment centres 203 1.98 232 1.61 0.20 0
References 232 2.26 246 0.63 0.54 0
Medical examinations 273 2.87 3.14 i1.42 0.24 0
entry level

Application forms 408 4.09 4.19 0.18 0.83 0
Aptitude tests 200 2.39 2.78 6.94 0.00* 1-3
Psychometric tests 1.87 2.22 2.43 4.03 0.02* 1-3
Skill or knowledge tests 283 3.24 3.21 2.05 0.13 0
One-to-one interview 4.04 3.89 4.16 0.89 0.41 0
Pangl interview 2.39% 2.80 3.06 4.79 0.01** 1-3
Assessment centres 1.77 1.87 2.10 1.56 0.21 0
References 2.14 2.22 2.25 0.20 0.82 0
Medical examinations 2.72 2.87 3.35 3.28 0.04* 1-3

Note: *represents significant level p<0.05.
**represents significant level p<0.01.

It should be noted that it may not be appropriate in this study to employ a
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multivariate analysis of variance (MANOVA) to test the interactive effects of
ownership pattern and company size on the overall recruitment methods and

selection techinques. Because the sample in some cells could be expected to be




much smaller than the number of dependent variables included, in this case,
recruitment methods (33 items) and selection instruments (27 items) (see Section

6.3.6).

6.3.10. Promotion Criteria

In the surveys, Taiwanese respondents were asked to rate the degree of
importance of each promotion criterion, as shown in Table 6.14. A five point
Likert scale where “1 = very unimportant” and “5 = very important” was used to
indicate the level of importance. Results on this analysis and the means and

standard deviation for each criterion are illustrated in Table 6.14.

Table 6.14 Promotion Criteria

Criteria Mean (N=180) SD
Past performance 4.08 0.67
Technical competence 427 0.61
loyalty 3.89 0.91
Seniority 3.28 0.87
Leadership 4.19 0.64
Sociability 3.63 0.78

Note: a 5-point Likert scale (1=very unimportant, 2=unimportant,
3=nctural, 4=important, 5=very important) was used to indicate
the importance of promotion critera.

According to the analysis, although the promotion criteria are generally
considered by Taiwanese HR managers as moderately important and/or important,
“technical competence” appears to be the most important, and then “leadership”,
“past performance”, “loyalty”, and “sociability”. “Seniority” seems to be the least
important among these promotion criteria (see Table 6.14). Factors like

“comprehensive knowledge about the company and the products”, “imtiative”, and

“co-operation” are also considered by HR managers as important criteria.
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6.3.11. Factors that Facilitate Recruitment

Recruiting prospective employees has always been challenging; however,
economic pressures, equal employment legislation, and shortages in specific skills
in today’s society may require business organizattons in Taiwan to adopt more
flexible and innovative recruitment strategies and practices. Therefore, issues such
as flexible working practices and the recruitment of older people, women, and
disabled people, etc. for employment, although not discussed in this research,
might as well briefly present their analysis and results in this section and the next
section.

In this research, Taiwanese respondents were asked to indicate how
important each of the following factors are in facilitating recruitment (see Table
6.15). A five point scale was used to indicate the level of importance with values
ranging from “1 = very unimportant” to “S = very important”.

Table 6.15 shows that, among the 11 factors, the last item “marketing the
company’s image” tends to be considered by HR managers as the most important
factor in facilitating recruitment. “Retraining existing employees”, “training for
new employees”, and “increase pay/benefits” are also considered as important.
Factors like “flexible working hours”, “recruiting abroad”, “relaxed age and
qualifications requirements”, and “job sharing” are considered as moderately
important. “Relocation of the company” and “part-time work™ are considered as
the least important in facilitating recruitment.

It appears that the offer of flexible working hours and part-time
employment as part of a recruitment effort is not as prevalent among the
responding firms in Taiwan as is in some European countries such as Germany,

Norway, Sweden, and UK, etc. (Hegewisch and Mayne, 1994). This may be due to

290



"

the fact that these flexible working practices. are still new western. concepts to the
local Taiwanese firms:and thus have not yet been considered as important and used

as'widély as in the western ‘countries.

Table 6:15 ‘Factors that Facilitatc Recruitment

Factors: Mean (N=180) | SPI
Flexible working hours 2.86 Il 0.97
Recruiting abroad. 2.79 1.09
Relaxed age requirements 275 ] 0.88
Relaxed qualifications requirements 2.79 ' 0.88
Relocation:of the company- 2.33 | 098
Retraining existing employces 3.90 0.80
Training for new-emplovees : 391 0.75
il Part-time work. ‘i ‘ 228 0:94
| Job-sharing il 310 0:97
| W‘w[ncrcas'ing pay/benefits | 3.87 0:83 |
| Marketing the company’s image | 4:05 ] 079 ||

Note: a 5-point Likert scale:(1=very unimportant, 2=unimportant,
3=netural, 4=important, 5=very important) was used to indicate
the:importance of flexible working practices:

6.3.12.. The Target Groups in the Recruitment Process

In addition, survey participants were: also- asked to indicate: how. frequently
they target the following groups.of people, using a five ipoint scale with values
ranging from “1 =never” to “5 = always” (see Table 6.16).

The findings: showed that, among seven groups of people, the responding

firms in Taiwan tend to target “people with work experiénce” most frequently.

This:may be because hiring expenenced jpeople is an inexpensive way of acquiring
skilled and experienced' employees, particularly. when there is an immediate
demand for scaice, technical, or managerial skills. From time to time, the
responding companies also recruit their present employees’ “friends and relatives”
and “women” for employment. However; “the long:term unemployed”, “older

;people™; “people with disabilities”, and “school leavers” .are seldom targeted by
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these responding firms. Although equal opportunity legislation has been enacted
by the Taiwan Council of Labour Affairs (CLA), it only asks employers to make
efforts to treat these groups of people equally and it is therefore not surprising that
its effect seems to be unexceptional. The Equal Opportunities Act in Scandinavian
and North European countries tends to place more restrictions upon employers to
provide equal treatment of e.g., men and women in recruitment for jobs, transfer,

or promotion (Hofstede, 1991).

Table 6.16 Target Groups

Mean (N=180) SD
The long-term uncmployed 2.00 0.79
Older people 2.08 0.74
People with disabilities 2.34 092
Women 12 097
School leavers 235 0.94
People with work experience 412 0.69
Friends and rclatives 3.60 0.78

Note: a 5-point Likert scale (1=never, 2=scldom, 3=sometimcs,

4=frequently, S=always) was used to indicate how often the group

of people noted above were targeted in the recruitment process.
6.4. Discussion of the Major Findings

The major findings reported in the earlier section of this chapter are

highlighted and discussed in this section.

6.4.1. HRM and Strategic Integration

The results indicated that, in the majority of the responding firms, there is
an HR manager/department (73%), and that the majonty of HR managers (71%)
felt it was important that there was an HR specialist on the board participating in
the development of corporate strategy. An even greater proportion of the HR

managers (88%) felt it important that HR policy and corporate strategy were fully

292



integrated. Yet when asked whether there were written statements of corporate
strategy and HR policy, only about 30 per cent of the HR managers said there
were. A further 30 per cent affirmed that there were unwritten corporate strategy
and HR policy.

However, this research is not able to provide empirical evidence concerning
how many responding firms do have personnel/HR representation at board level
and whether those Personnel/HR managers who do have a place on the board are
actually involved in the development of corporate strategy from the outset, or
whether they are involved in a consultative capacity or perhaps at the
implementation stage. In future years, it may be possible to tell from further
research whether there is an increasingly strategic role for the personnel function
and whether this is combined with a greater integration of personnel policies with
business objectives.

It should be noted that even though most HR managers in the survey may
find ‘strategic integration’ important, in practice it may be very difficult for them
to achieve without having the formalized and explicit corporate strategy and HRM
policy (in terms of a written form) to refer to on the board. As noted earlier, only
about 30 per cent of the responding companies in Taiwan claimed to have a

written corporate strategy and HRM policy.

6.4.2. Responsibility for HRM Functions/Activities

In the majority of the areas of HR activity included in the survey, HR
managers indicated that they shared responsibility with line management rather
than having sole responsibility. The area in which they seem to have the greater

incidence of sole responsibility being “health and éafety”.
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The results also showed very few instances of sole line responsibility for
these HRM functions. However, line involvement seems to be stronger in the areas
of “recruitment and selection”, “training and development”, and “workforce
expansion/reduction”. Line managers also seem to have a particularly significant
role in final hiring decisions. When it actually comes down to making the selection
decisions, one would expect that line managers would be involved and would like
to have a greater say in that decision than HR managers/specialists since the
prospective employees would eventually work_ for the line managers in their
departments. To some extent, these responses may give an indication of line
management preferences as well as HR managers’ preferences for involvement in
these HRM functions/activities. These responses may also indicate differences in
the locus of responsibility for individual and collective issues and those areas in

which decision-making may be appropriately decentralized.

6.4.3. Recruitment Practices
6.4.3.1. The Use of Recruitment Methods

The research results showed that a range of recruitment methods shown in
Table 6.12(a) have all been used to varying degrees by the responding firms in
Taiwan for filling vacancies at the managerial, professional, and entry levels. Some
are used more frequently while some are used less. For example, when it comes to
the managerial and professional recruitment, the responding firms in Taiwan
appear to use “promotion-from-within”, “transfers”, “advertisement in the media”,
“job rotations”, and “direct applications” more frequently. Other methods such as

“employee referrals”, “colleges/universities”, “private employment agencies”,

“public employment agencies”, “recruitment consultants”, and “executive search
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consultants” are seldom used by the firms for managerial and professional
positions.

For the entry-level recruitment, “colleges/universities” and “employees
referrals” seem to be used more frequently by the responding firms along with
other methods such as “advertisement in the media”, “direct applications”,
“transfers”, and “job rotations”. In the family-based culture like Taiwan, one could
expect that “employees referrals” (the hiring of family members, relatives, or close

friends) would be a common method for the recruitment of entry-level employees.

6.4.3.2. Recruitment Methods by Ownership Pattern and Company Size

Ownership Pattern

Table 6.12(b) shows that while western-owned companies in Taiwan
appear to use “recruitment consultants” and “executive search consultants” more
frequently than do Japanese-owned and Taiwanese-owned companies for
managerial and professional vacancies, Japanese-owned companies seem to recruit
new graduates directly from “colleges/universities” more often than do Taiwanese-
owned and western-owned companies for entry-level openings (see the significant
levels in Table 6.12(b)). These results may be indicative of support for the
culturally relativist arguments that recruitment practices are culturally sensitive
across national boundaries and that the results are consistent with the findings of
Easterby-Smith et al. (1995) and Lawler et al. (1995). Since the empirical evidence
showed that ownership pattern has significant effects upon some of the recruitment
methods that the responding companies used, models of recruitment methods in
Taiwan can then be proposed according to the pattern of ownership and the

frequency level as Figures 6.1 to 6.3 illustrate.
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r Recruitment Methods _ I
1

Promotion-from-within (f}

- Transfers (f)
Job rotations (/)
Colleges/universitics (*)
Direct applications ()
Advertisement in the media (/)

Figure 6.1 Recruitment methods commonly used by Taiwanese-owned companies
Note: (/) indicates those methods with a mean frequency above 3
(*) indicates those methods with a significant level p<0.05 (managenal recruitment)

| Recruitment Methods ]
4

Promotion-from-within (/)

Transfers (f)

Job rotations (f}

Employee referrals (7)

Colleges/universities {(f{*)

Direct applications (/)

Advertisement in the media (/)

Figure 6.2 Recruitment methods commonly used by Japanese-owned companies
Note: (/) indicates those methods with a mean frequency above 3
(*) indicates those methods with a significant level p<0.03 (entry-fevel recruitment)

Recruitment Methods  ~ ]
¥

Promation-from-within (/)
Transfers (/)
Emplovee refereals ()
Colleges/universities (f)
Recruitment consultaits (**)
Executive search consultants (**)
Direct appliéations h '
Advertisement in the media (/)

Figure 6.3 Recruitment methods commonly used by western-owned companies
Note: (f) indicates those methods with a mean frequency above 3
(**) indicates those methods with a significant level p<0.01 (managerial and

professional recruitment)
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Based on the certain types of recruitment method used by the Japanese-
owned and western-owned companies, it could be inferred that these foreign
subsidiaries in Taiwan tend to adopt Pertmutter’s (1969) ethnocentric approach to
management, particularly with regard to recruitment practices (these are reflective
of home country practices). However, this does not suggest that an ethnocentric
approach would be used by all of the foreign-owned companies in Taiwan for
major strategic decisions and managenal policies. Some multinational firms, in
practice, may find it appropriate to have company-wide philosophies and policies
(e.g., adopt a global strategy) while they may also find it unavoidable to be
responsive to local conditions when it comes to HRM practices, for example,
training and development, or pay and benefits (e.g., adopt a polycentric strategy).
Whatever approach the multinational firms adopted may vary from company to
company depending on their form and extent of multinationalization, their industry

and the markets they select to serve, and the kind of employees they have.

Company Size

In addition to ownership pattern, recruitment methods also vary with
company size. Table 6.12(c) shows that medium-sized firms tend to use “direct
applications” more frequently than do small firms for entry-level recruitment (see
the significant levels). Large companies tend to use “transfers”, “job rotations”,
and “employee referrals” more frequently than do small and medium-sized
companies for managerial, professional, and entry-level posts (see the significant

levels 1n Table 6.12(c)). As compared with small firms, “promotion-from-within”,

the internal recruitment method, is also used more often by large firms for filling
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vacancies at managerial and professional levels. This may be a reflection of the
respective size of internal labour markets and that a greater variety of recruitment
methods are used by larger organizations.

Based upon the findings above, models of recruitment methods in Taiwan
can also be developed according to size variation and the type of methods being

frequently or commonly used by the responding firms (see Figures 6.4 to 6.6).

o - Recruitment Methods - ]

Figure 6.4 Recruitment methods commonly used by small companies
Note: (/) indicates those methods with a mean frequency above 3

. Recruitrient Mettiods ~ |
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‘giCOIIeg%/f fversmes(f) o
Diieet applications (/)(*%)". ..
 Advertissment in the niedia (/)

Figure 6.5 Recruitment methods commonly used by medium-sized companies
Note: () indicates those methods with a mean frequency above 3
(**) indicates those methods with a significant level p<0.01 (entry-level recruitment)
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Figure 6,6 Recruitment methods commonly used by large companies
Note: (/) indicates those methods with a mean frequency above 3
(**) indicates those methods with a significant level p<0.01 (managerial,
professional, and entry-level recruitment)
6.4.3.3. Promotion Criteria
The research results showed that “technical competence”, “leadership”, and

“past performance” based promotion tend to be considered by HR managers of the
responding firms as important. “Loyalty” and “sociability” are perceived as
moderately important. “Seniority” is found to be the least important. The findings
when compared to those of Hofstede’s seem to demonstrate that, since the 1970s,
there has been a greater degree of emphasis being placed upon “technical
competence”, “leadership”, and “performance” based promotion than on “loyalty”,
“sociability”, and “seniority”. There may be a relationship between these responses
and the findings with respect to work-related values and culture. The emphasis on
“leadership”, “performance”, and “technical competence” perhaps is in part a
reflection of the apparent increase in Masculinity in Taiwanese society. The lack of
emphasis on “loyalty” and “seniority” may be indicative of cultural change or
changes of work-related values of Taiwanese people within the society in the past

twenty years (see Chapter 7, Section 7.3).
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6.4.3.4. Factors that Facilitate Recruitment

Relative to other factors, “marketing the company’s image” tends to be
considered by HR managers of the responding firms as most important in
facilitating recruitment. “Training for new employees”, “retraining existing
employees”, “increasing pay/benefits”, and “job sharing” are perceived as
moderately important. Factors like “flexible working hours”, “recruiting abroad”,
“relaxed age requirements”, and “relaxed qualifications requirements” are
considered as less important. HR managers seem to find “relocation of the
company” and “part-time work” the least important in facilitating recruitment.

