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\I ABSTRACT

i

qn Thailand, Rian Thong Feed (RTP) Company is owned
[

by Chﬁnese people. The Chinese owners employ a traditional
|

Chines% management style which is a didactic style of
|

leader%hip. The owners of RTF uses a Chinese management

|
style With is described as a tight reign of control
|
(espec%ally with reference to financial information), and
l
a one—Way mode of communication (top-down) within its
|

organiéation. The company has been dramatically growing

for thé past 20 years. However,
1

of theicompany has not changed tb accommodate the
i

the management structure

organization’s growth. CurrentlyL the organization is
|

experieﬁcing increased turnover énd high absenteeism. The
purpose%of this study is to identify the current threats

|
and wea*nesses facing Rian Thong Feed Company, in termg of

:
decisio? making, job description, communication and
|

management structure.
|
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BACKGROUND

Introduction

i
|
1
In Asia, people of Chinese origin have a remarkably

l

strong‘presence in trade and industry. This paper

invest;gates one organization in Asia, particularly in
|

Thailaﬁd, in how it demonstrates characteristics of a
|

Chinesé family business (CFB).
I !
THe CFB is a typical structure of organization,

charactieristic of the traditiona; Chinese, who have a
l i
powerfug economic position in all Asian countries (Tam

1990; R%dding 1990) . Not surprisingly, CFB systems

| |
dominate in most Asian economies (Redding 1990; Whitley
l

| . .
1992a; Nishida & Redding, 1992). .
|

Eaét Asia is known as the Confucian cultural zomne,
|

Confuciénism plays significant role in how people should
\

live théir lives, guidelines for social relationships,
|

understinding of power and authority, of the links between
i

the indi&iduals. In East Asia collective or group based
|
behavior! is expected and promoted, while in the West,
|
individual choices is accepted and even promoted. cultures

within t?e Confucianism are considered collectivism, which

|
is marke? by a strong sense of duty. Individualism is

|

|
|
|
[
|
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|

. | , ' . . .
achievement oriented, and it promotes capitalism and
|

liber%lism, USA might be the prototypical system
(Triangis, 1995) .
Wgth regard to the level of
i o
collec#ivism/individuélism in Asia, this region is very
collec%ivistic in nature. This high level of collectivism

found %n Asia emphasizes ideals of harmony and unity

|
(Kartodirdjo, 1972; Schwarz, 1994). According to Triandis
|

(l995)ﬂ while individualism is defined by loose ties
i

between{persons and a strong need of personal freedom,
|

| \
collectivism is defined by strong, unified groups based on

loyalty%between the members (Hofstede, 1991).

|
Individualism highlights independence, while in

|
collect%vism interdependence is more important (Markus &

|

Kitayamsg, 1991).

The Chinese expression, “Shang Chang Ru Zhan Chang”
\

means, “The market place is a battlefield”. This statement
|
sums up the Chinese view of the business. The Chinese

family bﬁsiness (CFB) has been the major form business in
|
[

Thailand{ The domination of Thais of Chinese origin leads
|

to the eﬁpectation that we will probably find a management
I .

system t% be structured in much the same way as the
| .

‘Chinese\family business’ (CFB) system.

|
|
i
|
i
i
i
|
|
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|

Qn the traditional Chinese family business management
stylei authority is connected to a person. It is
accomp%nied with a high level of centralization of power.
The athority relations are characterized by paternalism.

I

The fther represents the highest authority: all-important
|

decisiéns are made by him, and all family members have to

!
obey the father figure (Mulder, 1989). The father, in

b

turn, is obliged to take care of his subordinated group

1
members (Mulder, 1978). This paternalism involves a high

|
|

degree of centralization of power and authority in

|

families, personal arrangements with the father are likely
'| )

to be more important than formal'contracts, rules, or
[

l
proceduyes.

Thé Asian family business draws on a Confucianism
| .
philosoéhy. The importance behind the family business is

relatioﬁships and their obligations, particularly those of

father tp son and brother to brother, and the values of
I '
reciprocity and respect. The Confucian values of the

. |
family, §cceptance of authority, moderation in all things

I

(the Mid@le Way) and the limits to personal ambition in
|

favor of\the good of society as a whole are seen as

necessarx, (Bruce, 1998).

|
Confucianism focuses on the relationship between man
S

and man, which is defined by five virtues:

\
l
l
-
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|

|
humanﬂty/benevolence (ren), righteousness (yi), propriety
(14), Misdom (zhi), and trustworthiness (xin). Another

| .
focus Fs on the five relationships between father and son,

ruler %nd ruled, husband and wife, elder brother and
|

younge# brother, and friend and friend [this pair is equal
1

|
in pos%tion] (Xing, 1995). These are the relationships of
|
a society where all are kept in order. Society is seen as
|
a hierérchical system of roles which require norms
|

|
govern%ng how people should act and behave in relation to

|

people in other roles. Social hierarchical relationship of
i

subordibation and superiority is considered natural and
|

proper.{Beside of working performance, obedience, loyalty,

|
politeness, and reciprocity are also required. Protest,
| ,
disagreé, and criticism are inappropriate. Questioning the
| |

social order is forbidden. In the' paternalism and emphasis
on kinsﬁip, Confucianism requires a commitment to a

1
harmony pf the society. Confucian principles provide the

basis of| respect for seniority and ceremony.
\
Acc@rding to Bruce (1998), the heart of the
|

Confucianism is humanity/benevolence: in a word Rin (or
|

|
ren) . It!states that in society there are the qualities of
: R S
beneVole@ce, humanity and love and that parents and
|

teachers}have to cultivate Rin in all its aspects. In
| v

support 4f Rin there is Li, meaning rituals, ceremonies

|
|
|



and hﬁw to behave. Then there is Yi, meaning duty or

rightéous behavior. There is also Chi (or zhi), which

\‘

means wisdom, derived from both history and experience.

Another virtue is Chung, meaning reciprocity: ‘Do not do

unto others what you would not have them do unto you.’

Confucianism is prevalent after 2,000 years that it
|

| .
cannot |be ignored. It still forms the basis of most

\

busine%s practices. An understanding of Confucianism is
|
essentilal for the business person.

According to the Confucianism, family businesses
|

normally include five groups of people: the core family
|

|
member, | close relatives, long term employees, distant

|
relativés, and non-related employees. The core family
| |

|
members lare in the dominant positions. The success or
|

failure%of the company directly affects the survival of
the cor% family (Mulder, 1989).

Acc%rding to Montagu-Pollock (1991), a leading author
on AsianEBusiness, It is very important for Chinese

l

businesslpeople'to maintaining and developing “guanxi”.
Guanxi is a network mechanism that provides informational

and helpﬁul support sources. Business people heavily

|
depend o% business opportunities and credit lines provided

by their buanxi network. Business owners are expected to
{

|
honor their financial obligations, be loyal to their



friends, offer support to other business people, and
maintdin a reputation of fairness. A successful guanxi
operates on a reciprocal relationship between the network

members and the individual business owners (Chen, 1995).

|
} Economic Environment of the Poultry
! Industry in Thailand

'

THe poultry market has become Thailand’s major
industfy. Since 1997, Thailand hés suffered from the

devaluation of Thai currency, from Twenty-five Baht per

One US Dollar to Forty-two Baht per one US Dollar. This
economi¢ crisis has negatively impact many major
industries in Thailand, (e.g. real estate, financial, and

automotive) . However, the export industry, relatively to

the poulEry market, appears relatively unaffected by this

crisis. éince 1997, there has been an increase in import
demand for Thai poultry products ée.g. feed products)
particulérly by Japan and the European Union (EU).

Theﬁe are more than 60 poultry companies in Thailand
that serée as RTF’s competitors. The need for chicken feed
in Thaila%d is currently more than 200,000 tons a month.
The largeét chicken-raising provinces in Thailand are
Chaxheong%ao, Naknon-pathom, Suphanburi and Ratchaburi.

RTF’% current monthly production volume is around

17,000-20,000 tons. According to this production, RTF is

1
|
i
|
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|
|
\

ranked among fhe top poultry feed production plants in
|

Thailand.
Il N
ﬁ Introduction of Rian Thong
\ -Feed Company
] .
| . .
R%an Thong Feed .Co., Ltd. (RTF), a poultry feed

|
manufaéturer, was founded in 1976 by Surasak Charuspollert

and Poonchai Tanvettiyanont, the two founders are rich

l

with eﬁperience. Surasak has ten,years of retail
[

I
experience and Poochai has 5 years of accounting and real
|

estate backgroundf The founders launched this company with

1 million Bath, which translated roughly into U.S. of

\

$40,000; The first plant was built in Samutprakarn, a

l
suburbaq area 15 miles from Bangkok. The first major
|

capitallinvestment was a hand operated feed machine that
producediapproximately 1,000 tons of feed per month.
|

Initially, three individuals were hired to operate the
|

. |
machinery.

In i976, the leader of the poultry market in
'I 1
Thailandﬁ Charoen Pokkaphan, refined approximately 8,000

!
tons of feed per month. When compared to the leader in the

. |
industry,! RTF captured a very small percentage of the

|
market. H%wever, RTF was determined to carve out their
niche by Eroviding superior quality feed, at a competitive
| b
| ]
price and|offering customer that was second to none.
|

\ |
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|

Hhe management structure of the organization
consisted of two individuals: Surasak and Poonchai. RTF

|
lackeﬂ a formal management structure. Surasak spearheaded

the maiin duties and responsibilities of marketing and

|

purcha?ing while Poonchai took responsibility for the

| . . L
accounting and financial matters. Both individuals assumed

the ro}e of sale representative for their company. They

personally marketed their product to local farmers often
! I

traveling over 250 miles to meet' with their clients.
|

|
THe mission statement of RTF has remained unchanged

|

since 4976; to provide poultry féed at a reasonable price,

without: compromising the quality: And the company slogan
I !

reiteraFes this sentiment: “Rian Thong: The superior
I

poultry\feed.”
|

Growth and Development
i

Thé 1980’'s. During the 1980’'s, RTF experienced

tremend?us growth. The revenue quadrupled from the

, |
previous decade. However, the management structure

remained virtually unchanged. The only notable change in
| \

the strdcture occurred when Somchai Tanvettiyanont,

|
Pooncha#’s brother joined RTF as a production manager.

!
RTF| prided itself on product quality and customer
service.| The company considered itself “second to none”.

Surasak,

the owner, personally contacted clients to

|
|
i
|
l
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|

deterﬁine the needs and concerns. If customers reported a

probl%m with the product, Surasak would immediately
|
addresls the concern since he had direct contact with the

operat%ng manager.
|
During this period, the plant’s capacity expanded to

accommodate the increasing demand of poultry products. The
l
maximu? capacity reached 4,000 tons/month. Fifty

additi&nal employees were hired to work in the production
functién.
I

THe 1990’'s. The 90’s brought about a new series of

challeﬁges and opportunities. The plant in Samutprakarn

| ‘
had reached its full capacity. Surasak, Poonchai, and

Somchail made an executive decision to investigate the idea

|

of openan up a new plant in Nakornprathom. It is 65 miles

|
away from the old plant in Samutprakarn. They invested

|
U.S. $2.4 million of RTF’'s retained earnings and financed

U.S. $3%6 million through commercial loans.
Ho#ever, the only change in the management structure

|
during this decade was the promotion of Somchai to plant

l

manager. RTF also hired Suksan (who was not a family
1 :

member) las their chief production manager. A year after

|
hiring Suksan, many problems evolved; the quality of feed

declined Suhsan was using his own formula for the feed
|

mixture ?nd the company was losing customers to the



|

|

|

compeﬂitors. The machines that were purchased in the late
|

70's ﬁere becoming antiquated and the mechanical problems

were cFusing production delays. The customers were
expres%ing discontent because their orders that were

i .
normally delivered on time were delayed. As the production

capacity increased from 4,000 tons/month to 20,000
tons/m@nth, the employee workforce also increased from 50

to 120[employees. One hundred and ten of the employees
! )
were p%ant operators and ten were administrative staff

. !
members.
|

I . .
Current Situation. Years of 2000’s brought about

T | .

changes\in the management structure. Kawee Chamruspollert,
|
Surasak/s son, joined the management team at RFT as a

plant manager. He graduated from  the University of San
|

Diego with an MBA degree. Herein lies the organizational

l

impasse} the traditional Chinese management style

|
collidiﬁg with the new generation of Chinese management

|
that attempts to provide a marriage between Western and

|
Eastern‘ideals.

I

1

' Problem Identification
I wLuld like to identify the current threats and
weaknessgs facing Chinese/Thai family owned businesses
that hav? out grown their current management practices and

10
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|
|
l

idealq.

The proposal will outline practical solutions to

the problems by:

1.

Providing a current review of scholarly articles
on Asian management practices and styles (to

| gain a better understanding and appreciation of
the current management system).