There may be a relationship between some of the findings above and the
findings on culture, for example, a relationship between status/reputation of the

company and own status and self-esteem; and training and retraining practices may

be a reflection of long-term values with respect to Confucian Dynamism.

6.4.3.5. The Target Groups in Recruitment

The research results showed that “the long-term unemployed”, “older
people”, “people with disabilities”, and “school leavers” are seldom targeted by the
responding firms in Taiwan. Compared with these groups of people, it appears that
“people with work experience” tend to be targeted most frequently. “Friends and
relatives” are also commonly targeted in recruitment. One would expect that, in the

Confucian culture an emphasis on family traditions, the hiring of friends, relatives,

and family members (in-groups) would be a common recruitment practice within

the organizations (see Chapter 1, Section 1.7).




6.4.4. Selection Practices
6.4.4.1. The use of Selection Techniques

Like the recruitment methods, a range of selection techniques identified in
Table 6.13(a) have also been used to varying degrees by the responding firms in
Taiwan. It appears that “application forms”, “one-to-one interviews”, “skill or
knowledge tests”, and “panel interviews” are the dominant selection techniques
that the responding firms used at all levels (managerial, professional, and entry).
Other techniques such as “medical examinations”, “aptitude tests”, and
“references” are seldom used by the responding firms. “Psychometric tests” and
“assessment centres” seem to be used least at all levels. It may not be surprising to
see such results because “psychometric tests” and “assessment centres” are the
western-oriented selection techniques and hence may not be used as commonly in
Taiwan as in the USA and/or in Europe. In this respect, the selection practices

might be culturally sensitive.

6.4.4.2. Selection Techniques by Ownership Pattern and Company Size

The research results do not provide statistically significant support for the
study that the selection techniques listed Table 6.13(b) would vary significantly
with ownership pattern. Nevertheless, models of selection techniques in Taiwan
can still be developed according to the type of selection techniques being

commonly used by the respective Taiwanese-owned, Japanese-owned, and

western-owned companies (see Figures 6.7 to 6.9).




Appliéation forms fp)

Selection Techniques  jo —»| Skall or knowledge tests.(f)

One-to-one interviews (/)

Panel interviews (/)

Figure 6.7 Selection techniques commonly used by Taiwanese-owned companies
Note: (f) indicates those techniques with a mean frequency above 3

e _— Application’fomls F3)
Selection Techniques Skill or knowledge tests (7)

One-to-one interviews (/)

Figure 6.8 Selection techniques commonly used by Japanese-owned companies
Note: (#) indicates those techniques with a mean frequency above 3

Application forms (1)
Skill or knowledge tests (/)

‘One-to-one interviews (f)
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Figure 6.9 Selection techniques commonly used by western-owned companies
Note: (/) indicates those techniques with a mean frequency above 3
As Figures 6.7, 6.8, and 69 exhibit, “application forms”, “skill or
knowledge tests”, and “one-to-one interviews” appear to be the common selection
techniques that Taiwanese-owned, Japanese-owned, and western-owned
companies used. “Panel interviews” is used more frequently by Taiwanese-owned
and western companies. “Medical examination” 1s used more often by western-

owned companies. It appears that western-owned companies in Taiwan tend to use
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more variety of selection techniques than Taiwanese-owned and Japanese-owned
companies (see Figure 6.9).

Unlike ownership pattern, company size has significant effects on some of
the selection techniques that the responding firms used. As is shown in Table
6.13(c), both medium-sized and large firms appear to use “aptitude tests”,
“psychometric tests”, and “skill or knowledge tests” more frequently than do small
firms for managenial or professional selection. Large firms also use “panel
interviews”, “assessment centres”, and “medical examinations” more often to
select the potential applicants at all levels than do small firms.

The findings above suggest that the number and type of selection
techniques that the responding companies used to select the right employees for
the jobs may be associated with firm size; and this is confirmed by the significant
level as Table 6.13(c) illustrates. The findings above also enable this study to

propose some appropriate models of selection techniques in Taiwan according to

size variation and the frequency level (see Figures 6.10,6.11, and 6.12).

- Application forms ()
| Skill or knowledge tests (7)
| Ongto-one inferviews () -
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Figure 6.10 Selection techniques commonly used by small companies
Note: (f) indicates those techniques with a mean frequency above 3
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Figure 6.11 Selection techniques commonly used by medium-sized companies
Note: (/) indicates those techniques with a mean frequency above 3
(**) indicates those techniques with a significant level p<0.01 (professional
selection)
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Figure 6.12 Selection techniques commonly used by large companies
Note: (f} indicates those techniques with a mean frequency above 3
(*) indicates those techniques with a significant level p<0.05
(**) indicates those techniques with a significant level p<0.01 (managerial,
professional, and entry-level selection
In conclusion, the research results discussed so far demonstrated that a
range of recruitment methods and selection techniques (the main area of focus)

identified in this study have all been used by the survey firms in Taiwan to varying

degrees, and that recruitment methods varied significantly with ownership pattern

and selection techniques did not. However, the Japanese-owned companies’




frequent hiring of graduates directly from “universities/colleges” and the western-
owned companies’ more use of “recruitment consultants”, “executive search
consultants”, “psychometric tests”, and “assessment centres” suggest that
recruitment and selection practices may be culturally sensitive. Therefore, the
research findings provide some support for the culturally relativist view of HRM
particularly in the area of recruitment and selection.

In addition to ownership pattern, company size also has significant effects
upon some of the recruitment methods and selection techniques used. It could be
anticipated that, as the company expands or grows bigger, the more variety of
recruitment methods and selection techniques that the company is likely to use.
The main contribution of this study is that the findings above enable the
development of appropriate models of recruitment methods and selection
techniques in Taiwan on the basis of ownership pattern and company size. In
Chapter 8, some conclusions are drawn conceming the implications of these
findings for both the theory and practice of HRM. Consideration 1s also given to
the limitations of the study and to directions and issues that might be the subject of

further research.
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Chapter 7 Empirical Results and Analysis (2)

7.0. Introduction

The previous chapter discussed the generat findings and empirical results
for the study concerned with HRM and recruitment and selection (HRMRS). This
chapter seeks to present the general findings on work-related values of national
culture and to report the empirical results that related to the research hypotheses
stated in Chapter 5, Section 5.1.3. The major sections of this chapter are: (1)
response rate and reliability analysis of questionnaire survey, (2) characteristics of
sample; (3) empirical results and analysis for the national culture study, and (4)

discussion of the major findings.

7.1.  Response Rate and Reliability Analysis
7.1.1. Response Rate

As is described in Chapter 5, Section 5.5, the questionnaire concerning
work-related values of national culture was sent to the 500 sample companies
along with the HRMRS questionnaire and a postage-paid return envelope. Of the
500 companies, 156 returned the questionnaires after the initial mailing was
completed on 20th, July, 1996. An additional 24 completed questionnaires were
received after the follow-ups (20th, August). Therefore, the total response number
was 180 and the overall response rate for the national culture study was 36 per cent

(see Table 7.1).
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Table 7.1 Response Rate

Respondents Number Number returned | Number returncd | Response
distributed | before the follow- | after the follow- rate
on 20/07 ups (from 20/07 | ups (from 20/08
to 20/08) to 10/09)
Non-managenal 500+ 156*+ 240 36%
cmplovees

Note: *rcpresents the sample size in this research
**represents that all returned responses were usable.

7.1.2. Reliability Analysis

Although the response rate for the national culture study was 36 per cent
and could be considered as reasonable (Black and Champion, 1976; Moser and
Kalton, 1985), the question of non-response bias may still remain. An approach for
testing the non-response bias as suggested by Armstrong and Overton (1977) was
performed, the late respondents can be assumed to be similar to non-respondents.
An internal consistency reliability was used to test the first 156 returned responses,
and a value of 0.90 (Cronbach’s alpha) was obtained. The same method was used
again to test the additional 24 returned responses, and a value of 0.91 was
obtained. The reliability coefficient of the total 180 responses was 0.90 (Note: in
the national culture questionnaire, Questions 7 to 21 were used for a reliability test;
and a five point scale where “1 = very unimportant” and “S = very important” was
used for these question items. Refer back to Chapter 5, Section 5.4.2). Based upon
the results of the reliability test, it can be said that the national culture
questionnaire itself has proved its internal consistency, and that the survey
responses could be considered as representative of total and hence generalized to

the target population.
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7.2.  Characteristics of Sample
The preceding section reported the response rate and the reliability analysis
of the national culture questionnaire. This section presents characteristics of

sample.

7.2.1. General Characteristics of Responding Firms
The general characteristics of responding firms consist of company size and

ownership pattern, which have been described in Chapter 6, Section 6.2.1.

7.2.2. Personal Information of Respondents

A profile of respondents - non-managerial employees is summarized in
Table 7.2. Of the 180 non-managerial employees, 97 (53.9%) were female while
83 (46.1%) were male. This finding combined with the high Masculinity Index
scores may be indicative of women, having limited opportunities for job
advancement, may be more likely to be restricted to entry level or non-managerial
jobs than men. Furthermore, 80.6 per cent of ordinary employees were aged from
20 to 39; and reflecting the emphasis on education in Taiwan (see Chapter |,
Section 1.5 and Chapter 4, Section 4.4.4), 37.2 per cent of employees at lest held a
first or masters degree.

Empirical results and analysis will be carried out in Section 7.3 to test
whether the perceived importance of work-related values would vary with

respondents’ (non-managerial employees) gender, age, and educational level.
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Table 7.2 Personal Information of Respondents

Non managenal emplovees

Demographic breakdown N=180 100%
Sex

Male 83  46.1%

Female 97 53.9%
Age

20-29 70 38.9%

30-39 5 d71%

40-49 21 11.7%

50-59 14 7.8%
Education

Junior high or high school 52 289%

Junior college 61  339%

First or masters degree 67 37.2%

7.3. Empirical Results and Analysis

The previous section sought to provide the general profiles for non-
managerial employees who participated in the surveys. This section seeks to
present the empirical results through a one-way analysis of variance (ANOVA), a
Duncan test, and the f-test, according to the research hypotheses that related to

work-related values of national culture (see Chapter 5, Section 5.1.3).

7.3.1. Value Based Dimensions of National Culture in Taiwan

As is discussed in Chapter 5, Section 5.1.3, it 1s not the aim of this study to
replicate Hofstede’s work by comparing the work-related values of the matched
respondents from different national cultural contexts or different ethnic groups.
Rather, this study seeks to examine Hofstede’s key value dimensions of national
culture, consider their dynamic nature in Taiwan, and establish what (if any) are
the implications of work-related values for HRM and recruitment and selection

policies and practices.
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As is indicated in Chapter 4, Sections 43.1 and 4.3.6, Hofstede’s most
famous cross-cultural study of work-related values was conducted during the
1960s and 1970s and his original findings for Taiwan indicated that the culture of
Taiwan tended to exhibit relatively high levels of Collectivism and moderately
high ratings on the Power Distance, Uncertainty Avoidance, and Femininity
dimensions. However, the work-related values that Taiwanese people held might
have changed during the process of industrialization and might not now be the
same as Hofstede found two decades ago. Hence, this study seeks to update
Hofstede’ index scores for Taiwan on his key cultural dimensions. The weighted
formulas designed by Hofstede (1980, 1983) for calculating the scores of Power
Distance, Uncertainty Avoidance, Individualism versus Collectivism and
Masculinity versus Femininity were employed in this research (see Chapter 4,
Section 4.3.6) to test the first hypothesis of the national culture study as stated as

follows.

Hoio  The value based dimensions of national culture in Taiwan would be the
same as Hofstede previously found.
Hio The value based dimensions of national culture in Taiwan would not be the

same as Hofstede previously found.

Note: Holo represents null hypothesis.
Hio represents alternative hypothesis.

Before the hypothesis Hio1s tested, it 1s important to discuss how the scores

for each value dimension are derived.
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7.3.1.1. Power Distance Index (PDI)

Power Distance is “the extent to which the less powerful members of
institutions and organizations within a country expect and accept that power is
distributed unequally” (Hofstede, 1991: 28). As is indicated in Chapter 5, Section
5.3.3, the Power Distance Index was composed of the three questions: (1)
‘employee afraid: how frequently are non-managerial employees afraid to express
disagreement with their superiors’ (mean score on a five point Likert scale, “1 =
never” and “5 = always™), (2) subordinates’ preference for their boss’s decision-
making style (“manager 1 = autocratic”, “manager 2 = paternalist”, “manager 3 =
consultative”, or “manager 4 = democratic”); and (3) subordinates’ perception of

b LI 14

their boss’s actual decision-making style (“manager 1 = autocratic”, “manager 2 =
paternalist”, “manager 3 = consultative”, or “manager 4 = democratic™). For this
dimension, the weighted formula was designed on the basis of these three
questions: PDI = 135 - 25 (mean score employee afraid) + (% perceived manager |
+ 2) - (% preferred manager 3) (Hofstede, 1980, 1983). The purposes of this
formula were: (1) to ensure that each of the three questions would carry equal
weight in arriving at the final index and (2) to arrive at index values ranging from
about 0 for a small Power Distance country to about 100 for a large Power
Distance country (Hofstede, 1991: 25).

Table 7.3 Comparison of Work-Related Values for the Taiwanesc
in Hofstede’s (1991) and This Study

Value dimensions This study *Hofstede
Power distance 48.54 58
Uncertainty avoidance 68.14 69
Individualism vs. collectivism 68.25 17
Masculinity vs. femininity 71.32 45

Note: *the scores for Hofstede’s study are based on the data provided in
Cutltures and Organizations: Software of the Mind (Hofstede, 1991).
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According to the findings shown in Table 7.3, Taiwan has lower Power
Distance Index (48.54) in this study relative to Hofstede’s initial analysis (58). This
seems to indicate a decline in the expectation and acceptance of power being
distributed unequally. However, given such index scores, Taiwan is still located in

the moderately high Power Distance dimension as Hofstede previously found.

Table 7.4(s) Tvpe of Leadership Style the Non-Managerial Employees Prefers

to Work Under
Manager | | Manager 2 Manager 3 Manager 4
(autocratic) | (patcrnalist) | (consultative) | (democratic)
Non-managerial employees
N=180 9 71 54 46
100% 5% 39.4% 30% 25.6%

Table 7.4(b) Type of Leadership Style the Managers Most Closely Corresponds to

Manager | | Manager 2 Manager 3 Manager 4
(autocratic) | (paternalist) | (consultative) | (democratic)
Non-managerial employces
N=180 39 53 62 26
100% 21.7% 29.4% 34.4% 14.4%

Under conditions of a moderately high Power Distance Index score (which
means a moderately high level of acceptance of inequality), Taiwanese employees
are seldom/sometimes afraid to express disagreement with their superiors in the
work environment (see Table 7.5) and generally prefer to work for managers with
either a paternalist or consultative type of leadership style (see Table 7.4(a)). This
means that some Taiwanese employees prefer the manager to make decisions,
solve problems, and assign tasks whereas some expect to be consulted by their

boss in most decisions.

312



Moreover, in subordinates’ eyes, their current superiors tend to adopt either
a consultative or paternalist type of leadership style (see Table 7.4(b)). This means
that some Taiwanese managers would consult with their subordinates before they
make the decisions whereas some managers make the decisions very quickly
without consulting with their subordinates but would give the reasons for the

decisions and answer whatever questions that the subordinates might have.

Table 7.5 The Mean Scores of Power Distance and Uncertainty

Avoidance Values
Mean Standard deviation
Values N=180 (SD)
Afraid to express disagreement with superiors 2.53 0.90
Feel nervous or tense at work 275 0.85

Note: a 5-point Likert scale (1=never, 2=seldom, 3=sometimes, 4=frequently,
5=always) was used to indicate how often employees feel afraid or tense
at work.

7.3.1.2. Uncertainty Avoidance Index (UAI)

Uncertainty Avoidance is “the extent to which the members of a culture
feel threatened by uncertain or unknown situations. This feeling 1s, among other
things, expressed through nervous stress and in a need for predictability: a need for
written or unwritten rules” (Hofstede, 1991 113).

This dimension was also composed of the three questions: (1) ‘job stress:
how often do you feel nervous or tense at work?” (mean score on a five point scale,
“l = never” and “S = always”); (2) ‘rule orientation: a company’s rules should not
be broken even when the employee thinks it is in the company’s best interest’
(mean score on a five point scale, “1 = strongly disagree” and “S = strongly
agree”); (3) employees’ intention to stay with the company for a long-term career
(the answers ran from “1 = two years at the most” to “4 = until I retire”). The

weighted formula for this dimension was developed on the basis of these three
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questions: UAI = 300 - 30 (mean score rule orientation) - (% intending to stay less
than 5 years) - 40 (mean stress score) (Hofstede, 1983). The aims of this formula
were: {1) to ensure that each of the three questions would contribute equally to the
final index and (2) index values would range from around O for the country with
the weakest Uncertainty Avoidance to around 100 for the strongest (Hofstede,
1991: 113-114).

Even though Hofstede’s work was mainly conducted in the 1970s, the
Uncertainty Avoidance Index scores for Taiwan have not changed dramatically
over time. According to the analysis (see Table 7.3), Taiwan has slightly lower
Uncertainty Avoidance Index (68.14) as compared to Hofstede’s original results
for Taiwan (69). This indicates that Taiwan is still located in the moderately strong

Uncertainty Avoidance dimension.

Table 7.6 Ycars of Stay in the Company

More than | 2-5 years | More than Until
2 years 5 years retirement
() (2) 3) “
Number of years in the firm
N=180 30 37 53 60
100% 16.7% 20.6% 29.4% 33.3%

Taiwanese employees, under a moderately strong Uncertainty Avoidance
society, seldom/sometimes feel nervous or tense at work (see Table 7.5). However,
when choosing an ideal job, they tend to consider “security of employment” as an
important work goal (see Table 7.7, the last item). Since “a destre for long careers
in the same business” is one of the charactenistics of a strong Uncertainty
Avoidance culture, it may not be surprising to see that most of the Taiwanese
employees in this study intend to stay longer in the same company, as is illustrated

in Table 7.6: 62.7 per cent of responding employees asserted that they would either
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intend to work for the same company for more than 5 years or would like to or

prefer to remain in the same company until their retirement.

7.3.1.3. Individualism vs. Collectivism Indices

Individualism is “societies where the ties between individuals are loose:
everyone 1s expected to look after himself or herself and his or her immediate
family”, while Collectivism is “societies in which people from birth onwards are
integrated into strong, cohesive ingroups, which throughout people’s lifetime
continue to protect them in exchange for unquestioning loyalty” (Hofstede, 1991:
51).

The Individualism versus Collectivism dimension was composed of the six
questions: (1) personal time: have sufficient time left for your personal or family
life; (2) freedom: have considerable freedom to adopt your own approach to the
job; (3) challenge: have challenging tasks to do, from-which you can get a personal
sense of accomplishment; (4) training: have training opportunities to improve your
skills or learn new skills; (5) physical conditions: have good physical working
conditions (e.g., good ventilation and lighting and adequate work space, etc.); and
(6) use of skills: full use your skills and abilities on the job. For this dimension,
Taiwanese participants wére asked to assess how important each of the work goals
(the items noted above) are when choosing an ideal job. A five point scale was
used with values ranging from “l = very unimportant” to “5 = very important”,
The weighted formula for this dimension was: IND = 50 + 25x (x = factor scores)
(Hofstede, 1983).

The statistical procedure used to 1dentify the Individualism and Masculinity

dimensions on the basis of the 14 work goals produces automatically a factor score
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for either dimension for each country. These factor scores seem to be more
accurate measure of that country’s position on the dimension; and scores were
achieved in a range from close to O for the most collectivist country to close to 100
for the most individualist one (Hofstede, 1991: 53).
As is shown in Table 7.3, the scores on the Individualism/Collectivism
Index derived from this study are higher at 68.25 than Hofstede’s results which
showed a score of 17. This seems to indicate that there has been a substantial shift
in values from Collectivism to Individualism since the 1970s. Such a shift in
values is demonstrated by Taiwanese employees who now tend to consider “time
| for personal or family life”, “freedom to adopt you own approach”, and

“challenging tasks” as important work goals (see Table 1.7).

Table 7.7 The Degree of Importance of Individualism/Collectivism
and Masculinity/Femininity Values

Values Mean SD
N=180
Sufficient time for your personal or family life 3.90 0.79
Freedom to adopt your own approach 433 0.73
Challenging tasks 4.17 0.85
Training opportunitics 4,00 0.79
Good physical working conditions 435 0.74
Use of skills 4.00 0.88
Opportunities for high earnings 3.98 0.81
Get the recognition you deserve 436 0.71
Opportunities for advancement 3.92 0.88
Have good relationships with your supcrior 4.14 0.79
Co-operate with one another 438 0.82
Living area 3.92 0.82
Security of employment 4,34 0.86

Note: a 5-point Likert scale was used (1=very unimportant,
S=very important) to indicate the degree of importance of
Individuatism and Masculinity values.

316




It should be noted that although Taiwanese employees, in some respects,
have become more individualistic in their orientations than was the case two
decades ago (see examples above), they still regard “training opportunities”,
“working conditions”, and “good use of skills”, the characteristics associated with
a Collectivist culture, as important work goals (see Table 7.7).

Furthermore, as is described in Chapter 4, Sections 4.3.3 and 44.5, in a
society exhibiting high scores on the Collectivism Index, most of the owners
regard the family business as their personal property and since they tend to be
reluctant to share the ownership with other non-family members (Lau, 1981), key
management positions are usually filled by family members or relatives.
Consequently, it can be expected that embloyees who have personal relationship
with the owners tend to show loyalty to the family-owned companies but not to
non-family organizations (Yeh, 1991). Nevertheless, the results of this research
showed that even though Taiwanese non-managerial employees generally consider
“loyalty” as an important work value, the degree of perceived importance of loyalty
seems to not vary significantly with ownership pattern (see Table 7.9(a)) and

company size (see Table 7.9(b)).

7.3.1.4, Masculinity vs. Femininity Indices

Masculimty is defined as “societies in which social gender roles are clearly
distinct (e.g., men are supposed to be assertive, tough, and focused on maternial
success whereas women are supposed to be more modest, tender, and concerned
with the quality of life”, while Femininity is the term used to describe “societies in
which social gender roles overlap (e.g., both men and women are supposed to be

modest, tender, and concerned with the quality of life)”.
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The eight questions used for composing the Masculinity versus Femininity
dimension were: (1) earnings: have opportunities for high eamnings; (2)
recognition: get the recognition you deserve when you do a good job; (3)
advancement. have opportunities for advancement to higher level )jobs; (4)
challenge: have challenging work to do - work form which you can get a personal
sense of accomplishment; (5) manager: have a good working relationship with
your superior; (6) co-operation: work with people who co-operate well with one
another; (7) living area: live in an area desirable to you and your family; and (8)
employment security: have the security that you will be able to work for your
company as long as you want to. For this dimension, respondents were asked to
assess how important each of the work goals (the items noted above) are when
choosing an ideal job (mean score on a five point scale, “l = very unimportant”
and “S = very important”. The weighted formula for this dimension was listed as:
MAS = 50 + 20x (x = factor scores) (Hofstede, 1983). Like the
Individualism/Collectivism Index, Masculinity was based on factor scores for each
country which were automatically produced by the statistical procedure used
(factor analysis). Scores were achieved in a range from about O for the most
feminine to about 100 for the most masculine country by multiplying the factor
scores by 20 and adding S0 (Hofstede, 1991: 83).

As is illustrated in Table 7.3, Taiwan’s Masculinity Index score (71.32) 1s
higher than Hofstede’s original results (45). This seems to indicate that there has
been a significant shift in values from Femininity to Masculinity since the 1970s.
According to Hofstede (1991), stereotypically male values such as challenge,
competitiveness, individual advancement, profit, etc. are usually appreciated in

Masculine countries. Given a high Masculinity Index score in Taiwan, it can be
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anticipated that work values associated with Masculinity may also be appreciated
and perceived as important by Taiwanese employees. For example, the research
results showed that Taiwanese employees now tend to consider “opportunities for
high earnings”, “get the recogmition you deserve when you do a good job”, and
“opportunities for advancement” as important work goals (see Table 7.7) and
regard “self-initiative” and “competitiveness” as important work values (see Table
7.8). However, stereotypically female values such as “have good working
relationships with your direct superior”, “living in a desirable area”, “co-
operation”, and “caring and nurturing” are also appreciated by Taiwanese
employees (see Table 7.7 and Table 7.8). This suggests that employees in Taiwan
still have concern for the quality of life and the work environment and place an
emphasis on friendliness and personal relationships.

On the whole, the scores obtained in this study indicated that the culture of
Taiwan now appears to exhibit moderately high ratings on the Power Distance and
Uncertainty Avoidance dimensions and high levels of Individualism and
Masculinity. Therefore, the findings support the alternative hypothesis Hio that the

value based dimensions of national culture in Taiwan would not be the same as

Hofstede found two decades ago.

7.3.2. Traditional Chinese/Confucian Work-Related Values

As is noted in Chapter 4, Section 4,4, Hofstede (1991) indicates that certain
values on the long-term orientation pole (e.g., perseverance and thrift) tend to be
strongly correlated with East Asian economic growth, at least for the period of
1965-1987. Clegg (1990) also suggests that East Asian economic achievement

could be said to be attributable to deep-seated and culturally given social facts and
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values (e.g., industry, harmony, loyalty, co-operation, trust, and perseverance, etc.).
Since there is arguably a correlation between traditional Chinese work-related
values and economic growth, it may be reasonable to assume that these Chinese
values may be important in contnibuting to organizational success (in terms of
survival in a dynamic and competitive business environment).

Based upon the issues above, Taiwanese participants were asked to rate the
importance of each of the work values listed in Table 7.8, using a five point Likert
scale where “1 = very unimportant” and “5 = very important”. The second
hypothesis of the national culture study, the null hypothesis (Hon) and alternative

hypothesis (H11) are stated below.

Honn  The traditional Chinese/Confucian work-related values, as perceived by
HR managers and non-managenal employees, would not be important in
contributing to organizational success.

Hii The traditional Chinese/Confucian work-related values, as perceived by
HR managers and non-managerial employees, would be important in

contributing to organizational success.

According to the analysis, both HR managers and ordinary employees, in
general, consider “co-operation”, “industry”, “trust”, “harmony”, “perseverance”,
“caring and nurturing”, and “loyalty” as important work values that may contribute
to organizational success (see Table 7.8). Compared with other Chinese work
values, “ordering relationships by status and observing this order (e.g., employer-
employee)” 1s only considered as moderately important. Nonetheless, given the

results presented above, it appears that these traditional Chinese values are still

appreciated and greatly emphasized by Taiwanese people; and thus the hypothesis
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Hi should be accepted. This may be a reflection of a continuing influence from
the Chinese culture or Confucian ideology. In addition to the Chinese values, “self-
advancement” and “competitiveness” (the work values that are prevalent and/or
commonly accepted in the USA and UK) are also perceived by HR managers and

ordinary employees as important.

Table 7.8 The Degree of Importance of Confucian and Western
Work-Related Values

Non-managerial employees | HR managers
Work-related values Mean SD Mean SD
Co-operation 4.44 0.85 441 0.70
loyalty to superiors 3.89 0.91 400 079
Industry/working hard 4.17 0.82 436 071
Harmony with others 429 0.86 436 076
Self-advancement /initiative 442 0.77 437 077
Caring and nurturing 4.14 0.84 412 079
Competitiveness/aggressiveness 3.98 0.85 400 0388
Persistence/perseverance 421 0.89 414 078
Trust 4.32 0.86 433 073
Ordering relationships by status 3.70 0.99 392 082

Note: a 5-point Likert scale (1=very unimportant, 5=very important)
was used.

7.3.3. The Effects of Ownership Pattern and Company Size on Work-

Related Values

As 1s indicated in Chapter 5, Section 5.1.4, although culture is an
accumulative experience of various individuals who share common values, beliefs,
and ideas, this does not suggest that culture may not change over time and sub-
cultural distinctions or variations may not exist among different categories of
people within the same national cultural, political, and geographical context (e.g.,
in Taiwan). Not all people in an organization would behave exactly in the same

way or hold the same values and attitudes due to differences in occupation,
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education level, job position/status, gender, age, organizational size and structure,
ownership pattern, and the sector of industry, etc.. Thus, in this research, one-way
analysis of variance (ANOV A) was used to test the third hypothesis of the national
culture study: whether there was any significant effect for ownership pattern and
company size with respect to the perceived importance of each of the work-related
values. The null hypothesis (Hoiz and Hoi3) and alternative hypothesis (Hiz and

Hi3) are outhined as follows.

Hoiz  Non-managenal employees’ perceptions of the importance of work-related
values would not vary significantly with ownership pattern.

Hiz Non-managerial employees’™ perceptions of the importance of work-related
values would vary significantly with ownership pattern.

Hois Non-managernial employees’ perceptions of the importance of work-related
values would not vary significantly with company size.
His  Non-managerial employees’ perceptions of the importance of work-related

values would vary significantly with company size.

As 1s shown in Table 7.9(a), one-way ANOVA revealed significant
differences on mean ownership pattern responses for two of the 26 items.
“Working conditions” and “ordering relationships by status” appear to vary with
ownership pattern at the 5% significance level. Therefore, the results support the
alternative hypothesis Hi2 that the perceived importance of work-related values
would vary significantly with ownership pattern.