To focus on this issue, in the present article,

the findings of a study in Chinese family
business communication. and management structures
will be presented: the:communication and
1

management structure of middle size Poultry
Company in Thailand embedded in its context and
compared and contrasted with CFB
characteristics.

Offering field study interviews with local
Chinese owned businesses in an effort to bridge
the gap between the theoretical world and the
practical world. The results will be compared

and contrasted with CFB characteristics.

Data Collection Method

In an effort to untangle the barriers and problems

faced by‘chinese family business (relative to their

N P .
communication and management practices), I would conduct

l
|
|

11



intervﬁews. Data were gathered about the communication and.
management system of Rian Thong Poultry Feed Company in
Thaila%d, which employs the CFB management system. Most of
Chines% businesses in Thailand are small to middle-sized

family%firms, including Rian Thong Company. This company
can beiconsidered as industrial producers, i.e., running a
factor} and employing a number of employees. This company
responés positively to the request to co-operate in the
study.iThe purpose of this qualitative study is to

|
investiFate the communication structure and to obtain
insight1into the Chinese/Thai fa%ily business management

! .
structures. The interview provides “real world” examples
|

of how ?hinese family business incorporates traditional

|
values With Western ideals.

|
Th¢ list of forty-nine interview questions and topics
|
were developed. About 25 minutes in-depth interviews were
!
conductﬁd with the owner and top managers including ten

employees. Manager and owner were asked about their

|
decisionkmaking process, authorities, job

responsi?ilities, communication strategy, and management
style emgloyed in the organization, including the
relation%hips among workers in the workplace. Further, to
gain inférmation about the level of cooperation between

the executives and their employees and customers,

|
|
1| 12 .
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|
I
|
l
[

gquestions were asked about the relevance and nature of

information sharing. Finally, questions about the basis of
l
colleaFue’s relationships were discussed, which involved a

|
discussion about the relevance of formal contracts, trust,
|

respec#, friendship, and kinship.

The tape recorder was used during the conversation.
|
The inﬁerview is conducted by two people, one asking the

guestions and one taking note. The language used was Thai.
|

The daﬂa was translated to Engliéh. The results were fed

i .
back to the respondent in order to check the accuracy of
|

the inﬁormation in the report. All of the responses of the

|
ten workers were held in the strictest of confidence by

the res?archer. Their names are not revealed. The

| :
participation in this study is totally voluntary.
|

Ho%ever, please keep it in mind that this is only a

case study of a specific company. Due to the time and
|

|
budget %imitations, it is impossible for the investigator

|
to conduct the interviews to every worker in the company.
|

Therefore, the findings of this study may not be

generalizable to all other Chinese family businesses.
\

However,| I believe that my results do contribute some

|
insightskinto a type of communication and management style
that can‘be found in the middle sized Chinese family

. | .
businesses in Thailand.

l.
|
]| 13
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I
‘ Research Questions
|

RQ1: What is the decision-making process of the company?

RQ2: H%w do ambiguous job descriptions cause the problems
|
fbr the company?
|
RQ3: How do management workers communicate to their

eWployees?
|
i Definition
Indiviéualism - Individualism emphasizes independence and
i |
b%lief in the importance of the individual. The

|
belief is that society exists for the benefit of the
|

individual whose pursuit is personal happiness and
|
i |

independence rather than collective goals or
inFerests. Individualism is defined by loose ties

| e
between individuals and a strong need of personal
|

| o . . .
freedom. Individualism is defined and measured
|

reéarding individual’s goals or interests while
|

cojlectivism is defined and measured by items
|

faﬁoring groups.
|

Collectivism - collectivism is defined by strong, cohesive
i
groups based on unbreakable loyalty between the
members in the society (Hofstede, 1991). Collectivism

is a cultural dimension in which people expect others

in #heir group to look after them and protect them

\ .



|
|

|

QOllectivism pertains to societies in which people

|

are integrated into strong cohesive groups, which

| 1
throughout people’s lifetime continue to protect them
|

i% exchange for loyalty

hen they are in trouble (Management; ppl45).

(#ttp://homepage.psy.utexas.edu).

C#llectivism ranking typifies societies of a more
c?llectivist’s nature with close ties between

i%dividuals. These cultures reinforce extended
fémilies and collectives wh?re everyone takes
r%sponsibility for fellow members of their group.
(wa.cyborlink.com/besite/hgfstede.htm).

|

Paternalism/patriarchalism - the style of patriarchy in

the Chinese/Thai a culture is characterized by men

ruling the family. The Chineése/Thai culture has men
|

as| the most powerful members. Characteristic of a
| .

paéernalistic culture is that it is ruled by a father

ofEa family; a man in the role of father and head of
l

a |ousehold and respected and experienced senior man

wi%hin a group or family. A style of management, or

an!approach to personal relafionships, in which the

degire to help, advise, and protect may neglect

individual choices and personal responsibility. The

I
father is the only one who’s telling people what is

|

{ .

15
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best. Paternalism and patriarchalism is used

interchangeably in this study.

Job DJscription - official list of employee’s
|
I

rFsponsibilities: an official written description of

tFe responsibilities and requirements of a specific
j%b, often one agreed between employer and employee.

Confucianism - relating to the teachings of Confucius or
|

|

h%s followers, emphasizing self-control, adherence to
| ‘

a|socia1 hierarchy, and social and political order.

Guanxi |~ is a network mechanism that provides

|
informational and instrumental support sources.

I

ChHinese businesses are heavily dependent on business
] :

opportunities and credit lines provided by their
|

guanxi network.
[

Top-down communication: - a kind of communication that is

|
controlled by the most senior executive people:
| .

1

ha?ing all control in the hands of the people at the

mo%t senior levels. Starting at the top executive

le#el and working toward lower working level.

! , . . .
Bottom-up Communication - a kind of communication that has

\ .
a very open process, where the employees are,
|

sowetimes, involved in the whole process. This system

re%ches out all the workers in the company and full
! .
them in. it gives them opportunity to get involved in
l
!
16
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|

the communication process. The lower level workers
|

| . o
have chances to present and reflect their opinions

back to the top level of management.

|
i
[
|
!
!

17



CHAPTER "TWO

LITERATURE REVIEW

There is no question that research on business
|

management and communication system of Chinese Family

Business (CFB) has grown rapidly in the global economy in
|

the recent decades. The variety of research and number of
researchers represented in a new volume on these topics is
indicaeion to the variety and richness of work being done
in theifield.

THe intended audience is those who are studying

Chinese. management and firms, yet the research represented
here ha&e important implications:for organization theory
more ge?erally and will also appeal to non-academics and
manageré in the firms that interact with Chinese
organiz§tions.

Ji!Li, Naresh Khatri, and Kevin Lam (1999), discuss
the recent changes in societal culture that have taken
place in major Asian Chinese sociéties. For several
decades” researchers have attemptéd to conceptualize and
measure @ifferences in societal cultures. The studies have
shown that culture has a significant influence on

i

managemeht decision-making (Schneider & De Meyer, 1991),

leadership style (Dorfman & Howell, 1988). Further, Adler,

18



| |
(1986M, indicates that societal' culture has relatively

|
greater influence on management practices than does

organizational culture.
In the Chinese culture, there have also been many

studieé (Chinese Culture Connection, 1987; Hofstede, 1980,

1983; Hui & Triandis, 1986; Redding & Pugh, 1986). These

studies have identified a most ;mportant characteristic in
Chinesé culture, which is family- oriented collectivism.
For example, Hofstede (1980), in:a sample of 40 countries,
found that while the Americans s%ored the highest on

individualism, major Chinese communities in Asia such as

b

Hong Kong, Taiwan and Singapore, scored the lowest. Other

authors have also shown that the Chinese societies

emphasize collectivism. Triandis (1995), further observed

that, although East Asia and Isréeli kibbutz both have a
collectivistic culture, people iﬁ East Asia avoid

confrontation and would rather tell a lie than cause

anyone to lose face while those in Israeli kibbutz often

have intensive discussions that may result in people

losing face. The East Asian collectivists are more likely

to stress interpersonal and group harmony than those in

|
Israeli society. Some authors have also suggested that the

collectivism in Chinese societies puts more emphasis on

|
hierarchy and family values (Bond '& Hwang, 1986; Smith &

| 19
|
|
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|

Bond,il993). The reason for the above emphasis lies in the

heavy iinfluence of Confucian philosophy on Chinese
culturg.

K?ung Fu Tzu (Confucius), ﬁhe father of Confucian
philoséphy, was born in 551 BC in the Lu province of
China.}He was a philosopher who advocates ethics,
moraliﬁy, and respect. Nearly 2QOO years after his death,
the Haé dynasty that ruled unified China, adopted
Confucianism (Mente, 1994). Confucianism highlights
behaviér that promotes harmonioué relationships relative
to fivé codes of behavior which influence one’s
relatiénship to superiors, parents, a spouse, elders, and
friendg include justice, filial éiety, separate roles,
hierarchical order, and trust (Martinsons & Westwood,
1997). In each of these relations, persons should behave
according to their positions and 'perform their roles.‘The
majority of the five relations iqvolve family members
(Sheldrake, 1999).

Acéording to Confucianism, the Chinese family

business (CFB) is a flexible concept. Five groups of

péople define the Chinese family businesses; core family

|
members,; close relatives, long-term employees, distant

relatives, and non-related employees (Chen, 1995).

However, core members clearly dominate the family

!
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business. The business is considered the private property
' |

of the core family. Top managemént positions are still

occupied by key family members (Han, 1992).

One of the most important cultural values in Chinese
culturé is family-oriented colléctivism (Hofstede & Bond,
1988).;This value has much impact on the structures and
strate?ies of Chinese firms. Influenced by this wvalue,
traditional Chinese firms prefeﬁ family ownership and
stress -hierarchy and centralized decision making, which

influence the business strategies of these firms (Kwok,

|

1990) .

According to Xing, Fan, (1995), the primary of
Chinese culture includes: Confucianism, Chinese familism,

|
group orientation, Chinese ideal of 1life, Chinese

character, and Chinese mindset. The cultural system
affectsiall aspects of Chinese social lives including

business management. The family-oriented collectivism in

\

Chinese'societies has a significant influence on business
1

strategies of the traditional Chinese firm (Hofstede &

Bond, 1988). The influence is so strong that, even after

Chinese thave been in a foreign country for a long time,

the companies set up by them are still more similar to
traditional Chinese firms in their communication and

management structure (Redding & Whitley, 1990).
|

I
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Gordon Redding, (1990), a professor at the Business

school of the University of Hong Kong, stated that the
[

world has five major management structures for business
Succesé. Three of them are Asiaﬁ: the Korean, oversea
Chinesé, and the Japanese. All three management systems
have benefited from Confucianism, though each of them has
develoﬁed a unique system basedlon their historical
development. The Chinese FamilyiBusiness (CFB) system is

regarded as a distinct organizational pattern: other
! |

distinct business systems such as the Korean chaebol, the
| 1

Japanese ringi system (Whitley, 1994). The following
section will outline similarities and differences in

management styles within the Asian cultures in order to

conceptualize the idea of how ea¢h country develops their

' I
management system based on influence of Confucianism.

Japanese Managemént System

The traditional Japanese business structure is
|

strictly organized and eXtremelylhierarchical (Kustin &

Jones, 1995). In contrast to the Korean and Thai

management styles in which the degree of delegation is

|
very low, each department in the Japanese company has an

|
indepenﬁent power center. Department managers have the

power to make decisions, at some degree. They often
! |
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commaﬁd the same level of respect and authority as the
compaﬁy’s president (Post, 1995).

“family” in Japanese has two meanings: one is the
idea of the family based on the blood relationship; the
other és the idea of the familylbased on adoption. The
Japane%e strongly believe that the wealth of the family
busineés should be protected and expanded by a capable
personi(no matter if this persoﬁ is blood related). If a
Japaneée business owner does not}believe that a member in
their family (especially his sonb is capable of leading
the family business, they willin%ly pass the “torch” to a
trusted friend, extended family ﬁember, or long time
employeé (Smitka, 1991).

DeFision—making is an important issue for Japanese a
businesé owner. According to Tam; Simon, 1990, the ringi
system Qf decision-making is an important feature of
Japanesé management. The ringi system includes two
differeﬁt methods of decision-making:

| .
1.! Nemawashi The word “Nemawashi’ is a Japanese

word that means tending' to the roots. Nemawashi
is the informal sounding of employees’ ideas.

Employee’s feedback is anonymous.

Ringi seido Ringi seido; as opposed to

nemawashi, employs a formal procedure of group

I
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] consensus. This method employs a ringisho, a
proposal that originates in one section of the
company that is, then forwarded to all other
relevant sections. The proposal is circulated to
company’s employees, lower management, and upper
| management people. Employees are free to comment
; on a sheet of paper that is attached to the

] proposal. The final proposal (completed with

; comments and feedback) eventually reaches the
company’s president. Tﬁe company president and
the top management team consider the comments in
the decision making précess (Lebra, 1976).