Furthermore, in order to distinguish mean differences of Taiwanese family-
owned, Taiwanese non family-owned, and foreign-owned businesses among those
two items yielding significant F-tests, a Duncan multiple comparison test (see
Chapter 5, Section 5.6.1) was performed. Take the item “ordering relationships by
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status” as an example, the means of foreign-owned companies (group 3) appear to
differ significantly from the means of Taiwanese family-owned companies (group
1) (see Table 7.9(a)). This means that employees in Taiwanese family-owned and
non family-owned companies tend to consider the Confucian value “ordering
relationships by status and observing this order” to be more important than do
employees in foreign-owned companies. Given a moderately high Power Distance
Index score, it can be expected that this Confucian value emphasized upon unequal
relationship pairs (e.g., superiors and subordinates) may still be prevailing among
Taiwanese-owned companies, and that employees in Taiwanese family-owned and
non family-owned companies are more likely to expect and accept the power being
distributed unequally than are those employees in foreign-owned companies.

Moreover, one-way ANOVA was also used to test whether there was any
significant effect for company size with respect to each of the work values. The
results showed that three items are significantly different at the 0.05 level and an
additional seven items show significant difference at the 0.01 level (see Table
7.9(b)). Thus, the alternative hypothesis His that ‘the perceived importance of
work-related values would vary with company size’ is accepted.

Table 7.9(b) illustrates that employees in medium and large firms tend to
consider “challenging tasks”, “time for personal or family life”, “job
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advancement”, “initiative”, and “competitiveness” to be more important than do
employees in small firms. They also consider “co-operation”, “harmony”, “caring
and nurturing”, “perseverance”, and “trust” to be more important than do
employees in small firms.

The Duncan test was performed to determine which mean groups of firm

size differ significantly with one another regarding the ten values that yield
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significant F-tests. Take the item “challenging tasks” as an example, the means of
large and medium-sized firms (group 3 and group 2) appear to differ significantly
from the means of small firms (group 1). This indicates that employees in medium
and large firms tend to consider “challenging tasks” to be more important than do -

employees in small firms.

Table 7.9(a) Values that Varied with Ownership Pattem - One-Way Analysis of Variance

Family- | Non family- | Foreign
Work-related values owned owned owned F F Duncan
Mean (1) Mean (2) | Mean (3) | ratio prob.
N=91 N=49 N=40

Fear 2.45 267 2,55 0.99 037 0
Tensc 2.71 290 2.65 1.11 0.33 0
Rule 2.62 273 245 0.63 0.53 0
Time 390 3.76 4.08 1.81 0.17 0
Freedom 4.36 424 435 0.43 0.65 0
Challenging tasks 422 4.00 4.28 1.44 0.24 0
Training 4.07 3.94 393 0.64 0.53 0
Working conditions 448 4.16 4.28 3.30 0.04+ 2-1
Use of skills 3.97 4,14 3.9 0.96 0.39 0
High earnings 4.05 386 3.95 0.99 0.37 0
Recognition 4.41 4.41 418 1.66 0.19 0
Advancement 397 3.80 3.95 0.64 0.53 0
Manager 4.12 3.14 4.20 0.14 0.87 0
Cooperate with one another 4.51 4.16 4.38 2.83 0.06 2-1
Living arca 398 3.90 3.83 0.52 0.60 0
Security of employment 441 414 443 1.7 0.17 0
Co-operation 4.42 141 4.55 0.40 0.67 0
loyal to superiors 3.87 3.98 383 0.36 0.70 0
Industry 422 4,12 4.13 0.31 0.73 0
Harmony 132 427 4.25 011 0.89 0
Initiative/self-advancement 142 4.43 140 0.05 0.95 0
Caring and nurturing 421 +.14 3.98 1.07 0.35 0
Competilivencss 1.02 4.02 3.83 0.83 0.44 0
Perseverance 426 4.22 4.05 0.82 0.44 0
Trust 434 429 430 0.07 0.93 0
Ordering refationships 3.84 in 3.38 3.1 0.05¢ 3-1

Note: *represents significant at 0.05 level.
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Table 7.9) Values that Varied with Company Size - One-Way Analysis of Variance

Small firms | Medium | Large firms | F F
Work-related values Mean (1) | Mean (2) Mean (3) | ratio prob. | Duncan
N=T1 N=46 N=63
Fear 2.62 241 2.52 074 | 048 0
Tense 2.80 2.65 2.76 0.45 0.64 0
Rule 266 2.52 2.63 0.20 | 082 0
Time 3N 3.76 4.14 476 | 0.01** | 2-3,1-3
Freedom 4.27 4.37 4.37 040 | 0.67 0
Challenging tasks 3.87 435 4.38 7.81 | 0.01* | 1-2,1-3
Training 3.99 398 4.06 0.37 | 0.69 0
Working conditions 4.25 4.52 433 1.86 | 0.16 0
Use of skills 3.90 400 4.11 0.94 | 039 0
High carnings 3.87 400 408 1.12 | 033 0
Recognition 430 4.30 4.46 105 | 0.35 0
Advancement 3.65 4.02 4.14 6.08 | 0.01** | 1-2, 13
Manager 4.06 4.17 422 0.79 | 046 0
Cooperate with one another 4.18 4.63 4.43 446 | 0.01* 1-2
Living area 3.9 3.83 4.00 061 | 0.55 0
Security of employment 4.23 4.52 4.33 1.67 | 0.19 0
Co-operation 431 4.52 4.54 149 | 023 0
loyal to superiors 3.79 4.04 3.89 1.10 | 034 0
Industry 4.10 4.35 413 1.45 024 0
Harmony 4,08 4,48 4.38 3.62 0.03* | 1-3, 1-2
Initiative/self-advancement 4.14 4.65 4.57 8.68 | 0.01= | 1-3,1-2
Caring and nurturing 3.89 433 4.29 550 1 0.01** | 1-3,1-2
Competiliveness 3.76 4.20 4.06 428 | 0.02* | 1-3,1-2
Perseverance 3.99 439 4.32 3.79 | 0.02% | 1-3,1-2
Trust 4.04 4.57 4.44 6.70 | 0.01** | 1-3,1-2
Ordering relationships 3.61 3.93 3.63 1.78 | 0.17 0

Note: *represents significant at 0.05 level.
**represents sigmificant at 0.01 level.

In this study, the multivariate analysis of variance (MANOVA) was not
performed to test the interactive effects of ownership pattern and company size on
the overall work values that Taiwanese employees held because the sample in
some cells could be expected to be smaller than the number of dependent variables

included -~ 1in this case, 26 work-related values (see Chapter 6, Section 6.3.6).
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7.3.4. The Effects of Gender, Age, and Educational Level on Work-Related

Values

One-way ANOVA was used to test the hypotheses that whether the

perceived importance of each of the work-related values would vary significantly

with gender, age, and educational level. The null hypotheses (from Hois to Hous)

and alternative hypotheses (from His to His) are stated as follows.

Hoi4

His

Hois

His

Hois

His

Non-managerial employees’ perceptions of the importance of work-related
values would not vary significantly with gender.

Non-managerial employees’ perceptions of the importance of work-related
values would vary significantly with gender.

Non-managerial employees’ perceptions of the importance of work-related
values would not vary significantly with age.

Non-managerial employees’ perceptions of the importance of work-related
values would vary significantly with age.

Non-managerial employees’ perceptions of the importance of work-related
values would not vary significantly with educational level.

Non-managerial employees’ perceptions of the importance of work-related

values would vary significantly with educational level.

The separate effects of gender, age, and educational level on the work-

related values that Taiwanese non-managerial employees held are exhibited

respectively in Table 7.10(a), Table 7.10(b), and Table 7.10(c).

7.3.4.1. The Effect of Gender

According to the analysis, there are statistically significant effects for

gender with respect to four of the 26 items (see Table 7.10(a)). Hence, the findings
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support the alternative hypothesis His that non-managenial employees’ perceptions
of the importance of work-related values would vary significantly with gender.
Table 7.10(a) shows that male and female non-managerial employees
generally consider “challenging tasks” and “opportunities for advancement” as
important work goals and regard “industry/working hard” and. “caring and
nurturing” as important work values. However, male employees tend to view
“challenging tasks™ and “opportunity for advancement” to be more important than
do female employees. This demonstrates that male employees in Taiwan seem to
be more ambitious in their work, to have more desire to succeed and strive for
advancement than do female employees. Nevertheless, some of the stereotypically
feminmne values are also appreciated by Taiwanese male employees. As the Table
7.10(a) shows, male employees tend to consider “industry/working hard” and

“caring and nurturing” to be more important than do female employees.

Table 7.10(a) Values that Varied with Gender- Analysis of Variance

Male Female
() (2)
Work-related values N=83 =97 F-ovalue | Sig.
Mean Mean
Challenging tasks 433 4.04 510 |0.03*
Opportunity for advancement 4.08 3.1 578 | 0.01**
Industry/working hard 435 4.02 749 | 0.01*
Caring and nurturing 430 4.00 5.85 0.02*

Note: *represents significant at 0.05 level.
**represents significant at 0.01 level.

7.3.4.2. The Effect of Age

The results shown in Table 7.10(b) support the alternative hypothesis His
that there are significant effects for age with regard to the perceived importance of
the 19 work values. Take the Chinese work-related values such as “perseverance”
and “co-operation” and western work values such as “opportunities for high
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earnings and advancement” as examples. Employees who are aged between 50 to
59 tend to appreciate these Chinese and western values less than the other three
age groups of employees. Employees who are aged between 40 to 49 generally
consider both Chinese and western value as important. However, those Chinese
and western work values tend to be perceived as the most important by employees
who are aged between 20-29 and 30-39 when compared with the previous two age
groups. The results above seem to indicate that the perceived importance of work-
related values may be associated with respondents’ age: the older the employees
are, the less they are likely to consider both western and Chinese values as
important (Note: Sapsford and Jupp (1996) emphasize that it is rarely the case that
the groups to be compared are of equal size particularly in survey analysis, e.g., see

Table 7.10(b)).

Table 7.10(b) Values that Varied with Age - Onc-Way Analysis of Variance

20-29 | 30-39 | 40-49 [ 50-59

N=T0 | N=75 | N=21 | N=14 F Sig.
Work-related values () (3] 3) 4) value

Mean | Mean | Mean | Mean
Fear 2.36 2.55 2.43 3.50 7.03 | 0.01**
Tense 2.56 2.77 2.86 3.43 4.62 | 0.0]1%*
Company rule 2.31 273 2.71 3.36 3.75 | 0.01%*
Time for personal life 4.09 3.93 3.57 3.29 5.77 | 0.01%#
Waorking conditions 4.41 4.40 448 3.57 6.08 | 0.01%+
Challenging tasks 427 4.29 4.05 3.21 7.65 | 0.0]1**
Security of employment 4.51 4.32 4.52 3.29 9.49 | 0.0]**
Higher eamnings 414 4.08 3.81 286 | 12.88 | 0.01*=*
Opportunity for advancement | 4.10 4.01 3.67 2.86 | 10.01 | 0.01*+
Co-operation 4.50 445 438 343 776 | 0.01**
Lovalty 3.81 4.13 3.81 3.07 6.31 | 0.01**
Industry/working hard 4.24 4.23 418 3.21 798 | 0.01**
harmonious with others 4.49 4.35 4.05 3.36 836 | 0.0]1**
Initiative/self-advancement 4.51 4.52 4.48 3.36 11.42 | 0.01**
Caring and nurturing 4.19 427 4.14 3.21 6.86 | 0.01**
Compelitiveness 4.03 4.09 4.05 3.00 747 | 0,0]**
Persistence/perseverance 434 4.28 419 3.14 8.31 | 0.0]1*
Trust 4.56 1427 429 3.43 7.76 | 0.01**
Ordering relationships 3.66 3.84 3.95 2.719 5.40 | 0.01**

Note: **represents significant at 0.01 level.
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7.3.4.3. The Effect of Educational Level

Table 7.10(c) shows that there are significant differences in six work-
related values between individuals on educational level, thus the alternative
hypothesis His could be accepted. According to the analysis, these six work values
are generally considered as important by non-managerial employees who
graduated from high schools, junior colleges, and universities (see Table 7.10(c)).
However, employees who received diploma (junior colleges) or first/masters
degree tend to see “security of employment”, “co-operation”, “loyalty”, and
“industry/working hard” to be less important than do employees who were
graduated from high school or vocational high school. This seems to indicate that
the perceived importance of Chinese work-related values may be associated with
respondents’ educational attainment. People who have received higher education
in Taiwan or have absorbed western values and management (e.g., HRM) may be
more likely to de-emphasize some of the traditional Chinese work values.

However, this finding may warrant further investigation.

Table 7.10(c) Values that Varied with Education Level - One-Way Analysis of Variance

High school | Junior college | First degree | F
 Work-related values Mean (1) | Mean(2) Mean (3) | value | Sig.
N=52 N=61 N=67

Fear 2.23 2.49 281 6.46 |0.01**

Working conditions 460 4.39 412 6.56 | 0.01**

Security of emplovment 4.60 448 4.01 851 |0.01*

Co-operation 4.69 4.34 4.34 321 [ 0.04

loval to superiors 4.19 3.90 o4 566 |0.01*

Industrv/working hard 4.50 421 3.88 931 | 0.0l

Note: *represents significant at 0.03 level.
**represents significant at 0.01 level.
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7.3.5. Different Perceptions of the Importance of Work-Related Values

Both Taiwanese HR managers and non-managerial employees were asked
to rate the importance of the work-related values as shown in Table 7.11. A five
point scale where “1 = very unimportant” and “S = very important” was used in
this study to indicate the importance level. The r-test was used to determine
whether HR managers and non-managerial employees have different perceptions
of the importance of work values. The null hypothesis (Hoi7) and alternative

hypothesis (Hi7) are outlined below.

Hoi7 HR managers and non-managerial employees would not differ significantly
in their perceptions of the importance of work-related values.
Hiz  HR managers and non-managerial employees would differ significantly in

their perceptions of the importance of work-related values.

Table 7.11 shows that there are significant differences between HR
managers and ordinary employees in their perceptions of the importance of three
work-related values - “royalty” (p = 0.01), “trust” (p = 0.02), and “ordering
relationships by status” (p = 0.00). Hence, the alternative hypothesis Hi7 is
accepted.

The results demonstrated that HR managers tend to consider the Confucian
value “ordering relationships by status and observing this order” (e.g., employer
and employee) to be more important than do ordinary employees. This Confucian
value emphasized upon unequal relationship pairs may be associated with job

position. Given a moderately high Power Distance Index score, Taiwanese HR

managers may consider themselves and subordinates as existentially unequal.




Hence, special privileges and status symbols may tend to be more appreciated by
HR managers. Moreover, there are significant differences between HR managers
and ordinary employees in their perceptions of “loyalty” and “trust”: HR managers
tend to view “loyalty” and “trust” to be more important than do ordinary |
employees. This, again, implies that the degree of importance attached to loyalty

and trust may be associated with job position.