There are many advantages of the Japanese style of
managemént. This type of structufe allows employees to
have a %voice” in the company and it also stimulates
particiﬁation in the decision—making process (Dollinger,
1988) . fhis bottom-up decision-making philosophy enables
companiés to make continuous improvements with the input
from kef;players in the business seeking. Toyota workers,
for insténce, make 730,000 suggesﬁions every year for
improviné the way the company builds, markets, and sells
its cars% and 98 percent of them are adopted (Nishida &

Redding,il992). This type of active versus passive

| f
|
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manag%ment style prevents a company from becoming stagnant
and i@flexible.
Hﬁwever, we should not conclude that all-Japanese
manageﬁent structures are active, decentralized, feedback
|
systems. Japan certainly has, at some degree, one-man
companies, in which only one or a few top leaders make
decisions (Redding, 1992). '
; \
| Korean Management System
|
Korea has practiced the Confucian philosophy since
1392. ﬁn the 15 century, they proclaimed itself the
“carrier” of Confucianism (Confucianism: the age of
Confuci;nism: Yi-dynasty Korea; 1999). From 1910 to 1945,
Korea wés under the control of Jépan. Although Korea has
been in%luenced by the Japanese style of management,

Confucianism still remains a strong influence on the
Korean éulture and has dominated the traditions of the -
Koreans; including the way they do business, (Chen, 1995).
Consistent with the Confucianism, the family unit is
a critiéal component of the Korean business. The
traditional Korean family is patriarchal; the father is
the unquestioned leader (Chung, 1998). He takes full
responsibility for the future direction of the family

businesS} This top-down decision making style is typical

25



amongiKoreans. Family members often play key roles on the
|

management team [especially in sgmall and medium size
busineéses] (Redding, 1991). Tradition usually dictates
that tLe oldest son will succeed his father (once he
retires or dies). This idea is consistent with a study
that observes the ratio of famiiy business inheritance -
first éon inheritance 65%, family member inheritance
(other:than the first son) 24.4%, non-family member
inheritance 9.7% (Shin, 1985).

Large businesses are also subjected to this “family”
philosaphy. Chaebols are large business groups of
companies. Chaebol groups consist of many affiliated firms

| |
(England, 1975). These groups dominate Korean economy by taking

'

a high bercentage of the market share. For example, in
1987, the 335 products of the first 30 chaebols took 40
percent;of the market (Asian Mandgement System, 1995). In
spite of the size of businesses, chaebols are still
controlled by families.

According to England, (1975), the family ownership
style oﬁ the chaebol can be classified into three
categorﬁes. The first type of chaébol is characterized by
sole own%rship. The founder or his family members control

all the ?haebol—affiliated companies. The second type of

chaebol involves “setting up” a holding company in which

|

|
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the founder or his family members can own the affiliated

companies. A joint ownership characterizes the third type.

The founder or his family members own the holding company

and/or! some other kinds of organizations that control the

affiliated companies.
! | .
However, many of chaebol groups still lack the

potent#al to become powerful players on a global level.

Since the economy is becoming giobalization, many Korean

businesses are becoming more international. This change
\

has created pressure for many business owners as well as
1 |

chaebols (Chung, 1998). To cope with this shift in the
' |

business environment, chaebol groups are transferring and
1

delegatﬁng authority to the managers. Over-centralized

control, has changed to a more decentralized system. So, it

can be expected that the strict traditional family

managemént style will be gradualiy eroded, (Chung, 1998).
One good example of this phenomeﬁon is the-Samsung group.
Even though the family members still dominate most of the

important positions in the groupf 95% of their executive

|
members jare non-family members (Chen, 1995).

|
| Thai-Chinese Management System
Thﬂs study emphasizes Chinese-Thai management

practices that highlight Confucianism. Chinese-Thai’s



(Thai:citizen with Chinese descent) represent 8.5 percent
of the Thai population. Confucianism is the root culture
of the Chinese-Thais. This phileosophy has a strong
influe%ce business conduct. Howéver, in Thailand,
Confucianism is mixed with Buddhism, Thailand’s major
religipn, which promotes harmony and peace among people,
(Whitl%y, 1921) . The result is that Thai management system
highliéhts harmony among the owners and subordinates.

The Chinese-Thai family business is a simple
structﬁre, usually dominated by Pne owner. These
organizations have limited experﬁise and capacities. Most
Chinese family businesses have successfully carved out
their ﬁiche industries (e.g. proéerty, trading, and gimple
manufaciuring). They have been rémarkably successful in
these e;onomic sectors. Through §ears of effort, they have
come toldominate retail trade, and have also expanded onto
manufacturing, agriculture, transportation, and finance
(Whitle?, 1990) .

Siﬁilar to the Korean culture, The Thai-Chinese
family unit is an important component of the family
business. Generally, the eldest son of the owner will
consume%their father’s position and the other sons

(younge% siblings) will participate as upper level

managers in the organization while other family members

|
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(e.g.:uncles, brothers-in-law, Fousins) participate in
1oweri1evels of the management ?tructure (Cushman, 1998).
ﬁhis type of management style is very patriarchal.
Althoggh the “sons” of the owne# are included in the
managehent team, the most imporfant person controlling the

business is the owner (the father). The “sons” have no
“real voice” in the company. Théy do not have the
authority to make decisions on Important issues [e.g.
investing in a new project or iﬁplementing a new network
systemf (Whitley, 1992a). The “sons” are under the control
of their father until their father retires, at which point
the eldest son assumes the role of the leader. This type
of family management is very similar to the Korean system.
The owner (father) is the “King” of the kingdom (the
|

company) and the sons are the adopters of their father’s
policieg. |

The following section will provide an overview of the

traditional Chinese management style that highlights

familisT, paternalism, hierarchy, respect, and harmony.

i Traditional Chinese Management System
|
Ac?ording to Redding and Hsiao, (1990), the dominant

managemént principles of the Chinése family business can

be summarized by the word “partrimonialism”, which covers
|
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a wide range of themes such as paternalism, hierarchy,
|
mutuall obligation, respect, familism, personalism, and
| I
connecﬁions.
anfucianism provides a work ethic which is
characferized by diligence, reséonsibility, thrift,
promptﬁess, co-operation, and learning (Redding and Hsiao,
1990).:Much of the recent succeés of the East Asian
countries may be caused by the ﬁervasiveness of a
Confucian influence, (Jacobs, Guopei, & Herbig, 1995f.

1

It has long been known that maintaining good personal
| 1

relationship between individuals is very important in

Chinese culture. Guanxi is one of the major dynamics in

the Chigese society (Tsang, 1998). It has been pervasive
in the Chinese business world fof the last few centuries.
Accordiﬁg to T. Ambler, (1994), the Chinese word guanxi
refers ﬁo the concept of drawing'on connections in order
to secure favors in personal rel%tions. It is a
complicéted network which Chinese cultivate subtly, and
artistiéally. It contains mutual obligation and
understanding Chinese thoughts toward long-term business
relatioﬁships (Ambler, 1994). It is commonly recognized

. .
that guanxi is a key business determinant of firm

performdnce, (Luo, 1997).
i
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Although Chinese place great stress on rank, guanxi

operates on the individual level (Abramson & Ai, 1994).
This ig because an employee wil% be rewarded (e.g.,
commis?ion or bonug) or promoted by the organization if he
uses his personal guanxi for organizational purpéses
[e.g.,{marketing, promotion, and sourcingl] (Brunner, Chan,
Chao, & Zhou, 1989). Chinese business relationships are
informél (Hendryx, 1986). Business dealings are done by
oral agreements and guaranteed by an individual’s

i

character in their community (Bafton, 1983) .

Cdnfucianism is concerned with the task of trying to
establish a social hierarchy strong enough to harmonize a
society. Individual requests arelheavily downplayed. But
in many relationships that take place beyond the family,
the individual plays an active role in determining the
character. Hwang, (1987), stated that the Chinese people
place gﬁeat importance in face (mienzi). The idea of get
pleasﬁré from the status of not losing face and at the
same time saving other people’s face is a key element in
guanxi.lAccording to the Chinese tradition, \1osing face’
sociallyiis equal to the physical injury of one’s eyes,
nose, orlmouth, (Yum, 1988). Mienzi is a subtle form of

social ai personal and status (Hwang, 1987). It is
| .

determined by social position and 'wealth. It is also a key
!
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|
component of guanxi, as one must have a certain amount of

mienzil to develop a network of guanxi connections
|

(Weidenbaum, 1996). Mienzi provides the influence one

needs to expand a guanxi network. In a guanxi
|

relationship, both parties are required to carefully

observe certain unspoken rules of reciprocity, (Yum,

1988).tDisregarding these rules can seriously damage one’s
reputaﬁion and lead to a humiliating loss of face
(Weide@baum, 1996) .

Iﬁ Chinese society, the exténded family is the most
important social force. All sons;have equal rights of
inherit;nce, and the family has to be kept together
(Ihara,' 1992). As a result, the éxtended family grows into
a clan.:This develops into a large organization based on
blood r%lations. According to Jacobs, Guopei, and Herbig,
(1995),iIn Chinese culture, all the sons of a family have
equal rights to inherit property: The family required its
members 'to work together. All sons contribute to the
growth Qf the family wealth. Therefore, they are equally

entitled to the family property. Chinese culture values
!

love with discrimination (Oh, 1992). According to this
I

principle, for example, children should love their parents
| :

and relatives more than they loved others (Ng, 1998). The

1
Chinese businesses have maintained strong family control.

32



They often show an unwillingnesé to hire professional

|

outsiders into the senior management of their companies
(Weidenbaum, 1996).
Trust has increasingly been seen as the key element

in the'business organizations (Lindsay, 1996). Employees’

|
participation in decision making is a dynamic process,

which is influenced by the level of trust between
manageﬁent and employees (Korsgaard, Schweiger, &

Sapienza, 1995). In other words, true employee involvement

' |
that increases management effectiveness is a result of an

. |
interaction of trust between management and employees

(LewicKi, 1998). Only powerful leadership may keep
employ@es working but it is not sustainable for motivating

or for building employees’ emotional commitment (Barber,
| 1

1983).

According to Confucianism, trustworthiness (xin)
plays aisignificant role in busiﬁess arena. Chinese
society:is built around kinship Aetworks, with close
family Eembers at the core. Loyaity and trust for family

members' is an obligation and is turned into reciprocity.
Often, trust plays a more significant role than legal

1
contracﬁs among Chinese business 'people. Thus, close

family members and relatives are those one can depend on

and trust the most (Fukuyama, 1995).
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The Li concept of Confucianism led to the development
of a mgnagement style known as Trule by man”. “Rule by
man” méans that top decision makers have full power and
that decisions should never be éuestioned. The problem
with bﬁsiness management is thaﬁ top decision makers have
unlimited powers, but, there is nothing to guarantee that

these powers are not abused, (Jacobs, Guopei, & Herbig,

1995) . |

|
“Rule by man” assumes that top decision makers are

intelligent, of high level of honesty, and will use their

I |
power correctly. Unfortunately, with unlimited powers, the

person 'may make wrong decisions and sometimes ruin the

(

business. He may use his feelings, instead of objective
' |

criteria, for personnel promotion, and performance
evaluat;on. This explains why “rule by man” has become
paternaiism and is a problem, (Jacobs, Guopei, & Herbig,
1995) . °
|
Chen and Chung (1994) obser&ed the influences of
Confucianism on organizational communication in Asian

countries. They identified some characteristics of

interpersonal communication as a consequence of Confucian
influence: communication rules are emphasized as strict
communication patterns are required for the hierarchical

i . . . .
structure of relationship. Intermediary is necessary for



i
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i
|
1
|

resolving a problem or .conflict and communication style is
non-confrontational. .

| :
According to Weidenbaum, (1996), nine out of every 10

billionaires in Southeast Asia are Chinese. The Chinese

business enterprise family differs in fundamental ways
from the usual Western business firm in terms of its
organizational structure, nature of decision making, and

level of technology, succession, and public profile.
i

Professor Sheldrake (1999), the Head of the School of

}

Management at RMIT Business in Melbourne, comments on the
|

future of Asia’s family businesses. In the past 5 years,
! |

Western management style has been introduced to managers
!

in a number of Asian countries. They were introduced to
|

new concepts: downsizing, pressures to improve

productivity and return on assets.

According to Weidenbaum, (1996), current Chinese
firms have shunned the Western business structures in
order to adapt to the weakvsystem of contracting and law
throughout Southeast Asia. By U.S. standards, the
structures are simple, baéed on either production or sales

or service. Core business groups obtain varying degrees of

|
ownership in dozens, and sometimes hundreds, of small to

1
t

medium-sized businesses.
i
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AEcording to Sheldrake (1999), Western management

1 .
systems ranging from business process re-engineering and
|

outsourcing through to performance management and
!

productivity incentives have become widely adopted in

. 1
Asia.

On the other side, some have obtained the benefits -
|

and profits - of more rational practices and may want to

maintain control of traditional Chinese management style.

There is the debate over family businesses. Thus the

i

|
debate appears to be concerned with the most effective way

to getlthings organized.

Nowadays, many Chinese owned companies grow beyond
the control of one man (the owner) . The owners face with
the cha&lenge of either modernizing their management
system #ith the help of a professional management team or
maintaining the traditional Chinese management style.
There are two schools of thoughtlrelative to this issue.

'

|

Some researchers insist that the Chinese family businesses
' |

apply t?e western management systems and minimize the

traditional Chinese management style in an effort to

remain competitive. Other schools emphasize the positive
i :

role of .the traditional Chinese culture in the Chinese

family business. It is suggested that Chinese business

retain their cultural uniqueness.:
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For a long time, the family business structure of

. | ‘
many Asian enterprises has been seen as a major advantage.

1
Decisiveness in the market leads these companies to be

' |
effective and aggressive. Moreover, the ties of the family

cause éohesiveness and trust that makes such companies
formidéble adversaries, (Sheldrake, 1999).

That is the conventional viéw. In the past five
years,ihowever, there have been ﬁany criticism of the
family’business structure. There:are two side of

' i
criticism. The first side is that the succeeding
' I

generations can maintain the success of the Chinese

founders. The second view is that the family business can

only operate up to a certain size and that beyond that

size th¢ company can only operate effectively through the
impersohal processes, and without reliance on individual

links of kinship.

On the other hand, the Western management system

draws on the different value, whibh derives from the

traditions of Christianity. The dominant values are

- |
individualistic, emphasizing the benefits of labor rather
1 |
than merit, (Clegg, 1990).

The argument about the limits of the Chinese family

: Lo C e
business is also an argument about the significance of the
N |

Confuciapism to global business. Those who see the limits



i

| |
of the1Chinese family business élso want to point out the
advant%ge the Western approach. 'The West is wealthy, and
the East will become wealthy by copying that approach.

Aﬁout the hiring and training of new employees,
Wilkinéon, (1996), stated that, in contrast to Western
companies, where mistakes can be fixed by simply
replacément, the hiring procedufe in Chinese management
style has to be very carefully ansidered. In Chinese
company, lifetime employment prevails.

Ig is very important for Ch?nese to developing and
maintaﬂning their guanxi (connec%ions or relationghips),
which ﬁay result in loosing chance to use the low-cost
supplier. The Chinese business owners are more interested
in longiterm commitments to working together than in the
Western concept of a legally apparent contract, (Luo,
1997) . in Chinese business relationships, a formally
signed #ontract play less importént role in business
dealings. About one-third of the business relationships of
Hong Kogg firms are based on oral agreements (Weidenbaum,
199¢) .

Coﬁfucius advocates putting righteousness (Yi) before

| I
profits. Confucianism creates an attitude that profit

making #s dishonor or a sin. Myers, (1987), claims that

Confucianism is developed for a self-sufficient and
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| S
small—?cale economy. It advocates an equal distribution of

social?wealth. It brings a lack of motivation. The
restraint of the wish to seek méterial gains has produced
a 1ack;of aggressiveness and reéponsibility.

With the introduction of Western motivation theory,
the atgitude of the workers has:improved but the old
tradition dies slowly, (Wilsy, 1995). Now a good employee
can geﬁ higher bonuses than the typical worker. However,

|
he often shares his bonus with other workers because he is

afraidlthat he will become the térget of jealousy by
fellow Workers, (Jacobs, Guopei,i& Herbig, 1995).

Past research has also shown how Chinese culture
influences the structure and str%tegy of Chinese firms.
The Chibese firms are likely to develop a strong family
tie in érganizational structure that is characterized by
hierarcﬁy and centralized decisi&n— making. For example,
the traaitional Chinese management style may prevent
Chinese . companies from adcpting a modern strategy where
decentr%lized decision-making and non-family members with
technic%l expertise are necessary} The reason is that the

l

traditional Chinese family culture excessively emphasizes
|

i H
centralized decision making and control. As a result, the

Chineseifirms may not respond fast enough to the changes
i .

in the new business environment, (Das & Teng, 1998).

|
|
|
L
|
1
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Moreovér, professionals may fin@ it difficult to work in a
traditional Chinese company if they do not have any
kinship relationship with the oﬁner of the company.
Accordingly, traditional Chinesé firms may have trouble
acquiring adequate regources, iﬁcluding expertise and

human resources, to struggle in 'the fast-changing business
! I

world,i(Cheung & Chow, 1999).

'

The Chinese firms favor family ownership. To maintain

their family ownership, they are often unwilling to obtain
resourées from outside the family or kinship networks. As

| .
a result, the traditional Chinese firms are typically

small in size and have a simple structure. This small size
and simble structure often prevent them from competing in

. | . . . .
high-tech industries which require huge resources such as

research & development, marketing, and distribution, (Clegg,
1997).
To! decrease transaction costs, Chinese firms often

rely onlfamily networks, which often limit their ability
| L

to battle in foreign markets where these networks are
difficult to build. As a result, traditional Chinese firms

often térget markets close to their home where they have
| . !
family members or relatives, (Shane, 1993).

Hi?rarchy has strong influenbe in Chinese business
management. It often decreases employee’s participation,

| 40
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which is important to the business. Since everybody is

supposed to behave according to‘rank, people are reluctant
i .

to exp#ess ideas that may improve the company. This
explaiﬁs inertia in Chinese businesses. This lack of
workeris participationvis a majdr factor causing low
busine$s efficiency, (Jacobs, Guopei, & Herbig, 1995).

On the other hand, Weideanum,'l996 states that most

of the'top management positions in the Chinese family

business are family members. Other positions are for close
| 1
relatives and for lifetime employees who have worked for

the family for long periods of time. This strategy keeps
away from many “agency” problems| that Western businesses
|
face in getting executives to promote the interests of the
' |

shareholders. Within this framework, the Chinese family
i !

firm provides flexibility along with strong management

effort. These desirable characteis are encouraged by ties

|
1

of mutual obligation.
Comparing to the tremendous:flow of studies, reports,
and memos in the Western companiés, few of Chinese

companies set up huge staff departments, such as labor

relations, public relations, or research which require

ok . ‘ R
specialized expertise. These responsibilities are assumed
I

by the key family executives who are not the specialized

experts! And that can decrease business efficiency. Level

!.
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|
of spebialization is low, with few routine work
procedhres. Job descriptions aré hardly described in a
formal company handbook. This lack of a clear job
description may cause conflicts:in the workplace,
(Weideﬁbaum, 1996) . '

K%eping control within the;family restricts the size,
and especially the complexity, to which it can grow. This
is 1esé a problem for low-tech firms than it is for
high—téch companies which reguire more sophisticated
organi%ational structures and sp;cialized experts. Family
ties c;n be so strong that incom;etent and untrained
relatiﬁes are preferred over outside professionals,
(Weidenbaum, 1996) . '

Ho%ever, Special benefits—a$ well as
disadvaﬁtages—accompany the Chinese management style.
Decisivgness in the markefplace allows Chinese companies
to be aégressive and effective. fhe strong ties of the
family ensure cohesiveness and trust that makes such
companiés formidable (Sheldrake,;1999)._Family control
allows for a less bureaucfatic maﬁagément structure than
Western%companies use, one that permits rapid decision
making.iInformal networks are preferable‘fér many complex

transacqions. Personal trust replacesg formal-as well as
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more expensive and time-consuming, (Weidenbaum, Murray,

1996) .
|
Moreover, the informal structure of Chinese

organi?ations has also encouraged lifetime employment.
Loyal émployees can expect loyalty from their bosses,
(Jacobé, Guopeil, & Herbig, 1995).A stress on harmony

among Workers lessens conflicts and makes a smooth running

3
)

of a bﬁsiness, (Bruce, 1998).

In recent decades, traditional Chinese firms have
}

been changing in both their struFtures and strategies. An
|

increasing number of Chinese firms have begun to be more

complex and bigger operations. Also they are entering to

the international markets, (Myers, 1982). Consistent with
| |

these changes, they begin to hire more professionals for

the topfmanagement positions from outside their families,
! |

and begin to structure their companies with decentralized
decision-making systems, (Child é Lu, 1996).

All the above changes are rélated to the changes in

: |
traditional Chinese family company. Many recent studies

|
have reported changes in the Chinese family company in all
|
Asian cguntries, (Bond & Xing, 1985; Huo & Randall, 1991).
, : - | ,
For instance, the results of many studies conducted in

Hong Ko?g have noted changes in the traditional

family-oriented collectivism (Huo & Randall, 1991;

I
| T
!
!
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Westwobd & Posner, 1997). Westwood and Posner (1997)
|

compared the cultural values of 'managers from Australia,
|
Hong Kong, and the USA. Based on the broad thesis that

Chinese (Hong Kong) are more collectivistic than their

Western counterparts (USA and Australia).
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CHAPTER THREE

FINDING AND DiSCUSSION

The purpose of this study is to examine the impact of
Confucianism, especially paternalism, on organizational

culture in terms of the communication and management

structures in a middle size Chinese family own company in

Thailand and the problems faced by the Chinese family

business (relative to their communication and management
|

o) 1
practices). _ \

The interviews were conduct with Rian Thong Poultry

Feed (ﬁTF) Company in Thailand, thch employs the Chinese

1
|

Family Business (CFB) management system. The purpose of

this qualitative investigation is to inquire about the
communication structure and to obtain insight into the
| '

Chinese/Thai family business management structures.
In%depth interviews were coqducted with the owner and
top manéger including ten employees. Manager, owner and
employees were asked about decis%on—making participation,
authorities, job responsibilitiesb communication strategy,
and manégement style employed in Ehe organization,
includi%g the relationships among:workers in the
workpla%e. Also, questions were agked about the relevance

and nature of information sharing to gain information
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about the level of cooperation between the executives and
1 . )
their employees. Finally, questions about the basis of

colleague's relationships will be raised, involving a
discuséion about the relevance of formal contracts, trust,
respecﬁ, friendship, and kinshiﬁ.

The expectation of finding CFB organizational
patter@s in Thai industry is enhanced by the notion that
the CF% mode of organization has been adopted remarkably
consiséently by ‘overseas Chinese’ across Southeast Asia,
(Reddiﬁg & Hsiao 1990; Redding &:Whitley 1990; Chen 1995).

Aécording to the interviews, the findings of the
study dn the communication and management structure in the
Chinesg family business are consistent with the

l

expectapions formulated earlier pased on previous-related
research that ¢orresponds with CFB characteristics. Given
the coliectivist context of Thai:culture, it is apparent
that they develop management Strﬁcture that has Chinese
- family business system characteristics.

With respect to relationshiés within an organization,
this Co%fucian—based and family—éentered paternalism

encourages personal relations (Redding 1990; Whitley
i 1

1992a) . The behavior of the RTF can be referred to as
|

paternalistic, which reflects the mutually reinforcing

influence of Confucianism philosophy. Paternalism in
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Thailaﬁd is combined with Chinese ideal of social unity
|

that, in turn, forms the basis QE high levels of

collectivism within the society 'in Thailand. In the social

! |
structlire of this society, the father figure is obliged to

take care of the group members who, in turn, have to obey

i '
, |
him. :

Research Questions

What is the Decision-Making Process of the
Company?

Iq the decision making procéss, it depends on the
|

situatﬂons; If it is a decision—baking for “day-to-day
operation”, any family member deéling with the problems
can make his/her own decision. waever, sometimes, they do
informgl brain-storming or ask f;r advices from
senior-experienced family members. Experienced family
members are the first generation{of this organization.