Table 7.11 Different Perceptions of the Importance of Work-Related Values

HR managers | Ordinary employces | The r-test
Work-related values Mean SD Mcan SD P-value
Co-operation 4.41 0.70 444 0.85 0.34
loyalty to superiors 4.00 0.79 3.89 091 0.0]1%*
Industryv/working hard 4.36 0.71 4.17 0.82 0.53
Harmony with others 136 0.76 +.29 0.86 0.24
Self-advancement/initiative 4.37 0.77 +4.42 0.77 0.93
Caring and nurturing 3.12 0.79 4.14 0.84 0.28
Competiliveness/aggressiveness | 4.00 0.88 3.98 0.85 0.63
Persistence/perseverance 4.14 0.78 4.21 0.89 0.08
Trust 4.33 0.73 4.32 0.86 0.02#*
Ordering relationships by status | 3.92 0.82 3.70 0.99 0.01*=

Note: a 5-point Likert scale (1=very unimportant, 2=unimportant, 3=neutral,
4=important, 5=very important) was uscd
*represents significant at 0.05 level.
**represents significant at 0.01 level.
7.4. Discussion of the Major Findings

The major findings reported in the earlier section of this chapter are

highlighted and discussed in this section.

7.4.1. Power Distance and Leadership Style
The research results showed a moderately high score on the Power
Distance dimension. Most of the Taiwanese non-managerial employees (69 per

cent) indicated that they would prefer to work for managers with either a
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paternalist or consultative type of leadership style. Some Taiwanese non-
managerial employees prefer managers to make major decisions, assign tasks, and
solve problems for them, whereas others expect and/or prefer to be consuited by
their superiors in most decisions.

From the subordinates’ perspective, about 64 per cent of their current
supertors tend to adopt either a paternalist or consultative type of leadership style
and there would therefore appear to be considerable consistency between the style
that employees preferred and the approach that they say their current superiors
adopt. Given the moderately high Power Distance Index scores, it may not be
surprising to see that some Taiwanese managers would make the decisions very
quickly without consulting with their subordinates while some would consult with

their subordinates before they make the decisions.

7.4.2. Uncertainty Avoidance and Security of Employment

The emptrical results showed a moderately high Uncertainty Avoidance
Index score and since this indicates a moderate desire to avoid uncertainty, one
could expect that most of the Taiwanese non-managerial employees would stay |
longer in the same business. As the results have demonstrated, 63 per cent of
employees asserted that they would either intend to work for the same company for
more than 5 years or would like to or prefer to remain in the same company until
their retirement. When choosing an ideal job, Taiwanese employees generally
consider “security of employment” as an important work goal. While this is
probably consistent with Confucian traditions, it is also possible that it is a
reflection of Taiwan’s economic slow-down in recent years (see Chapter 1,

Section 1.3).
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7.4.3. Individualism vs. Collectivism and Femininity vs. Masculinity

The research results showed that the culture of Taiwan now exhibits high
levels of Individualism and Masculinity. Compared with Hofstede’s original
findings for Taiwan, it appears that there has been a significant shift in these two
value dimensions - from Collectivism to Individualism and from Femininity to
Masculinity.

Such a shift in values can be seen from the research evidence. Taiwanese
non-managerial employees of the responding firms consider “get the recognition
you deserve when you do a good job”, “have sufficient time for your personal or
family lhfe”, “freedom to adopt your own approach”, “challenging tasks”,
“opportunities for high earnings™, and “opportunities for job advancement” as
important work goals. “Self-advancement/initiative” and “competitiveness” have
also been considered as important work values that may contribute to
organizational success (in terms of survival in a competitive and dynamic business
environment). The findings above imply that Taiwanese employees in some
respects have become more individualistic and masculine in their orientations than
was the case two decades ago.

Nevertheless, the evidence also showed that the characteristics which are
associated with Collectivism and Femininity are still appreciated by Taiwanese
employees. For example, they still regard “have good working conditions”, “have
good relationships with your superior”, “live in a desirable area” as important. This
suggests that employees still have concern for the quality of life aid the work
environment and place an emphasis on friendliness and personal relationships.

Since all the work-related values that are associated with Individualism-

Collectivism and Masculinity-Femininity are generally perceived by Taiwanese
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employees as important, one can infer that these values can be co-existent or
mutually compatible with one another in the work environment. As Tayeb points
out, people may live in a collectivist society but still demonstrate individual work-
related values (see Chapter 5, Section 5.1.3). After all, “..no culture exists
exclusively at one end of the scale....” (Hall, 1981/1976: 91) (see Chapter 4,
Section 4.5.2).

However, a closer examination of the degree of perceived importance of
these values indicates that Taiwanese employees tend to place more emphasis on
the work values (e.g., self-actualization) that are commonly accepted and prevalent
in Individualist and Masculine cultures like the USA | Great Britain, and Australia,

etc.. There are a range of possible explanations for such apparent cultural change:

—

. the process of modernization in Taiwan,;

2. the influences of foreign direct investment (FDI) from e.g., the USA and/or
Europe,

3. domestic organization’s engagement in joint ventures with foreign multinational
companies;

4. the prevailing western management theories, practices, and techniques (e.g.,
HRM), many of which have been applied and adopted by the local and foreign-
owned companies and are taught in universities and colleges in Taiwan;

5. the prevalence of western media in Taiwan;

6. the academic exchange activities (including exchange students) arranged by
universities and colleges in Taiwan and in the USA and/or in the UK

7. the opportunities of travelling and receiving further education abroad,

particularly in the West,
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8. Ronen and Shenkar (1985) in their model of “clustering countries on attitudinal
dimensions™ suggest or hypothesize that as countries become wealthier, there
may be a tendency for a convergence of culture. The high Masculinity Index
scores uncovered by this research may indicate trends in Taiwan consistent with
Ronen and Shenkar’s hypothesis. Taiwan has become wealthier (see Chapter 1)
and now employees demonstrate scores on the Masculinity dimension which are
much closer to those Hofstede found in countries such as Japan, UK, USA, and
France, etc..

The points outlined above may be the possible explanations for Taiwanese
employees’ growing awareness of the western values and for the cultural change in
Taiwan (in terms of individuals’ work-related values). The current study has not
examined these points, yet further research could usefully examine some of them
and interrelationships between them and work-related values. A further
investigation may enable the research to determine whether there is a relationship
between the current external environmental contexts of Taiwan and the change of
work-related values of Taiwanese people (or whether the external contextual
factors have any significant influences upon individuals’ work-related values).
This may also facilitate an understanding of similar development in other countries
and thus help to develop a predictive model and identify what are the most

possible factors that cause cultural change.

7.4.4. The Effects of Ownership Pattern, Size, Gender, Age, and Educational
Level on Work-Related Values
The research results showed that some of the perceived importance of

work-related values vary significantly with company size and ownership pattern,
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and gender, age, and educational level. In other words, Taiwanese employees do
hold the work-related values differently according to these organizational and
demographic variables.

For example, Taiwanese non-managerial employees in large and medium-
sized firms tend to consider “challenging tasks”, “time for personal or family life”,
“initiative”, “competitiveness”, “co-operation”, “harmony”, “caring and
nurturing”, “perseverance”, and “trust” to be more important than do employees in
small firms. Employees in Taiwanese family-owned and non family-owned
companies tend to consider the Confucian value “ordering relationships by status
and observing this order” to be more important than do employees in foreign-
owned companies. It perhaps is to be expected that this Confucian value
emphasized upon unequal relationship pairs (e.g., superiors and subordinates) may
still be prevailing among Taiwanese-owned companies, and that employees in
Taiwanese family-owned and non family-owned companies may be more likely to
expect and accept the power being distributed unequally than those employees in
foreign-owned companies.

The results also showed that male employees in Taiwan tend to view
“challenging tasks”, “opportunity for advancement”, “industry”, and “caring and
nurturing” to be more important than do female employees. This seems to suggest
that male employees are more ambitious in their work, have more desire to
succeed and strive for advancement as compared with female employees, even
though at the same time they still appreciate the importance of work values that are
assoctated with the characteristics of Femininity more than female employees.

Furthermore, a closer examination of the ‘age’ variable among Taiwanese

non-managerial employees suggests that the older the employees are, the less they
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consider both western and Chinese values as important. Take the Chinese work
values, “perseverance” and “co-operation”, and western work values,
“opportunities for higher eamings and advancement”, as examples. Employees
who are aged between 50 to 59 tend to appreciate these Chinese and western
values less as compared with the other three age groups of employees. This may be
due to the fact that this group of employees 1s approaching the stage of retirement
and thus is less concerned with the importance of the work values.

Employees who are aged between 40 to 49 generally consider both Chinese
and western values as important. However, those Chinese and western work values
tend to be perceived as the most important by employees who are aged between
20-29 and 30-39 when compared with the previous two age groups. This may be
due to the fact that these employees who are aged from 20 to 39 are just at the
threshold of their long career life with lots of potential to offer and hence may be
more ambitious in their work and more concemmed with high eamings and
advancement/promotion while at the same time still possess the traditional Chinese
work-related values (e.g., perseverance and co-operation) and carry them into the
workplace.

In addition, employees who received diploma (junior colleges) or
first/masters degree tend to see “secunty of employment”, “co-operation”,
“loyalty”, and “industry” to be less important than do employees who were
graduated from high school or vocational high school. This seems to imply that
people who have received higher education in Taiwan or have absorbed western
values and management (e.g., HRM or motivation theory) are more likely to de-

emphasize these Chinese work values (although these values, on average, are still
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considered by these employees as important). However, the findings may warrant

further investigation.

7.4.5. Traditional Chinese/Confucian Work-Related Values

The research results showed that both Taiwanese non-managerial
employees and HR managers/specialists generally appreciate the importance of
“harmonious” and “co-operative” working relationships with other people in their
organizations and regard “industry”, “loyalty”, “caring and nurturing”, “trust”, and
“perseverance” as important work values that may contribute to organizational
success. This may be a reflection of a continuing influence from the traditional
Chinese culture or Confucian ideology. It appears that these traditional Chinese
work-related values are still emphasized by Taiwanese people. This may be due to
the fact that these values are so deeply rooted in them (in this case, HR managers
and ordinary employees) as part of their distinctive cultural identity that these

values are not likely to be totally diminished no matter what types and forms of

organization that they choose to work for (see Chapter 4, Section 4.2 .3).

7.4.6. Different Perceptions of the Importance of Work—Rel;lted Values

In addition to company size and ownership patten, and gender, age, and
educational level, job position also has some influences on the perceived
importance of work-related values. The research results showed that HR managers
and non-managerial employees have different perceptions of the importance of
work values.

For example, HR managers tend to consider the Confucian value “ordering

relationships by status and observing this order” (e.g., employer and employee) to
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be more important than do ordinary employees. This suggests that the Confucian
value emphasized on unequal relationship pairs may be associated with job
position. Given the moderately high Power Distance Index scores, it seems likely
that Taiwanese HR managers may consider themselves and subordinates as
existentially unequal and thus may tend to more appreciate special privileges and
status symbols than do ordinary employees.

In conclusion, since the work-related values that are associated with
Individualism-Collectivism, Femininity-Masculinity, and Confucian Dynamism are
generally perceived as important by Taiwanese non-managerial employees of the
survey firms, it may be important for both local and expatriate HR
managers/specialists 1o be aware of these values so that they could design forms
and systems of work and develop a set of HRM policies and practices which could
be consistent with or could meet the wishes and values of their current employees.
In Chapter 9, some potentially important implications of the national culture survey
findings for leadership style, HRM, recruitment and selection policies and
practices, as well as motivation and job design in Taiwan will be established.

Limitations of the study and directions for future research will be outlined.
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Chapter 8 Conclusions (1)

8.0. Introduction

This chapter is divided into three sections. The first two sections draw some
appropriate conclusions with respect to the implications of this research and in
particular the findings reported in the preceding chapters for both the theory of
HRM and HRM polices and practices in Taiwan. These findings and conclusions
enable the development of a revised framework for examining HRM in
organizations in Taiwan, which is presented in the second section of this chapter.
The final section outlines limitations of the current study and identifies some of the

areas in which further research is required.

8.1. Implications for HRM Practice
8.1.1. Contributions of Personnel/HR Managers to the Organizations

The research results showed that around 73 per cent of the responding
firms in Taiwan have a Personnel/HR management department/manager to deal
with Personnel functions. However, only 33 per cent of the responding firms have
a written HRM policy, with 59 per cent of companies claiming to have an
unwritten HRM policy or have no HRM policy at all. The implication of the
findings for practice is that Personnel/HR managers who would like to make
positive contributions to their orgamzational performance could help to formulate
written HR policies and practices, according to their firms’ overall organizational
objectives and business plans.

However, in some cases, for example, in smaller firms, there may not be

much of a need for formalized and detailed HRM policies due to the simple nature
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of tasks and limited organizational functions. But in large companies, there usually
involves high structuring of organizational activities and complex tasks. In order to
ensure the proper accomplishment of tasks, it may be important to establish formal
rules and procedures, as well as explicit HRM policies and practices, so that they

can be communicated to employees at all levels and followed by them.

8.1.2. The Proactive and Strategic Role of HR Managers

As the research evidence has shown, HR managers of the responding firms
felt that it 1s important to have HR managers on the board participating in the
development of corporate strategy, and that 1t 1s important to fully integrate HRM
policy with corporate strategy. If HR managers in these responding firms would
like to pursue and achieve ‘strategic integration’, they may need to play a proactive
role by being members of the senior management team and by participating in the
development of corporate/business strategy. It has been suggested that, only by
being involved at this stage, HR managers would be in a much better position to
develop an effective HR strategy which could integrate with the bustness strategy
and to institute coherent and consistent HRM policies which could directly support

the achievement of strategic goals (Armstrong, 1992).

8.1.3. Recruitment Practices

The research results showed that internal recruitment methods such as
“promotion-from-within”, “transfers”, and “job rotations” are commonly used by
the responding firms in Taiwan. The implication for practice is that the good use of

the internal recruitment methods may not only motivate current Taiwanese

employees to perform better and increase their commitment toward the
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organization, but may also improve their job security through upward or lateral
career opportunities {potentially desired HRM outcomes). Using internal personnel
sources effectively may also allow management to observe and assess the abilities
of employees accurately given the accrued knowledge gathered over the
employment relationship (Sparrow and Hiltrop, 1994) (see Chapter 3, Section
35.1).

Moreover, when using “employee transfers” and “job rotations”,
Personnel/HR managers in Taiwan should be aware of the strengths and
limitations of these methods. On the one hand, both types of internal recruitment
may provide current employees with opportunities to experience different aspects
of organizational life; and employees may be more widely skilled. On the other
hand, the organization’s use of these methods to pursue functional flexibility (e.g.,
for cost reasons) may reduce its employees’ competence levels because they are
likely to have less opportunities to develop specialized knowledge of the work
process over time (Legge, 1989, 1995). In this situation, the current employees
may become generalists rather than specialists (see Chapter 3, Section 3.5.2).

Furthermore, the use of “employee transfers” and “job rotations” may also
influence employees’ commitment to the job and to the organization because they
may have to adapt to the new working conditions and atmosphere and try to get on
with different types of people who they work with, and some of the current
employees may not like the ideas of being mobile between departments and/or
organizations (see Chapter 2, Section 2.7). Therefore, selecting the right people
who can take up the challenges and possess the right attitudes, behaviour, and

motivation may become a very important task to Personnel/HR managers.
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Although the findings showed that “recruitment consultants” and
“executive search consultants” (the external recruitment methods) have not yet
been commonly used in Taiwan, a small number of the responding firms
(including local, Japanese-owned, and western-owned) are turning to such firms to
look for potential candidates with specialist knowledge, technical, or managenal
skills for the most senior posts. As an HR manager/specialist, it may be important
to bear in mind that using a search firm to recruit a senior executive or a manager
with rare technical skills should be considered as important as planning the career
development of a company’s existing high-potential managers and should be
handled with the same careful planning and attention to detail (Adshead, 1990).
Appointing an executive search firm may not necessarily relieve the HR manager
of responsibility for the success of the recruitment project. While the search firm is
assisting with recruitment, the HR manager may need to retain responsibility and
accountability for the overall success of the service. This means that he or she
should be able to act as the in-company project manager monitoring and guiding
the work of the consultant at every stage of the assignment. The combination of a
well-connected and professional search consultant working closely with an
involved and fully accountable company HR manager may minimize the risk of
failure and achieve the desired results (Adshead, 1990).