They have been in the agricultural business for over two

decades. According to the concept of Chi (or Zhi), which

means wisdom, senior-experienced family members are
considered counselor. Less.experienced'family-members are
expected to ask for advice from ﬁhe experienced. So, the
second éeneration usually asks fér advice or feedback on
their d?cisions. On the other haﬁd, if it is a

“decision-making affecting company’s policies or
|
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practiées”, one of the owners oY all of them (depends on
the situation or responsibilities) will take this role.

|
According to the Confucianism, family businesses

' |
normally include five groups of people: the core family
' |

member; cloge relatives, long term employees, distant
‘ |

relatives, and non-related empldyees. The core family
' I

members are in the dominant pos#tions, (Mulder, 1989).
From the interviews, among owneﬁs, they are all equal

decision-makers because they are all brothers. They don't

|
I
|
have formal decision-making process but usually, they ask

i
for other owners’ ideas, comments, or agreements before

they decide something very imporpant to the company. When
any owﬁer faces problems or difficulties, he would think
if it’s under his field of work.:If yves, he will decide
the plén of action or solutions. If it’s other owner’s
responéibility, he will tell the.problem or difficulties
to the owner who is responsible for and that owner will
find the solution to the problemé. However, when they
decide @hat the company should/sﬁould not do, he will ask
the othérs for suggestions or comments. Finally, it

becomes! the solution or plan of the company. The finding

L . . ,
is consistent with previous researches (Weidenbaum, 1996);
|

i
discussions or meetings are often dealt with by common
1

understénding and a note jotted in a diary. Fundamental
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1 .
business decisions are made on the basis of experience,

intuition, and informal exchanges, rather than detailed

statistical reports or the expensive advice of external

consultants. The finding shows that Rian Thong Feed

executives deal together personally, with information
spreading through an informal network rather than through
more formal channels.

However, the decisions for day-to-day operations, the
managers usually make decision by themselves. For
day-to-day operations, the owner? delegate their
decision-making to the middle—le?el management team,
including the sons. The way they'delegate their
authorities for decision-making for day-to-day operations

|

speeds up the decision-making process, and, finally, it
!

speeds up the whole operating system. This delegation is

one step closer to integrate modern western management
|

style with their traditional Chinese management style.
}

As you can recall, Mr. Ping'is Mr. Chai’s son (these

are the fiction names. The real names are kept anonymity).
They hoid Chinese tradition, in which, the second

generation will assume all duties of the predecessor. In
|

this caée, Mr. Ping, the eldest sbn, will assume the

owner’s position when Mr. Chai retires from the job. This
|

traditién reflects the concept of Confucianism that the
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son (eépecially the oldest one):is obliged to assume
positign of his father. However, they do not have the
exact Eime when Mr. Chai will rétire. He is sixty years
old bu? he is still holding theihighest position of the
compan&. He feels that Mr. Ping 'is not fully capable to
assume:his position yet. Meanwhile, he is stepping back,
bit byibit, and let his son assu@es more and more
responéibility. Today, Mr. Chai ﬁoes not need to work
eight hours a day. He cuts his wbrking hours about half
becausé his son can handle lofs %f works with better
understanding of their business.

\

Mﬁ. Ping perceives Mr. Chai,as a father, for sure, at
|

home. But at the working place, he is the owner of the

‘ 1
company|. However, their relationship at work is not a
strict Er formal supervisor and éubordinate. Their working
style is informal but, rather a flexible sgsystem. He
doesn’ticall him “sir” but, instead, he calls him “dad”
when théy are working. His father does not really have
deadline for him in accomplishing tasks. However, the
father ﬁeeds to know when his soﬁ will complete the task.
At work% the son respects him as the superior, but at the
same tiﬁe, the son also respects ‘him because he is his
father.;The relationship between‘father and son supports

“each otﬁer’s decision-making to some degree. Mr. Ping, as

1



\

a manager, makes his own decisiqns on some day-to-day
probleﬁs. Other times, he needs support and advice from
experiénced persons. Mr. Chai ié an experienced owner and
he is #he father, so Mr. Ping can ask for advice from him
at any time. Actually, Mr. Chaig(the owner) delegates a
high level of authority to Mr. Pﬁng (the manager) to make
decisi?n. However, Mr. Ping, wholis of a younger
generaéion, has to ask in case hﬁs father has another view
on the?problem and can offer some insightful suggestions
and solutions. This kind of working relationship makes the
! f
decision-making more effective and accufate. The fact that
Confucﬂanism promotes respect tolseniority gives some
advantages to the company.

HoWever, when some emergency situation happens in the
company}and it needs to be solved immediately, the manager
(the sop) could not make an immediate decision of what he
is assiéned. Since the young manéger does not have enough
authoripy and money he has to fund the project, he has to
go back and re-brainstorm with his father and his uncles
again. This phenomenon is influenced by one of the
Confuciénism components, Chi (orlzhi), which means wisdom,
derived from both history and experience. Father and
uncles ére considered business people who are full of

1

wisdom since they have much more experience. Younger
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! 1

managers, sometimes, need advicg from experienced persons
for beét effective decisions.

This finding is consistent‘with the previous studies
(Weideﬂbaum, 1996) . The Chineselbusiness enterprise family
differs in fundamental ways froﬁ‘the usual Western

business company. The head of a Chinese company typically

is a “paterfamilias,” all-powerful in both social and

economic spheres. He delegates kéy activities and
positioFs to members of the famiiy. Within the family,

judgment made by the father is absolute.
Ambng the management team, they share everything
equally; including financial information regardless

whether' s/he is the family member. They have a trusting

relationship since all the owners are brothers. They
usually hold informal brainstorming meetings among Owners
and family-member managers. But there are also some

non-family members working with the management team. And

things are different when working with non-family member
managers. There are more formal discussions, formal

informaqion sharing and formal asking for agreements. On
T
occasion, the Chinese business enterprise takes on some of
i )
the trappings of a modern corporation, such as the
!

' |
recruitment of professional managers who are non-family

members and a degree of ownership of stock holders,

|
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|
|
| ,
(Weidenbaum, 1996). But even then, according to the

findings, and consistent with the concept of Confucianism,
the mo%t desirable assets shoula be kept in a maze of core
familytmembers and trusts controlled by the family
members. Family members continue to make the strategic
decisions, whether formally or behind the scenes.

M%ny observers have noted that in comparison to
Westerﬁers, the Chinese have a stronger tendency to divide
people !into different levels of categories and treat them
accordfngly. Basically, bonding Ean be divided into two
bases: blood, including family members and relatives, and

1

social4 including such friends as work colleagues,

' |
neighbors, or schoolmates. The closer the base, the more
effective a bond can serve to remove doubt. For instance,
favoritism decreases as a relatiénship becomes more

distant. This may explain why family businesses are the

most common form of corporation among the Chinese. Family
i

members are considered to have the tightest bonds and thus
are the;most trustworthy. According to Confucianism,
trustwo%thiness (xin) plays an important role in Chinese
company. Loyalty and trust for family members is an
obligation and is turned into rediprocity. Often, trust

plays a more significant role than legal contracts among

L
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busine?s people. Thus, close family members and relatives

are th$se who can depend on and trust the most.
A%cording to previous research, sociologist Peter

Bergeri 1994, notesg that Chinese’businesses are almost

always | famlly firms because, w1th1n traditional Chinese

culturé, they can only trust close relatives. After
|
intervﬂewing people in Rian Thong Feed Company, some

employées who are not family members revealed that they do

| .
sometimes feel unhappy. The reason is because they feel

'

not fu%ly trusted by the owners and that may make them

want to leave the company when they can start their own
! |

businesls. In practice, professional managers of this
|

companyiare well paid. However, #hey quickly face the

limits %f their authority, especially when they deal with
family %embers who nominally repért to them. If this
company%still holds the strict t%aditional Chinese trust
belief,%the company may lose the:professionals which in
turn, wgll obstruct the company’; competitiveness.

- ;

|
The results of this study also suggest that the

| |
degree ¢f participation of employees in the decision

i .
making ﬁrocess in this Chinese f#rm was significantly low.
The own%r and managers are rarelj prepared to share power
with eméloyees in making a final:decision. When there is a
diverge%ce of opinion between a ﬁanager and employees, the
i
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|
|
i '
| |
result? of this study indicate that managers are not
likely%to reflect their subordiﬁates’ influence in the

| '
final aecision. Within the organization, the flow of
inform;tion is tightly controlléd. The amount of éompany

|

knowleége given to a specific subordinate depends on the
degree%of trust that the superiér has in the individual
employée. Finances especially are considered a family
secreti Planning consists primafily of family discussions,

with tﬁe family head making the key decisions. In a
mediumisized business like Rian:Thong Feed, the owners
tend t$ control ali major functional areas of the business
| .
(e.g. éperations, marketing, accounting, finance, and
1 |
purcha%ing). They fee; that the Fmportant functions should

not be |delegated because they do:not want the non-kin

employees to know too much about' the business, especially
i |
financ%al and accounting matterﬁ

' | | .
times, ;the company grows very slowly or goes in the wrong

direction because the owner is the only decision-maker in
; |

the company (often times with limited expertise). However,
|

younger, manager (the son) believes that two-way
| |

. The result is that, many

communijcation is a valuable commitment of time in the
|

| .
decisiq -making process, which is a good sign showing that
| ; '

the younger managers intend to accept and apply the modern

management system.
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Evén though managers may believe that their employees

have the ability to complete a task, but they do not trust
| | .
the willingness of subordinates Eo take responsibility for

that task. The findings are consistent with the argument

in the literature that Confucianism uses the family

structure to cultivate its hierarchical pattern in Chinese

culture. Decision-making pattern of Chinese organizations
| [

is thus the extension of this family system. Employees are
|
treated!like ‘children’ who must be dependent and

obedient, andlnot be entirely trusted, while the boss is

seen as a ‘parent’ who must look ,after and control his/her
subordi@ates, (Mente, 1994). Employees must obeylhigher

managers according to rank; consequently, employees

developia culturally disposed psychological orientation of
dependence, (Shenkar, 1993). i

Dué to the influence of Chiqese Confucianism, respect
for hie?archy is emphasized among managers. This value is
likely Eo lead to an emphasis on:harmonious relationships
with peéple of higher status and:a low trust level in
people Qith lower status. Managefs are characterized as

keen to -establish a close relationship with highex
| |
management (Yau 2000; Shenkar, 1993). Confucianism
|
advocates Li (rites) as a basic doctrine. By giving
)

prominence to the principle of Li', Confucianism calls for
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maint%ining the established social order. According to
Confucius, everyone has a fixedtposition in society and,
proviéed each person behaves according to rank, social
harmoﬁy is achieved. A business person must understand the
implications of this strong senée of hierarchy to do
business successfully in the Chinese culture. The
tradit;ons of hierarchy provide an ordered collectivity
that ig often harmonious. Loyalﬁy and obedience to
superibr authority provide a soéial order. Workers are
expected to suppress their hostilities towards superiors.

Onh the other hand, because ‘'of hierarchical values,
the maﬁager reflects his thought that it is good to show
his trﬁst in subordinates, as they believe that it weakens
their étatus among people who aﬁe of lower status.

Accordingly, managers take a diﬁferent view of their own
roles compared to those of theirfsuperiors and
subordinates in the decisibnﬂnaking process. They are
likelyito impose their voice in decisions and to give
littleFChance to subordinates to;express their ideas in

decision-making processes, thus maintaining their high

status. On the other hand, to their superiors, they are
I

likely ﬁo show respect in order to cherish the ‘good

guanxi’iin the hierarchical system. Because of the social

implica#ions of hierarchy, and family-oriented, the owners
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|
1
|
|
\
|
|

frequently play dominant roles in meetings with their
. .
employees that are formally designed to be participative

in their procedures.

!
The combined results suggest that management people

| |
hardly!invite employee participation in decision-making.

v

|
They p%ovide employees with more formal means of

participation in the decisionmwking process, but with
less cgance of influencing the decision outcome. In Rian
Thong %eed Company, larger numbérs of attendants at
meetin;s does not necessarily méan greater employee
participation but rather that the meetings are considered
import%nt and that the managersthosting the meetings have
high s%atus. Many Times, over h@ndred employees are called
for th% meeting, but they hardlj have chances to express
their 6pinions. In contrast, younger Chinese manager
indicaﬁed that sharing problems informally was an
effectéve way to proceed in decision making. Future
resear%h needs to explore the reésons why traditional

. | .
Chinese managers prefer formal meetings. Manager’s

practice limits participation because of their little

I

trust #n their employees. Participation in decision-making

process needs to be implemented in the actual practice in

|
|
|
the ordanizations.

|

i ,

|
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|

|

|

i v

CPinese management would need to change their

|

£

perception of their employee’s éense of responsibility and

| i
ensure| that no one person dominates a collective meeting

b

and th%t the ideas of subordinates were reflected in the
, .

final &ecisions. However, none of these changes may be

easy, %s it is influenced by the values of hierarchy in

|
terms of previous studies. The present study is consistent
! |

| |
with previous research in demonstrating that the sense of

|
participation of Chinese family:firm’s employees is weak.
| .

It may!be concluded that companies build high trust in

employées it serves as a foundagion for positive practice

and at?itudes toward employee p;rticipation. Managers’

levelsiof trust influence their 'confidence in encouraging
|

subordinates to take responsibiﬁity for aspects of

decision making. Only when theré is trust in subordinates’

|
abilities and moral qualities will managers be comfortable

with subordinates’ suggestions and ideas, as well as
|
delegaﬁing responsibility for implementing decisions.

|
Otherwise, managers will feel that there are unjustifiable

1
| L
In an effort to modernize Rian Thong Feed’s
!

management practice, the owners must consider delegating
authorilty. Obviously, the owners will be responsible for

monitoring the performance of the company and controlling
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financial matters. It is suggested that weekly and monthly
| |

production and sales reports be submitted to both of

them-so that they can stay abreast of company performance.

Howevei, conferences with sales managers and salespeople
should be held at least twice a month (to remain
knowle@geable about the competitive sgsituation of the

compan?). A mild-version of open book management should be
|
|

impleménted in this process by sharing with the sales

people the sale figure in each category and area. By

¥

| 1
having 'the functional managers and salespeople participate

activeﬂy in the decision-making process, employees’

efficady and increased job satisfaction will certainly
result.I

It\means senior management is responsible for
delegat;ng a certain amount of each element to specific
roles, ﬁasks, or activities. For example, managers must
define %he role and responsibility of the job each
employeé is to perform, spelling:out exactly what the

employee is and is not responsibie for in doing the job.

Managers must also define how much leeway an employee has

i |
in making financial decisions.
|

Managers basically provide the guidance for decision
making instead of setting up rules for how to make
decisions in each specific circumstance. Once this is

'
|
I
\
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established, an employee has the latitude to make

L

discre%ionary decisions in orde# to do the job of make
someth&ng happen, deciding whicﬁ option to take on a
project, or identifying the best way to accomplish a task.

Iﬁ today’s challenging business environment(
delegaﬁion helps free up a lot éf senior management’s
time. éxecutives can now spend more time running the

busine§s and making high-level decisions rather than

micromanaging the workforce.

|
How do .Ambiguous Job Descriptions Cause the
Problems for the Company? \

Mr. Ping’s position is the Assistant of Deputy
' [
Managing Director. The Deputy Managing Director is his
| .
father, actually. However, working in Chinese Family

Business, his scope of work is.really wide, wider than
!

just the assistant of his father; due to the lack of

formal job description.

Formally, the owner is the Deputy of Managing
I |
Director and, also, he is a Chief Financial Officer. He

controls all finance matters of the company. He controls

workinglcapital and deals with bank officers for loans. He
|

also has a voice in approving all important decisions for
i

|

the combany. Also, he is responsible for all company’s
! |
license§ and registrations. These are all his formal
.
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: I

duties. However, he is also responsible for purchasing
| |

some machines supplies, equipments, and also office
! I

supplies. These are his informal duties that he has

v
\

assumed these duties since the company started. He thinks

he can handle them effective'an&, especially, it can save

some human resources.

confucianism provides a prescribed response to most
| '

!
situations. Individuals are judged by the way they

correspond to these prescribed patterns of interpersonal

relations. So long as the person conforms to group

expect?tions in order to maintain the concept of face

)

(mienzi). The loss of face (mieﬁzi) occurs when the group
! |

expect?tions are not met. Losinq face (mienzi) can have
negati&e social consequences intConfucian societies. The
lack oﬁ clear job description of the organization and the
loss of face can create difficulkies for honest
communication. External appearanﬁes may conflict with
intern%l realities. Often foreigh bﬁsiness people are
confused and frustrated by the 1gck éf authority of a
person with a high-sounding title. According to the
interviews, we found that an ext?rnél high-sounding title
may noq reflect the person's rea; position in the company .

Businegs people must avoid lettihg this frustration cause

the codnterpart a loss of face.
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TLe job description is a written statement that
defines the duties, relationshigs and results expected of
anyoneiin the position. Due to the lack of clear job
description, employees, sometimes, do confuse what job
they a%e doing because some of ﬁhem are working on the

same job, but for different superiors. The company does

not ha&e a good, formal, and clear job description because

I
|

the owners hold Chinese tradition. They assign jobs to any
employées without looking at employees’ current works.
They k#ow that whom they should assign that particular
project to because they know which employees can handle or

. \
complete that project. However, employees usually get
|

| |
confusgd when they are assigned new projects or jobs
becausé new duties may be total%y different from the jobs
they aée working with.

Even though they have formql positions, superiors and
subordinates, they assign dutie% to each employee
according on what positions and jobs are in sufficient
employﬁes. Many times, managers:switch employees from one
duty t$ another because of many'reasons. Many times, some
employees are not suitable for that particular duty.
Sometimes, they ask for changes because they think they
can woék better on another duty. However, although they do
not ha&e a “formal” or “systematﬁc” job details or
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respongibilities, some of them ﬁhink it suits for their
tradit#onal management style because they can assign
dutiesito employees and let theé work on what they think
they cén do best and it is flexible to assign some
emergency cases to some employees, if needed. Or if the
employees have any problems with their jobs, they can just
come and talk to the supervisors. Also, some employees
don’t think there is working conflict among employees

because even if they don’t havelformal job description,
they k%ow informally, by chattiﬁg among themselves, what
jobs they are working on, whom ﬁhey should ask for more
informgtion regarding jobs, etc. According to the
Confucianism emphasizing the cuxtivating and maintaining
interpérSonal relationship among colleagues, employees can
work h;rmoniously without the férmal job description. On
the other hand, without clear and formal job description,
some of the employees feel they are doing the same jobs.
They think it wastes their time, energy and resources.
However, employees do not ask for a formal job
descri?tion. It is not because they do not want, but, it
is bec§use they do not have a voice in the organization.
The co%pany does not have “two-way” communication (two-way
commun?cation will be discussed in the next research

questién). They do have only one-way (top-down)
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communﬁcation system. The primary goal to solve the

problem is to build two-way communication system
| 1

(especially bottom-up communication) as their culture. But
with the current organization’slculture, it is not easy to
change:their practice because the owners of the company do
not hold an MBA or any business title. They do not know

the joF description. What they know is how to squeeze as

1

much of a profit from a current'situation; this includes

reducing or maintaining expenditures. Maintaining

1

expenditure means assign as much as works or jobs to every
|
employees without hiring new employees, unless extremely

needed. This is a time—consuminé, long-term plan for them

to accomplish. Fortunately, the,younger generation manager

such as Mr. Ping (the son) has western management
i |

knowleage from the United States. He would like to create
and imblement a job description. He thinks that the
compan& needs a formal and clea% job description for all
of employees in order to have a'good and compact
organiéation’s structure. Havin$ a clear job description,

employées will know what dutiesithey are responsible for,
|

and whom their superior(s) is (ére). After accomplishing
| |

this gbal, as a long-term goal, he also wants to plan for

international standard: Good Manufacturing Process (GMP),

|
HazardlAnalysis Critical Control Points (HACCP) and ISO

|
t
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9002. However, before thinking about implementing these

standards, they need a better organization structure and

including job description. ,
Designing formal job descriptions is very important
(curreﬁtly, RTF has no formal job descriptions). There are
severa# times that the managemeﬁt cannot find the person
who is really responsible for aicertain duty. Because job
descrigtions are ambiguous, employees tend to duplicate
job ef%orts. Introducing formal:job descriptions will be a
revoluFionary strategy for Rian:Thong Feed Company. Job
descrigtions will reduce job duélication and ambiguity and
promote efficiency and accountaﬁility within the company.
The result of this initiative ié increased employee
satisfaction, and a decrease inlrole conflict that will
reduce: job stress. Goal setting techniques are also
criticél. Goal sefting will be used in the performance
appraisal system. Employees will be encouraged to identify
specific and challenging goals that enhance organizational

effectiveness.

How do . Top Management Workers cdmmunicate to
their Employees? ‘

Since this company employs traditional Chinese family

busineés management style, they admit that, among the same

level of management, but not a member of the family, he
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|

will not receive the same amount of information.

Especiélly, employees, they do not disclose financial data
' |

(excep# employees who are respoqsible for accounting)

i .
becaus? the company is not a pu@lic company. So they

| ! . ’
reserve the right not to disclose some information to the

: |
employees. On the other hand, for family members working

| :
in the'management team, they all receive all financial

information, especially owners, because they have to be

responéible for all loss and debts occurred in the

company.
! |

| )
Confucianism highlights behavior that promotes

I
harmonious relationships. Personb should behave according

| . ; , . .
to their positions and perform their roles, in this case

superiérs—subordinates. Mr. Chai. (the owner) rarely spends

time afranging meeting with employees. He is sixty years

old, sé it’s quite impossible for him to walk into the
plant %nd talk to all employees @orking with machines.
Theref%re, it is difficult for employees to personally
requesé, respond, oOr express the%r ideas to the owner.
However, he sometimes, talks with some employees working

in the office. They talk about béth work-related items and

non-working topics. Mr. Chail holas Confucianism belief

that copcentrates on seniority, iank, and hierarchy. Mr.
Chai does not really have a close-interpersonal

i |
|
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1 .
I |
|

i 1

I t

relationship with his employees;because most of the
employees perceive him as their;boss and they are guite
!

differént in age. The influences of Confucianism that
" ! |
|
emphas?zes seniority and hierarchy obstruct the chances

that e@ployees request or express their opinions to the
i

ownersi However, Mr. Ping (the gon) is working for him and
he hasia'good and close-interpersonal relationship with
his coileaéues. His son usually:comes and talks to him

|
about émployee problems or what:they talked about earlier.

! |
So, the owner can know what’s going on with them from his

i |
son. But, that is the only channel that executives
| i
communicate with their employees.
i I
Even though the owners hardly have interpersonal
: |

relationships with their employees, the younger manager

(second generation) spends some 'time talking with his

colleaéues, developing a rapporth hearing their chance
T I

. . | ,
suggestions and ideas, for example, new networking

softwa%e and maintenance plans fbr machines. This is
called;informal “bottom-up” commbnication that has a very
open p%ocess, where the employeeé are involved in the
whole ﬁrocess of communication. &his system reaches out
all th% workers in the company agd pull them in. it gives
them oﬁportunity to get involved:in the communication

process. The lower level workers'have chances to present

1
t
]
i
!
I
)
|

|
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i
|
|
i 1
and reFlect their opinions back to the top level of
| ,
manage?ent. *

| C D
Confucianism advocates hierarchy and seniority, when
: |

the emﬁloyees have problems or some ideas, regarding their
| _
work, they feel uncomfortable té ask for suggestions or

advice%from managers. Instead, ﬁhey would ask and discuss
the prbblem with other employee;. The result is that top
manage%ent levels hardly know tﬂe probléms or conflict
among émployees.

|
However, it is not correct 'to conclude that

1

Confucianism influences the Chi@ese family company and
that iﬁ has a negative effect in their organizational

. )
communication and management process. According to Gibson

2
' 3

and Ma#coulides, (1995), the manager has to construct a
person%l relationship with theif employees. One way to do
this i% through informal discussion, during which both
partie% may share inner feelings and disclose personal

secrets, indicating sincerity and frankness. Factual and

|
feeliné disclosures at a deeper level can be regarded as a

sign of commitment to a relatioﬁship. Also, if certain

issues

are touched on during an informal discussion, one

| '
can hi@t at one’s preferences or state them rudely while

showing interest in the other’s needs. Through informal

|
|
i
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discuséion, Chinese people may be more willing to reveal

specific information about them.
| .

|
According to the interviewé, the company usually
|

holds formal meeting only a few times a vear. They,

however, employ informal communication in order to build
I

|
relationship with employees. Contrasts to the western

culturé, working life and persoral life are not absolutely
|

| :
separa?ed in the Chinese culture. From the interviews,

|
some employees say that they do have close personal
| |

relatiénships with their supervisors. The supervisors
|

don’t iequire employees to call 'the superiors “boss”, but
i \
instead, they prefer employees ﬁo see them as a friend or

| ;
colleague. Managers often spend time having lunch with his
|

colleagues. Many times, he treats them to lunch. At lunch
i |

time, they usually talk about what is going on with the

compan& and ask if they have seen any problems or if they

have aﬁything uncomfortable or if they have any ideas or

sugges&ions for the company. They have lunch together from

. | . .
time to time. Everyday, the managers go into the plant and

talk to employees and ask if they have any problems or if

they have any suggestions about the working place. They

| \

usually come up with some very impressive ideas. Managers
|
! [

can so%ve their problems that occurred in their working

|
place. 1At Rian Thong Feed (RTF),' close relationship

|
| 70
|
|



! ]
affects communication in the positive way. According to
one of the concept of Confucianism called Chung, meaning

|
. . t .
reciprocity, the relationship between superior and

|
subordinates is reciprocal. When the manager assigns

something for employees, they willingly do it for him.
Many times, they even offer to ;ive the manager assistance
when h¢ is working on some emergency cases. They are
willinély to do so because they:have a close relationship
with their supervisors. :