Moreover, in the work environment reflecting the cultural characteristics of
Individualism and Masculinity as identified in the research, it seems likely that
there may be an increase in the use of “recruitment consultants” and “executive
search consultants” in the future, even though these recruitment methods have not

yet been used widely by the survey firms at present.
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8.1.4. Selection Practices

Among the selection techniques, the research evidence showed that
“application forms”, “knowledge or skill tests”, and “one-to-one and panel
interviews” appear to be used most frequently by the survey firms in Taiwan.
“Psychometric tests” and “assessment centres” seem to be used least. This may be
because such western-oriented selection instruments are still new to local
Taiwanese firms and hence may not be used as widely in Taiwan as in the USA
and/or in Europe. It should be noted that although the use of a psychological or
psychometric test may have a positive effect on an orgamzational effectiveness
(e.g., reduce employee turnover rates), this technique can be quite costly if the
organization (e.g., small firm) does not have trained and qualified staff and require
the help of professional psychologists from outside of the firm to administer and
interpret the test results.

Further, in the work environment reflecting the cultural characteristics of
Individualism and Masculinity as identified in the research, it seems likely that
there may be an increase in the use of “psychometric tests” and “assessment
centres” in the future, even though these selection techniques have not yet been
used commonly by the survey firms at present.

Personnel/HR managers should recognize that the types of selection
technique they utilized to select the right employees for the jobs are critical to their
firms’ success. Because the misuse of any kinds of instrument may be costly to the
organization and may also consequently be demoralizing to the employee who may
find himself or herself in the wrong job and de-motivating to the rest of the
workforce (undesired HRM outcomes) (see Chapter 3, Section 3.10). Moreover,

when making the final hiring or selection decisions, HR managers/specialists in
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Taiwan should look for potential candidates whose qualifications, characteristics,
and work-related values and attitudes most closely conform to the requirements of
the open positions and who can fit well with the organization’s current needs and
culture, and can effectively carry out required tasks and collaborate well with other
colleagues.

On the whole, HR managers/specialists need to ensure that the type of
recruitment and selection practices they adopted 1s coherent and consistent with
their firms’ business strategies and with other associated functions of HRM such
as HR planning, training and development, pay and benefits, etc.. In other words,
recruitment and selection need to be considered as an integrated process rather
than a marginal, ad hoc activity. Since recruitment and selection are the first stages
of a dialogue between applicants and the organization that form the employment
relationship, HR managers/specialists in Taiwan may need to realize the
importance of the formation of expectations during the recruitment and selection
processes. If they fail to do so, it may result in the loss of high quality applicants
and set the initial level of the employment relationship at such a low level as to
make the achievement of potentially desired HRM outcomes (e.g., increasing

employee performance and commitment, etc.) most difficult (Gold, 1994).

8.2. Implications for HRM Theory
8.2.1. Strategic Approach to HRM

The results of the present survey showed that HR managers of the
responding firms in Taiwan generally felt that it is important to have HR managers
on the board participating in the development of corporate strategy and that it is

important to fully integrate the HRM policy with the corporate strategy. As is
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indicated in Chapter 2, Sections 2.4 and 2.6, at the conceptual or theoretical level,
HRM tends to be seen as a strategic approach because it focuses on the importance
of ‘strategic integration (or fit)’, where HR polices and practices are closely linked
to the strategic objectives of the firms (external integration/fit) and are coherent
and consistent among themselves (internal integration/fit) (Guest, 1989; Brewster
and Bournots, 1991; Storey, 1992; Armstrong, 1992; Legge, 1989, 1995).

According to Lengnick-Hall and Lengnick-Hall (1988), the integration of
HRM with business strategy has four advantages: (1) it provides a broader range of
solutions for solving complex organizational problems; (2) it ensures that human,
financial, and technological resources are given consideration in setting goals and
assessing implementation capabilities; (3) organizations explicitly consider the
individuals who comprise them and who tmplement polices; and 1t ensures that
human resource considerations contribute to, rather than are subordinate to,
strategic decisions. In response of Lengnick-Hall and Lengnick-Hall’s last point,
Legge (1995) also makes a similar comment that HRM policies should not
passively integrated with business strategy, in the sense of flowing from it, but
should be seen as an integral part of strategy, in the sense that they underlie and
facilitate the pursuit of a desired strategy.

This however seems to stand in opposition to the view generally held by a
group of researchers that HRM should in some sense ‘follow’ corporate or
business strategy (Devenna, et al., 1982, 1984, Ackermann, 1986, Miller, 1987).
For example, as Devenna et al. note, “.. human resource management has been
largely missing from the general strategic management process...the critical
managerial task is to align the formal structure and the HR systems so that they

drive the strategic objectives of the organization™ (1982: 47) (see the matching
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model in Chapter 2, Section 2.6.4). Purcell and Ahlstrand (1994) also argue that
HRM policies are not developed and implemented independently of corporate
strategy. Rather, they constitute ‘third-order’ decisions that follow from decisions
on strategy (first-order) and structure (second-order), and should be closely linked
to them. This implies that HRM is the dependent variable and the corporate
strategy the independent variable in this relationship. The underlying assumption
of this view is that HRM in some sense becomes strategic only when 1t follows
closely the eorporate strategy.

However, in the context of the present findings and as far as ‘strategic
integration’ is concerned, it would appear that HR managers of the responding
firms in Taiwan would prefer or desire a tight fit between HRM policy and
corporate strategy, although this research is not able to produce empirical evidence
on the extent to which strategic integration taken place.

Another point which should be noted here again is the problematic nature
of strategic integration (Armstrong, 1992; Miller, 1987, Kamoche, 1991; Hyman,
1987, Legge, 1989, 1995, see Chapter 2, Section 2.7.1). As Brewster (1994)
perceptively points out, theoretically it seems likely that a closely integrated,
strategic approach to HRM would involve almost all the specific HRM policies
and practices and thus drive all aspects of the way human resources are managed.
However, it seems equally possible that in reality the close integration of HRM
with corporate strategy could lead to a strong emphasis on cost-reduction,
eliminating all ‘people frills’ (such as training or employee benefits) and making
extensive use of outsourcing. This contradiction is best illustrated by the examples
of IBM and Hewlett Packard. As is indicated in Chapter 2, Section 2.7.1, these

two multinational companies were famous for adopting the soft HRM models with
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a range of practices including lifetime employment. However, the response to their
deteriorating market position at the time was extensive redundancies, the need for
achieving a lower headcount. On the whole, the implication of this argument is
that researchers should identify and address the problematic nature of strategic
integration when they conceptually or practically seek to integrate HRM with

corporate strategy.

8.2.2. Responsibilities of Line Management

In the majonty of the areas of HR activity included in the survey, HR
managers indicated that they shared responsibility with line management rather
than having sole responsibility. The area in which they seem to have the greater
incidence of sole responsibility being “health and safety”. Line involvement seems
to be stronger in the areas of “recruitment and selection”, “traiming and
development”, and “workforce expansion/reduction”. Line managers also appear
to have a particularly significant role in “final hiring decisions”. The findings to
some extent appear to be consistent with the point made by Armstrong (1992) who
emphasizes that the performance and delivery of HRM i1s a management
responsibility, shared among line (operational) managers and those responsible for
running service or staff (related) functions (see Chapter 2, Section 2.3.2).

The decentralization of responsibilities to the line has also been viewed by
a group of researchers (Krulis-Randa, 1990; Sisson, 1990; K_irkpatrick etal, 1992;
Armstrong, 1992; Legge, 1989, 1995) as one of the key characteristics of HRM
that differs from conventional personnel management (see Chapter 2, Sections 2.3

and 2.4). Given the research results presented earlier, it could be argued that line

managers in the survey firms indeed have some substantial responsibilities for HR




issues, particularly in the areas of recruitment and selection, training and

development, and workforce expansion/reduction.

8.2.3. Developing a Framework for Examining HRM in Organizations

in Taiwan

These implications for HRM theory and practice and the findings
concerning culture reported in Chapter 7 enable the development of a revised
framework for examining HRM in organizations in Taiwan. As is shown in Figure
8, this framework has a number of significant features, which are highlighted in
the following paragraphs.

The first feature is that this framework is partially based on empirical
evidence;, and most of the models of HRM examined in Chapter 2, Section 2.6
were not. The second feature is that, at the macro-level outer context, Figure 8
takes into account the current external environmental contexts of organizations in
Taiwan (see Chapter 1). The third distinctive feature of Figure 8 is that, unlike the
Harvard model, Guest model, the matching model, and the European model, the
framework in Figure 8 incorporates the composition of the workforce (gender, age,
and educational level of non-managerial employees) as part of the micro-level
inner context. The research results indicated that gender, age, and educational level
are the factors that influence attitudes on the part of employees, besides firm size
and ownership pattern (see Chapter 7, Section 7.3.4).

The fourth feature, perhaps the most striking one, is that unlike any models
of HRM exhibited in Chapter 2, Section 2.6, Figure 8 encompasses the work-
related values of Taiwanese non-managerial employees as part of the internal

environment, for example, employees’ attitudes towards leadership style
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(paternalist or consultative), security, challenge, recognition, and earnings, as well
as their attitudes towards traditional Chinese/Confucian work values such as
harmony, industry, and perseverance, etc.. This framework acknowledges that the
values and wishes expressed by the current employees in this survey may have
some tmportant influences and/or constraints upon an organization’s HRM
policies and practices and may also have some potentially important implications
for recruitment and selection practices. For example, employees’ emphasis on
“security of employment”, “job advancement”, “high eamings”, “challenging
tasks”, “full use of skills and abilities”, and “job recognition” imply that the
organizations’ focus on the internal labour market and the effective use of
“promotion-from-within”, “transfers”, and “job rotations” (the in-group
recruitment practices) and “performance” and “competence” based promotion may
be able to fulfil the wishes and values of their current employees. Moreover, given
the findings of this research which emphasize the importance of
Chinese/Confucian work-related values such as harmony, industry, co-operation,
perseverance, etc., the implication may be that the traits, attnbutes, and work-
related values of potential employees should be taken into consideration in
selection/hiring decisions. Although the Harvard model also includes employees as
stakeholders, it does not seem to take their work values and attitudes into
constderation.

The fifth feature of Figure 8 is that, given the combination of the
moderately high scores on the Power Distance and Uncertainty Avoidance
dimensions, an appropriate organizational structure for firms in Taiwan would
appear to be the ‘pyramid of people’. This implicit form of organization, as

Hofstede points out, illustrates a moderately centralized decision-making,
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moderately high degree of acceptance of inequality and hierarchy with a desire for
order, security, rules and regulations, and expert advice (see Chapter 4, Section
4.3.5). In addition, the ‘family’ form is also common among organizations In
Taiwan because the empirical evidence showed that most of the responding firms
are family-owned businesses and are small to medium in size (see Chapter 6,
Section 6.2). Other previous studies (Whitley, 1990; Hwang, 1990, Chen, 1995)
also showed that the authoritarian or paternalist type of leadership style tends to be
adopted most by the owners or managers of family firms. In smaller companies,
there usually lacks of formal rules and procedures and impersonal written
communications due to the simple nature of tasks or limited organizational
functions (see Chapter 1, Section 1.7). This, in some respect, may be consistent
with organizations’ ‘high context culture’ as Hall and Hall (1990, 1995) suggest;
and this form of organization may be more consistent with Hofstede’s ‘family’
model (see Chapter 4, Section 4.3.5).

It should be noted that although the current dominant ownership pattern 1s
of the Taiwanese family, there is some evidence of variation in recruitment and
selection practices with foreign ownership, e.g., the Japanese firms’ more frequent
hiring of graduates directly from universities/colleges in Taiwan and therefore
some evidence of an ethnocentric approach.

As far as the organization is concerned and given the present findings that
emphasize strategic integration, a range of HRM policies/activities outlined in
Figure 8 are placed closely with corporate strategy. These HRM policies/activities
were tdentified on the basis of the current findings. Like the Harvard model, Guest
model, the European model, and Hendry and Pettigrew’s model, Figure 8 also

incorporates the assumption that HRM policies/activities should be designed to
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achieve certain desired HR and organizational outcomes. Except ‘strategic
integration’, the present study is not able to specify what these desirable outcomes
are because of the lack of empirical evidence. However, this could be pursued in

future research.
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Figure 8 A framework for examining HRM in organizations in Taiwan

The last feature which is worth mentioning is that Figure 8 provides a dual-

[13 »

way feedback loop to each and between the components. “»” indicates a
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continuously interactive flow of communications, planning, adjustments, and/or
evaluations. This dual-way feedback loop seems to be neglected in those models of
HRM examined in Chapter 2, Section 2.6.

As is indicated in Chapter 1, Section 1.6, a number of relevant studies on
HRM practices among employing organizations in Taiwan have been conducted
by a group of researchers (Yeh, 1991; Chu, 1990; He, 1993; Chin, 1993; Kao,
1993; Hsu, 1993; Tsai, 1995; Huang, 1997, Lin, 1997). However, none of these
Taiwanese researchers who carried out the research have actually developed an
analytical framework of HRM to facilitate our understanding of the concept of
HRM in the Taiwan context. They seem to have adopted the western models of
HRM without critical evaluation of their suitability or transferability. The
framework in Figure 8, the contribution of the study, could form a base for a more
comprehensive study of HRM in Taiwan and for further international and

comparative studies.

8.3. Limitations of the Study and Directions for Future Research
The limitations stated below could provide directions for future research.

1. As the research results have shown, HR managers/specialists in the responding
firms generally felt that it 1s important to have Personnel/HR representation on
the board participating in the development of corporate/business strategy, and
that it 1s important to fully integrate HRM policies with corporate strategy.
Future research would be to develop more specific, complex, and in-depth
questions regarding whether those Personnel/HR managers who do have a place
on the board are actually involved in the development of corporate strategy from

the outset, at a consultative or implementation stage, or not consulted at all and
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whether the ‘strategic fit” or ‘strategic integration’ 1s actually obtainable
between those business strategies and those relating to HRM issues. This may
require longitudinal research through the combinations of case study, personal
interview, questionnaire survey, and document study.

. As indicated earlier, due to the himitations of data, the current study is not able
to specify what desirable HR and organizational outcomes are except ‘strategic
integration’ and therefore may require further investigation. Areas such as the
relationships between HRM policies and practices and desired HR and
organizational outcomes could also be examined in future research.

. In addition to ownership pattern and company size, other contingent
(organizational) variables such as organizational culture and structure,
Personnel/HR management policies, and types of business or activity, etc. may
probably have some significant effects upon the policies and practices actually
pursued by organizations. These areas may be worthy of further exploration and
discussion.

. The framework of HRM and the models of recruitment and selection proposed
in this study may require further examination to see if they could actually be
adopted by manufacturing organizations in Taiwan.

. The current study was centred on in-depth single industry analysis
(manufacturing). Therefore, the findings should not be generalized to outside
the manufacturing sector covered in this research. However, future study of
HRM policies and practices could be extended to cross-industry comparisons
(e.g., public vs. private sectors or manufacturing vs. service sectors).

. As 1s noted in Chapter 6, Section 6.3.11, areas such as flexible working

practices (e.g., part-time work, job sharing, flexible working hours, etc.) that
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may facilitate recruitment: efforts andthe irecruitment: of. older people; wornen,
. 4 R , .
and|disable:people; eétc. for employment, although notdiscussed in depth in this

research,imay .wéllibe;worth-further exploring.
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Chapter 9 Conclusions (2)

9.0. Introduction

This chapter is divided into two sections. The first section discusses the
implications of the survey findings for leadership style, motivation, job design,
HRM, and recruitment and selection policies and practices. The second section

outlines the limitations of the study and proposes avenues for future research.

9.1. Implications of the Work-Related Values for HRM Practices

As 1s indicated in Chapter 7, Section 7.3.1, the index scores obtained in this
study showed that the culture of Taiwan now demonstrates moderately high ratings
on the Power Distance and Uncertainty Avoidance and high ratings on the
Individualism and Masculinity dimensions. This combination of scores has a
number of potentially important implications for motivation, job design, leadership
style, HRM, and recruitment and selection policies and practices, which are

discussed 1n the following,

9.1.1. Power Distance

Hofstede suggests that the Power Distance dimension has implications for
leadership style (see Chapter 4, Section 4.3). Given a moderately high Power
Distance Index score in Taiwan, 1t could be expected that most of the non-
managerial employees would prefer to work for managers with either a paternalist
or consultative type of leadership style. The results also showed that, in
subordinates’ eyes, most of their current superiors tend to adopt either a

consultative or paternalist type of leadership style. The paternalist style that the
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Taiwanese managers assumed seems to fit with the Confucian work value
emphasized upon “ordering relationships by status (e.g., employer-employee) and
observing this order”. Taiwanese HR managers consider this value to be more
important than do non-managerial employees (see Chapter 7, Section 7.3.5).

The implication of the findings may be that, in the areas of recruiting and
hiring for a managerial position, the candidate who most closely matches the
paternalist or consultative type of leadership style should be selected and hired if
companies seek to match employee preference and management style. Moreover,
since the findings imply that Taiwanese employees tend to be motivated by seeking
self-actualization (given the high Individualism and Masculinity index scores),
managers who adopt a consultative or democratic leadership style might be more
willing to get them involved in making decisions about their own work and have
the responsibility to do so. Tayeb (1996) suggests that this type of management
style can allow employees further down the hierarchy to express their views and to
respond quickly to the events or react to customer needs if need be without having
to refer matters to the managers higher up.

Another implication s that, to show concern for their employees in a
moderate degree of Power Distance work environment, employers or managers in
Taiwan can try to close the distance between management and subordinates by
walking about on the shopfloor and talking to them personally and getting to know

their needs and requirements.

9.1.2. Uncertainty Avoidance
Given the moderately high scores on Uncertainty Avoidance, it could be

anticipated that most of the non-managerial employees would have a desire for
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long careers in the same business and regard “security of employment” as an
important work goal. The implication of the findings may be that HR
managers/specialists in Taiwan can put the focus on the internal labour market by
using “promotion-from-within”, the internal recruiting method, more effectively to
increase employee job security. Examination of the findings from the two studies
suggests that the use of “promotion-from-within” appears to be consistent with the
wishes and values of employees, who have indicated in the study concerning
culture, that work-related goals such as “opportunities for job advancement”, “high
earnings”, and “security of employment” are important to them.

Furthermore, to minimize uncertainty, ambiguity, and/or anxiety in the
moderately strong Uncertainty Avoidance work environment in Taiwan, there
should be an emphasis on experts and expertise; and organizations can establish a
formal organizational structure and detailed rules and procedures, which may
include the following activities:

« developing explicit employment or personnel/HR policies (in a written form),

« designing job descriptions and specifications according to HR planning and job
analysts;

» establishing a set of explicit criteria for promotion, selection, and job
evaluation;

o developing open communication channels, and

« clearly defining the authority and duty for every post within the organization so
that each individual can be rewarded in proportion to their contribution to the
organization.

Hwang (1990) and Chen (1995) suggest that only in an institutionalized

organization with a clear-cut organizational structure and with explicit regulations
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and rules would professionals and ordinary employees be able to identify
themselves with the company and give their effort and creativity for the benefit not
just of themselves, but of the organization that employs them.

It should be noted that “the security of employment”, although considered
by Taiwanese employees as an important work goal, might be difficult for them to
pursue particularly in today’s global marketplace where downsizing and insecurity

appear to have become commonplace.

9.1.3. Individualism vs. Collectivism and Femininity vs. Masculinity

The combination of the high Individualism and Masculinity Index scores
indicates that work-related values commonly accepted and prevalent in the USA,
Great Britain, and Australia, etc. have been greatly emphasized and perceived as
important by non-managerial employees in Taiwan and this has a number of
implications for motivation, job design, HRM, and recruitment and selection
policies and practices. For example, the research evidence showed that Taiwanese
non-managerial employees regard “get the recognition you deserve when you do a
good job” as an important work goal. The implication of this finding is that
“performance” and “technical competence” based promotion (currently considered
by HR managers of the responding firms as important) may be able to fulfil their
wishes and values. Furthermore, since employees found “challenging tasks” and
“full use of their skills and abilities” important, the internal recruitment methods
such as “transfers” and “job rotations™ (currently used by the responding firms)
might be able to meet their needs and desires (Note: these work goals appear to be

consistent with Maslow’s (1943) notions of self-actualization and recognition

359




which he suggests are in some sense higher order needs in the context of his

pyramid or hierarchy of needs and its relevance for motivation and work design).

In addition, employees also felt that “opportunities for training” and “caring
and nurturing” are important to them. Under such circumstances, it may be more
advisable for HR managers/specialists in Taiwan to establish effective education
and training programmes to improve employees’ skills continuously, both to suit
thetr jobs and to fit the company’s future requirements. The provision of a
comprehensive career development system may also help employees to realize
their career goals. By providing a development path for everyone, orgamzations
may increase their chances of keeping their employees. In this research, HR
managers of the responding firms also felt that “training” is an important factor in
facilitating recruitment and considered “caring and nurturing” as an important
work value. This again appears to be consistent with the wishes and values of their
employees.

Moreover, Taiwanese non-managerial employees tend to not only
apprectate the stereotypically males values such as “competitiveness” and “self-
advancement/initiative”, but also consider “have considerable freedom to adopt
your own approach” as an important work goal. The managerial implications of
these findings may include the following;

1 management by objectives (MBOs) can be used to fulfil the wishes and values
of employees (Note: a system of MBO means that instead of employees being
told exactly how to do with their work, they are given definite tasks and results
to be achieved. In other words, within agreed limits and the polices of the
organization, employees may be given freedom of action to decide how best to

achieve the results; and measurement of performance is in terms of the
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employees’ degree of accomplishment rather than the ability to follow
instructions on how to undertake their work (Mullins, 1992));

2 the notions of job enrichment (including job enlargement) can be applied by
organizations to meet employees’ personal work goals and to increase their
intrinsic satisfaction since this type of job design aims to give employees greater
autonomy, freedom, and authority over the planning, execution, and control of
their own work; and

3 to improve their commitment and job satisfaction, HR managers/specialists can
seek to provide them with monetary rewards or link their performance in some
way to the incentive-based payment systems such as individual bonus schemes
(e.g., performance-related pay (PRP) and payment by results (PBRs)) or
collective bonus schemes based on either output, sales, or productivity of a
group, section, department, and the entire organization.

It should be noted that these management theories, techniques, and HRM
practices that originated in the USA might work well or might prove to be
successful in American organizations. Yet their underlying assumptions and
prescriptions given certain sets of circumstances and values might not necessarily
be appropriate in a different cultural context (in this case Taiwan). However, these
management theories and practices could perhaps be appropriately applied or
adopted by these survey firms given the wishes and values expressed by their

current employees in this survey.

9.1.4. Traditional Chinese/Confucian Work-Related Values
In addition to the work values that are associated with the characteristics of

Individualism and Masculinity, Taiwanese non-managerial employees also
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consider the traditional Chinese values such as “co-operation”, “harmony”, “trust”,
“industry”, and “perseverance” as important factors that may contribute to
organizational success. The implication of these findings may be that, when
making hinng/selection decisions, the applications’ traits, attitudes, and work-
related values may need to be taken into consideration. It may be important for HR
managers/specialists in Taiwan to ensure that the applicants’ overall qualifications
and characteristics (including their work values and attitudes) can fit and/or are
compatible with the organization’s needs and prevailing culture, and that once they
are hired, they are able to effectively carry out required tasks and collaborate well

with their colleagues.

9.1.5. Conclusions

Since the findings of this study in‘iply that Taiwanese employees now seem
to be motivated by seeking self-actualization, to meet their wishes and work
values, employers and/or HR managers in Taiwan can try to create a climate and a
‘blame-free’ culture in which employees are able to take responsibility for their
own work. Encouraging responsibility also needs tolerance of genuine mistakes
(Crouch, 1997). Purcell (1997) also suggests that, in addition to the provision of
welfare benefits, the employer {(or HR manager/specialist) can design jobs to give
employees more say in their working lives and develop a set of HRM policies and
processes that may encourage and empower employees to deliver a high level of
performance. This may not be easy and is often time-consuming. Expenditure on
getting these policies and processes right should be seen as an investment rather

than merely a cost.
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Moreover, employers or senior managers in Taiwan could share the
planning of the business and provide as much information as possible and
communicate them effectively with their employees, so that everyone fully
understands where top management is trying to take the business and the part they
need to play in it. By working in partnership with their employees, constantly
assessing and re-assessing their performance and development along their career
paths and frequently linking this in some way to rewards, employers or senior
managers may be able to increase their employees’ motivation and job satisfaction
and to boost their operational effectiveness (Ryan, 1995; Herriot and Pemberton,
1995; Crouch, 1997). Afier all, success not only depends primarily on the size of
the budget, the intrinsic worth of the products, and the supporting technologies,
but also depends on their employees” work attitudes and values, competencies, and
skills. Their commitment and trust may be cnitical to the long-term success of the

businesses (Gratton, 1997).

9.2. Limitations of the Study and Directions for Future Research

1. The current study primarily focuses on the work-related values of non-
managerial employees in manufacturing industry in Taiwan. Cross-industry
comparisons of work-related values of Taiwanese respondents could be
conducted in future research (e.g., public vs. private sectors or service vs.
manufacturing sectors).

2. Future research could also be extended to the analysis and comparison oi v-ork-
related values of matched respondents from different national cultural contexts,

e.g., Taiwan, Japan, and UK, or Taiwan, UK, and USA.
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3. This research has established some of the implications of work-related values
for HRM policies and practices in Taiwan. However, the current study is not
able to provide empirical evidence concerning whether these value based
dimensions of national culture have direct and significant impacts/effects upon
the policies and practices actually pursued by organizations. In future research,
areas such as the relationships between the cultural dimensions and HRM
policies and practices could be examined.

4. As is indicated in Chapter 7, Section 7.3.4.3, employees who received diploma
(qunior colleges) or first/masters degree tend to see “security of employment”,
“co-operation”, “loyalty”, and “industry” to be less important than do employees
who were graduated from high school or vocational high school. This seems to
imply that people who have received higher education in Taiwan or have
absorbed western values and management (e.g., HRM or motivation theory) are
more likely to de-emphasize these Chinese work values. However, the finding
may warrant further investigation.

5. In addition to company size and ownership pattern (organizational variables),
and individual gender, age, educational level, and job position (demographic
variables), other sub-cultural variables such as occupations, life style, religions,
and family background, etc. may probably have some important effects on the
work-related values that Taiwanese employees held and therefore may be
worthy of further exploration and discussion.

6. As is mentioned in Chapter 7, Section 7.4.3, if there has been cultural change,
there are many possible influences and explanations which may include the
following;

o the process of industrialization;
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the influences of foreign direct investment (FDI) from e.g., the USA and Japan;
domestic organizations’ engagement in joint ventures with foreign multinational
companies;

the prevailing western management theories, practices, and techniques (e.g.,
HRM), many of which have been accepted by the local and foreign-owned
companies and are taught in universities and colleges in Taiwan and,

the prevalence of western media in Taiwan;

the academic exchange activities (including exchange students) arranged by
untiversities and colleges in Taiwan and in the USA and/or in the UK and

the opportunities of travelling and receiving further education abroad,
particularly in the West.

This study has not examined the causes of cultural change and further research
might usefully examine some of these influences and interrelationships between
them and work-related values. A further'investigation may enable the research
to determine if there is a relationship between the current external
environmental contexts of Taiwan and the change of work-related values of
Taiwanese people. This may also facilitate an understanding of similar
development in other countries and thus help to develop a predictive model and

1dentify what are the most possible factors that cause cultural change.
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Cover Letter and Questionnaire Business School

Drake Circus

Plymouth
(Answers by Personnel/Human Resource Manager) Dovon PL4 8AA

United Kingdom

Tel 01752 232800
Fax 01752 232853

Professor Peter Jones BSc MSc 'hD

Dean

To whom it may concern,

In recent years, the concept of human resource management (HRM) has
received considerable attention in the academic and practitioner literature in Taiwan.
There are numerous models of human resource management, most of them are
American or European in origin and tend to reflect the particular cultural
characteristics of their country of origin. Whatever model or perspective of HRM
used, effective recruitment and selection policies and practices are perceived as
integral.

The purpose of the enclosed questionnaire is to facilitate the development of
models of HRM and recruitment and selection policies and practices in manufacturing
industry in Taiwan. The models proposed in this study can then be used as exploratory
frameworks for further international comparative studies.

Any information provided will be treated in the strictest confidence and used
exclusively to support academic research. No name will be revealed in any future
publication. Please return the complete questionnaire with the enclosed envelope as
soon as possible (postage prepaid). Thank you for your support of this research effort.

Yours Sincerely,

Research Student: Yu-Ru, Hsu Correspondence Address:
Supervisor: Mike Leat To: Ms Yu-Ru, Hsu
Human Resource Studies Group 6th Floor, Lin Nan Street,
Plymouth Business School Kaohsiung, Taiwan, ROC
University of Plymouth Tel: 07- 2411894
UK Fax: 07-2519603
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Human Resource Management and Recruitment and Selection

Please tick one only in each question and/ or each line across.