Agcording to Albert J. Lotﬁ and Bernice E. Lott,
(1974)1 to develop a closer relétionship between managers
and emﬁloyees, gift-giving is an indication of goodwill
and respect. To reiterate, gift-giving in Chinese culture
is a w;y of building long-term felationships, not a
fee—foT—serVice. According to thHe interviews, we found
that mést of the employees feel very pleased when they
receive special gifts or gratification from his/her boss
in the;special occasion such aslchinese New Year.
Moreovér, employees even feel more pleased when
individually received gifts from the managers in personal
event éuch as wedding gifts, gifts for their first born,
etc. However, according to Hofstede and Geert, (1984), if

one in%ends to use a gift to inhibit rational

decision-making, not only would it result in only a
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short-term benefit, but it could also be considered

bribery. The art of presenting a gift comes from knowing

when to give and on what occasions, such as Chinese New

Year and anniversaries--times that imply a personal

concern without a clear objective of gaining an advantage.
I

To preFent a gift out of the blue is socially awkward. And
because Chinese are highly concerned with returning favors
they réceived, eventually the payoff will be realized,
(Hwang, 1990) .

ngeloping personal relationship in Chinese family
business company is not limited;to gift-giving; it can
also extend to emotional or afféctive responses, (Yum,

1988) . In the Chinese culture, when one has difficulties,

acquailntances are expected to render substantial

assistgnce, (Yang, 1994). One common practice in Chinese
firms,:including Rian Thong Feed, is that managers
continually attempt to build obligations from their
employees by maintaining strong friendships and doing

personal favors. The result is ﬁhat the workers then feel

. |

they owe a favor to the manager and they are more willing
i

to do more than their share of work or exhibit more

| :
loyalty. Therefore, in the organization, the manager or
i |
owner should continue extending the relationship by
l I
offering personal favors to their employees.
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Another way to develop a unigque relationship with the

employees is to “get personal” with the employees. This
|

implies something specific to tbe two parties in the
relatignship, such as sharing iéner feelings or personal
concerhs, (Ralston & Gustafon, 1995). To achieve this, one
must dévelop empathy, which is defined as the ability to
undersFand someone else’s desires and goals, (Gronroos,
1990).:People have to be willing to acquire an in-depth

knowleage of their partners and to know what appeals to
their heeds. Empathy is linked %t a cultural level to the
ability of an individual to seetsitﬁations from another’s
perspective, though not necessa#ily agreeing with such a
perspe?tive, (Ganesan, 1994). It exists in Western
busine%s relationships as well, particularly in
negoti;tions. It also plays a méjor role in
relationship-building in Chinesé culture, because the
Chinesé employees are unlikely éo communicate their
preferénces and opinions openly, so as to avoid offending
or beiﬁg rejected by others. Thgy expect people to

anticipate others’ needs or to know their feelings without

asking or being told. Quite often, what is not said is

more important than what is said, (Pye, 1986).
Aécording to Ralstonand, (1995), a truly, healthy,

|
and lasting relationship among the Chinese requires trust,
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bonding, reciprocity, and empathy. These are the
: ,

interrélated constructs for building holistic
i .

relationships between managers and their employees. Hence,

it is essential for the managers not to use the

traditional Chinese culture regdrding seniority and
superiérity in working or communicating with the
emplOY?es.

From the findings, Confucianism thus promotes
!

|
interpersonal relationships between executives and
|
workers. Establishing and cherishing interpersonal
[
relationships can lesson the gap and tension between the

superiors and subordinates. In dddition to the
|

interpersonal relationship betweéen executives and

1

employées, the company is suggeéted to provide the

additional channels and opportunities for the employees to

reflecE their feedback back to Ehe management level. To
suppor£ a two-way line of commuﬁication in the company, I
would advocate a formal and informal line of “bottom-up”
communication. For a formal bottom-up line of
communication, RTF management should set up a policy or
action;to encourage employees to openly give feedback or
suggeséions (to their superiorsf. However, consistent with

the Chinese—Thai culture, there still is a high power

distan¢e in the RTF management structure. In order to
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i
avoid the initial reluctance of the employees to express
their ideas or feelings, RTF should encourage a bottom-up

t

line o% communication through anonymous measures, for
examplé, a suggestion box. To enhance informal lines of
communication, Mr. Chai should meet and talk with his
employées, even the blue-collar employees working in the
produc#ion units. When employeeé feel that they have a
“voice; and their voice is heard, they express a sense of
ownership and loyalty to the company.

| )

Té encourage employee feedpack, the company should
consider a mild-version of open{book western management .
Howeve$, they still have to remain cognizant and
respectful of the Chinese culture and recognize that there
are limits to our initiatives. ﬁor instance, the control

| )
issue,!the Chinese management style is highly centralized
and has strict financial controlled. A mild form of open

book ménagement might be acceptea by the traditional
leaderé, I believe that sharing ﬁroduction reports with
the préduction employees would encourage them to suggest
|

or recémmend ideas that might improve Rian Thong Feed'’s
bottomiline. This type of employ%e involvement would
certainly empower these employeeb.

Ofganizations also need the, infrastructure in place

to supéort communication and collaboration. That is, if it
' !
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has an existing infrastructure ghat enables communication

among employees as well as two-way communication between

|

management —especially senior management—and employees.

Iﬁfrastructure goes beyond the physical technology of
wiring,and computers. It also includes elements such as
e—mailiand applications—for example, message boards,
onlineichat—that allow people to work together or

collaborate on a common project regardless of their
|

location.
[

The infrastructure facilitates organizational
' I
communication and is the vehicle by which senior

management relays information td employees. It is the
vehicl§ for constantly communicating to the organization
and keeping employees informed %bout what is happening
internélly. If used properly, ig is also the vehicle that
employées use to present their fdeas and discuss topics
that concern them. |
Ig an organization, communﬂcation has to move in two

directions. If managers only coﬁmunicate to employees,

i |
communication ends up being a h%gh—tech form of lip
servicé. It’'s important to recognize thét with open

| .

communications comes open dissent. Everyone should have

the riéht to voice an opinion. And it is management’s
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responsibility to address the relevant questions raised by

employees.
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CHAPTER ﬁOUR

CONCLUSIONS

The purpose of this study is to examine the impact of
Confucianism, especially paternélism, on organizational
culture in middle sized Chineselcompany in Thailand.
Confucianism focuses on the relétionship between man and
man, wﬁich is defined by five v#rtues:
humaniEy/benevolence (ren), rigﬁteousness (yi), propriety
(1i), wisdom (zhi), and trustwofthiness (xin). Another
focus is on the five relationships between father and son,

i

ruler and ruled, husband and wife, elder brother and

youngef brother, and friend and friend. This research has
! |
made me more aware of the pervasiveness and influence of
Confucianism in the Chinese business structure. Through
\ k

this educational experience, I was able to understand and
l

appreciate the unique differences of the Asian management
style. In my opinion, the Chinese management style
represénts the polar opposite of the Western Management

i
style.:For example, Western manégement is usually
decentralized; whereas, the Chinese-Thai style is highly
centraiized. The foundation of business transactions

highliéhts informal contractual agreements; whereas

Western management style strictly abides by a formalized
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and 1eéally stringent contract.vThe involvement of family
memberé in the business is commqnﬁlace (if not expécted)
in Chinese management; whereas; Western management rarely
consid%rs this issue a priorityJ

Findings are consistent with Chen and Chung (1994in
which éhey observed the influenées of Confucianism on
organi%ational communication in Asian countries.
Communication within the organiéation is emphasized as
strict communication patterns that are required for the
hierar%hical structure of relationship. Intermediary is

|
necesséry for rescolving a problem or conflict and

communication style is non-confrontational.
|

The organizational structure of Chinese business is
typifiéd by family ownership that highlights a small,
simple; and informal structure.lThe Chinese have a
distinct authoritarian/patriarchal leadership style that
ig didactic in nature. The deciéion—making process is
intuitive and swift. Leadershiplis based on the bloodline.
Matthew Montagu-Pollock outlines other distinctive

features of Eastern management style as compare to Western

management (Chen, 1995). !

1
1
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|
‘ Western Management Style

. Larger firms are competitive because they can

! profit from economies of scale

. Management development is the key to raising

company effectiveness

L The CEO should delegate management authority to

: his subordinates and employees

Eastern Management Style

. Companies perform the best when they stay small
|
° Companies have no management training programs
)
., It is considered dangerous for the owner to

| delegate authority.

There are many similarities among Asian management
stylesr Asian management highliéhts patriarchy, hierarchy,
and networks. Confucianism is a‘'philosophy that has a
strong influence on the manner in which business owners
operaté their business. Strength of the Asian management
style #s that it promotes quick decision-making. However,
in a global economy that is fie#ce with competition, an
unstructured or single leader ménagement structure will
have nggative outcomes for the éhinese business. Chinese

|

business cannot expand internationally if they are under

the cohtrol of a couple of key players (owner or sons of



the owﬁer). To expand internationally, delegation Qf
authority is imperétive.

This company draws on a Coﬁfucianism philosophy. The
importénce behind the family business is relationships and
their ;bligations, particularly those of father to son and
brother to brother, and the values of reciprocity and
respec%. The Confucian values the importance of the family
and acceptance of authority. Confucianism focuses on

Chinesé family-oriented collectivism, centralized

authority, hierarchical order, and seniority based reward

system, (Warner & Ying, 1998). '

The Li concept plays a significant role in the
decision making process in thisjcompany. The Li concept of
Confucianism led to the development of a management style
known;as “rule by man”. “Rule b& man” means that top
decis#on makers have full poweriand that decisions should
never be guestioned.

qonsistent with the Confucianism, the family unit in
this company is a critical component. The decision-making
is paériarchal; the father is the unquestioned leader. He
takes ‘full responsibility for the future direction of the
famil£ business.

ﬁowever, in Thailand, Confucianism is mixed with
Buddhism, Thailand’s major religion, which promotes

|
I
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harmon? and peace among people. The result is that Thai
manageﬁent system highlights harmony among the owners and
subordinates

According to the Confucianism, family businesses

normally include five groups of people: the core -family
| |

member, close relatives, long term employees, distant
| .

relatives, and non-related employees. The core family
members are in the dominant pos#tions. For this company,

family:members hold top managemént positions in the
! |
busine$s. Core members clearly dominate the family

!
|

business. Even though close relatives and long-term

|
employees are also considered a ,part of the “family”, they

do not enjoy the equal rights of the core family members.
| |

Therefére, this company perform% best when it is either
small br specialized in one field of business. When it
becomes larger, they do not tend to modify or formalize
their management structure. Conéequently, many management

. .
and organizational communication problems occur in the
| .

business.

According to Confucianism, . trustworthiness (xin)

plays 'an important role in Chinese company. Loyalty and

trust for family members is an obligation and is turned

into reciprocity. Often, trust plays a more significant

role than legal contracts among' business people. Thus,

1
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i .
close family members and relatives are those one can

depend on and trust the most.

chi (or zhi) means wisdom, derived from both history
' |

and experience. Father and uncles are considered business
| .

people, who are full of wisdom since they have much more

experience. Younger managers, sometimes, need advice from

)

experienced persons for best effective decisions.

CFB lack functional departments such as accounting,

human resources, research & development, and marketing.
| I

Employees lack job descriptions, which define their roles
and duties. The ambiguity that results from this lack of

direction creates role conflict .and stress that leads to

high turnover and absenteeism. |,

waever, it would be incorrect to assume that

Confucianism exerts only negative influence on business

management. For example, an emphasis on harmony among
|

people: reduces conflicts and helps to ensure a smooth
running of a business. The western idea that Adam Smith
and hié liberalism should replace the rigid principles of

|
Confucius may not be the answer. The two ways may be

reconciled. :
|

The interviews enlightened'me to the importance of

maintaining some of the cultural aspects of the
|

!
Chinese-Thai management style while blending in some of



| .
the Western ideals (in an effort to remain competitive).

| 1
The respondents that were interviewed revealed their

perspective on the Chinese management style. Consistent

with the research, the Chinese management style promotes

quick decision'making; whereas, Western management style
. |
had a iong decision-making proc?ss. However, in some
situations, the managers did not have full authority in
making|the decisions due to patfiarchy, respects of
seniority, and hierarchy which ére the influences of
Confucianism. This is consistenﬁ with Bond & Hwang, 1986;
Smith & Bond, 1593, the heavy iﬁfluence of Confucian
philosophy on Chinese culture which promotes the
collectivism in Chinese company:that puts more emphasis on
hierarchy and family values.