(Note: “HR” stands for “human resource™)

1. Does your company have a personnel/HR " Yes No
management department and/ or manager?
O (2
(If Yes, please go to question 3)
2.1f you do not have a|(1)Managing director Lh
personnel/HR management (2) Assistant manager )
department and/ or manager, _ ., 0
who on the board or equivalent (3) Finange director 3
has responsibility for personnel | (4) Production director D4
issues? (5) Company secretary Qs
(6) Other, please specify: Qs
3. How important (in terms of | Very Unimportant  Neither Important  Very -
contributing to  corporate | Wimportant unimportant important
strategy formulation) is it nor important
that the head of personnel or )
the person responsible for d: P s 4 s
personnel issues is a member :
of the scnior management
team?
4. Does your company have a:
Yes, written  Yes, unwriten =~ No  Don’t Know
(1) Corporate strategy e I ) s i
(2) Personnel/HR | Dl WP B Qs
management policy
it is that the personnel/HR unimportat ‘“““.‘W“a’,“ important
¢ policy is fully nor umportant .
managemen ' ’ _ _ .
integrated with the corporate Qs =) _D3 Q. DJ
strategy?
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6. With whom does the primary responsibility lie for the following HRM
functions/activities? (Please tick one box for each issue)

HR  HRdcptin - .Line Line =~ Other Dom't
Functions/Activities deplt  consultation . management miafagement  know
with line in consultation
management with HR dept
(1) Pay & benefits O, Qs Qs s e
(2) Recruitment h DZ D'; P D_S e
& selection _
(3) Training O; O: Os Q4 Qs Qe
& development o . -
) [ndus_erl DI , DZ D3 ‘D‘; _ Ds . DG
relations o S e
(5) Health & safety O D2 Dj =N D5 DG
(6) Workforce | (7] L [ C Qs e
expansion/reduction | . o o _
7a  Please indicate how } Very Unimportant ~ Neither Important ~ Very
important human resource | unimpartant unimportant important
planning is in identifying ner iinportant
present staff requirement? h (P s . s
7o  Please indicate how | Very Unimportant ~ Neither Important  Very
important human resource | Unimportant unimportant o important
planning is 1n identifying nor important )
future staff requirement? N 02 (I § 04 Qs

8. In the context of recruitment
and selection, please indicate
how imporiant job analysis is.

9. In the context of recruitment
and sclection, how important is
a job description? (c.g.. the
purpose, the major duties and

responsibilities contained in a
job)

10.In the context of recruitment
and selection, how important

is the job specification? (c.g.,|

the required attributes and
qualities of applicants)

Very Unimportant
unimpertant.
Qi O
Lh {1 1)
¥ Q2

Neither Importani Very
unimportant impaortant
nor ymportant

L1 O s

QO

s
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Recruitment

11.Among the various personnel Very . Unimportant Neither: .- Important - Very
Cunimiportist Y pnlmportant’ . 0 important

or HR management oL ot imporan Lo e
functions, how important are | = . . ipma T cngm et e o T e

: o O i DZ EEEEEEO D3 R DS

the recruitment policies and | I e s

practices?

12 How important s the realistic |.Very - - Unimporant = Neither: . . Impartant Very .
job preview (RJP) technique vummpolrtam I Umn'1pomnt .. mponant
in the recruitment process? [ ... .. - horunportant: * SR
(e.g., in the form of case studies ||~~~ _ : T

of employees and their work, or |'© . 7 o .l e L
j;Jfb sgn;;ing and videos, which |- 1 W R e DJ L = 7
may better allow applicants 1o |
select whether a particular job is |-
suited to their needs, and enable | ‘
the expectations of applicants to | .. .
become more realistic) R

13 .How frequently do you specifically target the following groups of people in the
recruitment process?

Never * “Seldom - - Sometimes: -~ Frequently  Always
(1) The long-term unemployed | Ly " [l = Q377 Qs o Qs
(2) Older people | ;:D’li :_: | Ja: D:; EI4 E DS
(3) People with disabilities | Dl B TR | t]:; o : D4:_ 7:' _‘ D5
(4) Women o oo s
() School leavers B e @y Qe Qs

(6) People with work experience | [y . (o - Qs Qe - s -
(7) Friends or relatives ‘ D] DZ DS D4 . DS
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14.Please indicate how frequently each of the following recruitment methods are used
for filling vacancies at managerial level. (Please tick one box for each method)

Recruitment Methods
(1) Promotion from within

(2) Transfers
(3) Job rotation

(4) Employee referrals (e.g., friends
or relatives)
(5) Schools or colleges/universities

{(6) Private employment agencies

{7) Public employment agencies

(8) Recruitment consultants

(9) Executive search consultants

(10) Direct applications (e.g., walk-ins
or wrile-ins)

(11) Advertisements in the media
(newspapers, specialist magazines)

15.Please indicate how frequently each of the following recruitment methods are used
for filling vacancies at technical/professional level.

(Please tick one box for each method)

Recruitment Methods
(1) Promotion from within

(2) Transfers
(3) Job rotation

(4) Employee referrals (¢.g., friends
or relatives)
(5) Schools or colleges/universities

(6) Private employment agencies

(7) Public employment agencies

(8) Recruitment consultants

(9) Executive search consultants

(10) Direct applications (e.g., walk-ins
or write-ins)

(11) Advertisements in the media
(newspapers, specialisl magazines)
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16.Please indicate how frequently each of the following recruitment methods are used
for filling vacancies at entry level. (Please tick one box for each method)

Recruitment Methods
(1) Promotion from within

(2) Transfers

(3) Job rotation

(4) Employee referrals (e.g., friends
or relatives)

(5) Schools or colleges/universities

(6) Private employmenl agencies

(7) Public employment agencies

(8) Recruitment consultants

(9) Executive search consultants

(10) Direct applications (e.g., walk-ins

or write-ins)

(11) Advertisements in the media
(newspapers, specialist magazines)

es . Frequently
R N F
_ '-*;D"A"

ways:

17 Please indicate the degree of importance of each of the following promotion

criteria. (Please tick one box for each criteria)

Promotion Criteria

(1) Past performance iDglf': o
(2) Technical competence .l .
(3) Loyalty Dl )

(4) Seniority S

() Leadership SR R
(6) Sociability e

@
ol
=13

Very - . -Unimportant. Neither .. .. -
“unimportant. .1

utiimportant:

R ]
oy
S
B

- s

-BOr imporant

Important - Very.- _

* " important

D:S‘:f-'
o

Qs
s

(7) Other, please specify:
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18 Please indicate how important each of the following are in facilitating recruitment.
(Please tick one box for each practice)

Factors

(1) Flexible working hours
(2) Recruiting abroad

(3) Relaxed age requirements |
(4)Relaxed qualifications '

requirements
(5) Relocation of the company

(6) Retraining existing
employees

(7) Training for new
employees

(8) Part-time work

(9) Job sharing
(10) Increase pay/benefits

(11)Marketing the company’s i
image e

Selection

19.Among  the  various | Very: @ ..o Um
personnel/HR management | ... ...
functions, how important |~ :
are the selection policies |
and practices?

20 Please indicate how frequently each of the following selection techniques are used
for filling vacancies at managerial level. (Please tick one box for each method)

Selection Techniques
(1) Application forms (e.g.,
resumes, biodata)
(2) Aptitude tests

(3) Psychometric tests

(4) Skill or knowiedge tests
(5) One-to-one interview
(6) Panel interview

(7) Assessment centres

(8) References

(9) Medical examinations
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21 Please indicate how frequently each of the following selection techniques are used
for filling vacancies at technical/professional level.

(Please tick one box for each method)

Selection Techniques
(1) Application forms (e.g.,
resumes, biodata)

(2) Aptitude tests

(3) Psychometric tests

(4) Skill or knowledge tests
(5) One-to-one interview
(6) Panel interview

(7) Assessment centres

(8) References

(9) Medical examinations

22 Please indicate how frequently each of the following selection techniques are used
for filling vacancies at entry level. (Please tick one box for each method)

Selection Techniques
(1) Application forms (e.g.,
resumes, biodata)
(2) Aptitude tests

(3) Psychometric tests

(4) Skill or knowledge tests
(5) One-to-one interview
(6) Panel interview

(7) Assessment centres

(8) References

(9) Medical examinations

23.How is the final hiring | (1) Only by pérsorse
decision normally made? |,
(Please tick one only) e

. personnel/HRdepartmen
(5) Orhier, please specify:
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24 How important is it that |
you need to report to your
superiors and seek their
approval before you make

the job offer to|

applicants?

Very
mumportant

Ummporﬂmt

Neﬂher S

. pertat

Very
nnportant'

Work-Related Values

25 Please indicate how important you think each of the following work-related values
are in contributing to organizational success. (Please tick one box for each value)

Work-related Values

(1) Co-operation

(2) Loyalty to superiors
(3) Industry/working hard
(4) Harmony with others

(5) Self-advancement/
initiative

(6) Caring and nurturing

{7) Competitiveness/
aggressiveness

(8) Persistence/perseverance

(9) Trust

(10)Ordering relationships by |

status and observing this
order

‘Very
ummportant

Ummponant

Neither ="

-.Important

Very .
“important

Organizational Details

26, How many people were employed by your

company

in December,

: [A ﬂvmly ﬁrm is an orgamzanon in v;*hmh demsmns regarding its mvnershrp or management
- are mjbzenced by a relanonsh:p foa famrly (or famzhes)f(Dyer 1986)]

- (3) Forelgn subsndlary (e g Amencan, Japanese or Hong Kong, etc)

please specify: -

. '(4) Local-foreign jOlﬂI venmre (e g Amencan, Japanese or Hong Keng etc: )

L (5) Other please speéiﬁr

Ch

Q2

e
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Respondents Details

28. Are you male or female?

© Male

Female ©: =

2 -

29.How old are you?

myse29 L
@39
(3)40-49

(4) 50-59

T o

D4 :

30.What is the highest level of
educational qualifications you
have attained?

) Iumorhlghor!ughs.chogl R

(2) Junior college -

I T
e
e

(3) First or master degres .~~~
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Work-Related Values of National Culture

Power Distance

1.

How frequently, in your
work environment, are| .
you afraid to express|.. - -°
disagreement with your |- :
superiors? (Please tick | -
one only) .

The descriptions below apply to four different types of managers. First, please read
through these descriptions.

Leadership style and decision-making

X

Manager 1: usually makes histher decisions promptly and communicates them to
his/her subordinates clearly and firmly. Expects them to carry out the decisions
loyally and without raising difficulties.

Manager 2: usually makes his’her decisions promptly, but, before going ahead, tries
to explain them fully to his/her subordinates. Gives them the reasons for the
decisions and answers whatever questions they may have.

Manager 3: usually consults with his/her subordinates before he/she reaches his/her
decision. He/she expects them all to work loyally to implement it whether or not it
is in accordance with the advice they gave.

Manager 4: usually calls a meeting of his/hers subordinates when there is an
important decision to be made. Puts the problem before the group and invites
discussion. Accepts the majority viewpoint as the decision.

For the above types of | Manager 1 - Manager2. - Manager3 - Matager 4
manager, please tick theone [~ = S e e T

which you would prefer to . E], S Qa2 ; Eh .
work under. ST e e S

. To which one of the above | .. R :
four types of managers | . - Qi oy DJ 0

would you say your own |
superior most  closely |
corresponds?

Uncertainty Avoidance

4.

How frequently do you feel || Never .Seldom - Somctimes -~ Frequently ~ Always:
nervous or tense at work?
(Please tick one only)

Q2 O O
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5. Please indicate your agreement or disagreement with the following statement.

A company’s rules should not be | Strongly - Dlsagree Undecnded “Agree.”  Strongly”
broken - even when the | disagree - . .. L agree
employee thinks it is in the | - . .o mo T - O
company’s  best interests. |’ Qv Q2 O~ Q¢ Qs

(Please tick one only)

6. How long do you expect (1) Two years at the: most B - D
to continue working for (2) From two to ﬁve years :. : :-';-E;:?-?'f-- SDEEIERN N B Y
this company? il -

(3) More than ﬁve years (but I probably wﬂl leave R :DS j

(Please tick one only) before I renre)‘ e . f : SR ‘; R T
(4) Until 1 retire =~ . S T -;D4

Collectivism/Individualism & Masculinity/Femininity

Please think of an ideal job - disregarding your present job. In choosing an ideal job,
how important would it be to you to (please tick one only in each line across):

Very Ummportant Neither . Imporiant . Very
7. Have sufficient time ““imP""‘am 7 umimportamt .. 0 important -
left for your personal | .: ’ ’“°“mp°"3"l el LR

or family life? I O E D3 @ Qs

8. Have freedom to| 7""" o
adopt your own O O O O Os..
approachto thejob? .=~ - - oo T

9. Have challenging | e o
tasks to do, from| S TR EE TP R
which you can get a| O v 2 Qs O Os
personal sense of Cn e L N T S
accomplishment?

10.Training opportunities e : o Lo e
to improve your skills | h T Q2 o DS s Qs

or learn new skills?

11.Have good physical

WOl‘king conditions | - T 5 SRLr 's“v-::._' S L e
(good ventilation and | - ffl-‘ 2 ' D3 S ;5.'34: e Ds ]
lighting, adequate work | -~ Coeee :
space, etc.)? T

12.Fully use your skills and e f‘ 3 e T N :
abilities on the job? U W Dy -_:_;;4;; O




13.Have
for high earnings?

14.Get the recognition |
you deserve when you | -

do a good job?
15 Have
higher level jobs?

16.Have

tasks to do, from

which you can get a | .
sense of | . -

personal
accomplishment?

17.Have a good working | -

opportunities |

opportunities |
for advancement to|

challenging | -

Very

relationship with your | = °

superior?

18.Work with people who |
co-operate well with one | -

another?
19Live in an
your family?

20.Have
employment?

area |
desirable to you and | -

security  of | -

. Dl .:...:

" ‘Unimporlant Nejther
unimportant -

| | lel_j_f Elzir

T

‘Bnimportant”

nor important

s

Qs

&

*Important  Very

~important -

Qe O

Qs

Qe

W

@
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21 Please indicate how important you think each of the following work-related values

are in contributing to organizational success.(Please tick one box for each value)

Work-related Values

(1) Co-operation

(2) Loyalty to superiors

(3) Industry/working hard

(4) Harmony with others

(5) Self-advancement/
initiative

(6) Caring and nurturing

(7) Competitiveness/

aggressiveness
(8) Persistence/perseverance

(9) Trust
(10)Ordering relationships by

status and observing this
order

oo

o
=

Very Ummportant :

ummporumr

o o
h

= TR
- T

S@ @Oy

- lmportant
- unporlant
. “L:H'DSf:..
:,Dsi,j:. :
o Ds :
Qs
D5
o
Qs
Qs
s

e

Very | . .

Organizational Details

22 How many people were employed by your

in December,

23.Please indicate which category your company belongs to: (could tick more than one)

) Farmly-owned business

S {A farmly ﬁrm isan. orgamzarion in. whrch decrswns rxegardmg tts ownershw or managemem
B a rélationship to a fam:{y (ar jhmthes) (Dyer 1986)] .

_._owned busmess i , Co
o (3) Forelgn subsxdlary (e g Amencan Japanese of H_ ,g;Kong, etc ),

please specify: -

: (4) Local forelgn jomt venture (e 2. Amencan .lapanese, or Hong Kong, etc.),

please specify
(5) Other, please spwfy

-

E]t_ |

O
Os
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Respondents Details

24.Are you male or female?

. Male

' DL

2 e :

25 How old are you?

(1)20-29
(23039 -
(3)40-49

-(4)50:59.

26.What is the highest level of
educational  qualifications
you have attained?

/(2) Junior college * .

(3) First of masterdegre

(1)_Jﬁrﬁor high or high school L
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