Moreover, they admitted that the Chinese management
style lacked delegation of authority, strength of the
Western management. From these findings, I strongly
suggest that their business is needed to adopt some from
of Wegtern management to remain competitive and to support
the gfowth of their business. However, from my experience,

|
many overseas Chinese owned businesses in Thailand are

!

suffefing from a common management problem that occurs

when the business grows beyond the control of the owner
|

| 1
L
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(father) or his sons, especially when they try to market

1
i

themselves as a multi-national organization.
I

Rian Thong Feed has been in operation for more than
twenty;years. It is now time for the second generation to
assume:leadership positions in the company. Consistent
with tﬁe Chinese management philosophy, Mr. Chai, the
owner éf RTF, expects that Mr. éing, hig son, will be the
next president after him. I believe that it is essential
that RTF modify their management structure and practices
in ordér to remain a viable competitor in the global
busineés environment. Younger generation manager brings
many ideas to the table. He would like to introduce a new
visioniby formalizing the management structure, delegating
authority, and introducing a “t&o—way" communication
system’ that highlights employee’s feedback. He also wanted
to introduce and implement a daéabase management system
that wéuld enable the organization to become more
efficiént and effective in managing orders and customer
information. However, he does ngt have the latitude to
implemént new ideas. All decisions still have to be
approvéd by his father. This management style is
influegced by Confucianism thatlpromotes patriarchal and

|
centralized decision-making.
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|

Tﬂe utilization of human resources is another concern
[

of the:Chinese owned business. Obvious job descriptions,
|

job training, and effective appraisal systems are vital
for inéreasing the effectiveness of the business.
Involvément of employees is also an important component
for thé business. I hope to add value to this family
busine%s by blending the strengths of the Western
manage#ent style with the strengths of the Chinese
manageﬁent style. I am confident that this new form of

manageﬁent will propel RTF to the top position in the

poultry market (in Thailand) and allow them to compete

successfully in the world economy.

There is a common Chinese saying “No family can stay

rich for more than three generations”, (Chan, 1982). As
compaﬁies are passed from one generation to another, a
typicél pattern can be identified. As the owner (father)
retires, the second generation begins a cycle of

fragmentation. Mostly, in the event that they cannot break

up the company, they often are involved in endless power

struggles and strife.
|
This company has been in the agricultural business

for ojer two decades. The company becomes bigger and
i [
bigger, from a couple of employees to over one hundred and

i .
forty 'employees. They need a good management and
i

|
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monitoring system to lead the Coﬁpany to be a tough player
it this sector. It is such a comﬁetitive advantage of the
company that Mr. Chai supported his son (Mr. Ping) to go

to the U.S. and pursués MBA in order to improve their
. |

management system.

As you will recall, Mr. Ping is the son of the owner

|
of RTF.I Mr. Ping is expected to assume leadership role

once his father retires. He pursued a MBA at the San Diego

|
State ?niversity in California, U.S.A. He graduated two

years ago and has assumed a management position at RTF (as

a general manager). He intended to improve the
effectiveness and efficiency of RTF’s production processes

|
and modify the organizational structure. His first
, 1

objective is to computerize the accounting system to

|
reduce paperwork, and increase the efficiency of the
accounting process. He plans to integrate the purchasing,

inventory, production, sales, and accounting departments

into a:computerized system (in the near future).

He realizes the importancerof implementing changes in

|
the company’s business structure to enhance future

survival rates. He also thinks about formalizing the

| ;
management structure, encouraging a “bottom-up”
1 b

|
communication system, and implementing training programs

for all of the white-collar and:blue—collar workers. He
|
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1
believes that training programs will enhance employee

effica&y ana provide them with a.sense of ownership

| )
therebj decreasing employee’s turnover and absenteeism.

Té encourage employee feedback, the company should

consid%r a mild-version of open book western management.
Howeveﬁ, they still have to remain cognizant and
respectful of the Chinese culture and recognize that there
are limits to our initiatives. For instance, the control
issue,;the Chinese management sgyle is highly centralized
and financially tightly controlled. A mild form of open
book ménagement might be acceptéd by the traditional
leaders. I believe that sharing 'production reports with
the pr%duction employees would encourage them to suggest
or recémmend ideas that might improve RTP’s bottom line.
This t&pe of employee involvemeﬁt would certainly empower
these employees. |

In an effort to modernize RTF's management practice,

the owners must consider delegating authority. Obviously,

i

both owners will be responsible'for monitoring the

performance of the company and controlling financial

matters. It suggested that week%y and monthly production
| .

and saFes reports be submitted to both of them so that

they can stay abreast of the coﬁpany's performance.

i :
However, conferences with sales managers and salespeople
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should 'be held at least twice a month (to remain

knowledgeable about the competitive situation of the
company) . Again, a mild-version of open book management

should be implemented in this pfocess by sharing with the

sales people the sale figure in each category and area. By
| )

having the functional managers and salespeople participate
! |

activeiy in the decision-making process, employees’

efficacy and increased job satisfaction will certainly
|

r

result.

Designing formal job descriptions is very important.
|
There are a lot of times that the management cannot £f£ind

the person who is really responéible for a certain duty.

Because job descriptions are ambiguous, employees tend to

duplicate job efforts. Introducing formal job descriptions
' |

. I . . .
will be a revolutionary strategy for RTF. Job descriptions

will reduce job duplication and ambiguity and promote

efficiency and accountability within the company. The

result of this initiative is increased employee

satisfaction, and a decrease in role conflict that will

reduce job stress. Goal setting techniques are also

|
critical. Goal setting will be used in the performance

|
appraisal system. Employees will be encouraged to identify

|
specigic and challenging goals that enhance organizational

I,
effectiveness.

; 89


should.be

TO support a two-way line of communication in the
|

company, I would advocate a formal and informal line of
“bottoﬁ—up" communication. For a formal bottom-up line of
commun%cation, RTF management should set up a policy or
actionito encourage employees to openly give feedback or
sugges#ions (to their superiors) . However, consistent with
the Chinese-Thai culture, there still is a high power
distanée in the RTF management structure. In order to
avoid fhe initial reluctance of the employees to express
their ideas or feelings, RTF should encourage a bottom-up
line o& communication through anonymous measures, for
example, a suggestion box, and intranet. To enhance
informal lines of communication, the owner should meet and
talk Qith his employees, even tﬁe blue-collar employees
working in the production units. When employees feel that
they ﬁave a “voice” and their voice is heard, they express
a senée of ownership and loyalty to the company.

I think it is important that the owners reorient the
management practices of the combany by gradually setting
up a formal management structure, designing clear-cut job
descriptions (for employees accountability), and encourage
a two%way communication system that empowers employees.

Howevér, I am not suggesting that Rian Thong Feed abolish
|

all forms of Chinese management. The string “tight knit”
| :
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| |
family ‘structure is a positive by-product of Chinese

manageﬁent. I believe it is posséble to bridge the gap
betweeﬁ Western and Chinese practices.

A 'business person must undeistand the implications of
this sﬁrong sense of hierarchy,;seniority, patriarchy, and
familyforiented collectivism, to do business successfully

|
in Chiﬁese context. Small events, which might be

|
irrelevant in another culture, can become important.

Business people must keep it in mind that the family is an
importént component of Chinese business. Family concerns,

1 '

and relationships, drive business decisions, not the other

way around. “What the Chinese have are not so much ‘family
!
businesses’ as ‘business families. When attempting to

understand decision-making within a Chinese business, a
: |

famil% tree may be more important than an organizational
chart{

thnese family business (CFB) is the business that is
dominated by people employed not primarily because he or
she ié the most competent or qualified for the job but
becauée of loyalty (presumed by:virtue of common blood and
locality) to the business organization. This has been the
underiying principles that govérned many Chinese

|

businésses in Asia including Thailand not so long ago, and
' |

still . do in many cases today.
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It is, however, a different story when Chinese

i ] .
businesses operate in modern economies. In order to

1
'

succeed, one needs to have a modern organization that

separates ownership from management. Here, one may own a

company but one needs professional management to run it,

which invariably means that such management have to be

recruited on achievement criteria (people most qualified

for the job) rather than on criteria such as blood ties.
|
Sometimes the twain meets. Some family members, such

as Mr. 'Ping (the son) in this case, may have the necessary
qualifications to do the job in 'the company. But mostly

they do not. Therein lies one of the greatest challenges

to Chinese family business in Thailand.
Very few Chinese family businesses, it is said,

survivé beyond the third generation. The practice of equal

inheriﬁance among sons (and nowadays daughters) among the
Chinese may create serious problems by the third
generafion. These problems do not only happen with Chinese
family‘business, but also do in the western family ox
small businesses. According to Schein (1983), the owners

(founders of the organization) tend to hamper the

integrhtion of modern management strategies with the
i

traditional management system of the organization because

the owners (the founders) will be disproportionately
. : |
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| !
obsessed with just financial considerations. The

| . . : ‘ :
difference in family sizes of the second generation

further creates strain in the family and often degenerates

into bitter court disputes. 'Shareholding becomes too

spread out and no individual from among contending family

| ' ' | '
members emerges as a decisive leader for the firm.

|
The future research should be focused on conflicts

that héppen within organizations because the inherently
delegated person is incompetent. This may cause fewer

problems for low-tech firms than it is for high-tech
|

companies which require more sophisticated organizational

structures and specialized experts. Family ties can be so

I
'

strongithat incompetent andvuntﬁained relatives are
preferfed over outside professiqnals. The person may not
be quaiified for the job he is responsible for. Moreover,
younger generation of family meﬁbers may has less

sentimental attachment to the company built by the

founder-entrepreneur. Many of them take on lifestyle or
pursuits that may be unrelated to the family business. All

of theFe can cause the serious problems within the

organization.
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Consent Form

The interview that you are about to participate is designed to gather
your own attitude, feeling, opinion, and experiences of working in the RTF
Poultry Gompany. Your audiotaped interview will vary from 10 to 45 minutes
depending on how much you elaborate on your answers. A follow up interview
may be conducted if necessary at a later time, in order for you to clarify and
elaborate on the topic discussed in the first'interview. This study is being
conduct by Nattakan Rasatapana, an Integrated Marketing Communication
(IMC) graduate student. This study has been approved by the institutional
review b(|)ard California state university, San Bernardino.

Each individual response will never be shared with management or
father/owner in any cases. All of your responses will be held in the strictest of
confldenlce by the researcher. Your name will not be reported with your
responses Results from this study may be published, but your name will not
be revealed There will be the disposition of the audlotapes at the end of the
study. If you wish to not answer a question, simply say, ‘pass’ and the

mtervrevwer will continue to the next questlon

Your participation in this study is totally voluntary. You are free to
withdravs{ at any time during this study without penalty. If you have any
questions about this study, please feel free to contact Nattakan Rasatapana
at (909) 886 0340 (USA. or nongfaua@hotmall com. Local contact: Pongson
Trakulmekee (075)517322 (Thailand). f

In order to contact you later for a possrble follow-up interview, you are
requested to print your name and provide your phone number in this form.
Please be advised that this information W|ll| be kept in a locked file in which

only the iprmmpal investigator will have access.

| acknowledge that | have been informed of, and that | understand the
nature apd purpose of this study, and | freely consent to participate. | also
acknowledge that | am at least 18 years of age.

Print Name Phone Number
| .
Participant's signature Date
Researcher’s signature Date
!

i
H .
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10.

11.
12.

Interview Questions (for Mr. Ping, the son/manager)

What business is this?
What is your position?
How many owners are in this business?

How many family members aré working in the management
team?(RQ.1)

How many non-relative people are working in the management
team? (RQ.1)

Among the same level of management team, are they treated
equally? How? Why? (RQ.1)

Who is the decision-maker? How? Why? (RQ.1)

Could you please describe/explain the decision-making process
of your company? And please give specific example. (RQ.1)

How do you perceive Mr. Chaj as your father and as the owner
of RTF in terms of fulfilling his duties? (RQ.1)

Does your relationship with Mr. Chai as “father and son” affect
your decision-making? (RQ.1)

What are your duties? (RQ.2)

Does this company have forn";allclearjob descriptions to
designate jobs to everyone in the company? / And how? (RQ.2)

(If they don’t have formal job descriptions), Does that make any
problems such as working conflict with your colleagues? / And
how? (RQ.2)

How do you communicate with your employees? How often how
close? (RQ.3)

How do you have close-interpersonal relationship with the
employees in your company? / And how does that effect
communication effectiveness between you and your employees?
(RQ.3)

What's the mission/goal of the company? (RQ.3)

Do you have any suggestion to make improvement for the
company?
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Interview questions (for Mr.Chai, the father/ owner)

What business is this?
What is your position?
How many owners are in this business? (RQ.1)

How many family members are working in the management
team? (RQ.1) L '

How many non-relative people are working in the top
management team? (RQ.1) .

‘Among the same level of management team, are they treated

- equally? / How? Why? (RQ.1)

- Who is the decision-maker? Why? How? (RQ.1)
Could you please describe/explain the decision-making process -

~ of your company? And please give the specific examples of the

situations(RQ.1)

How do you perceive Mr. Ping as your son and as the manager
of RTF Company in terms of fulfilling his duties? (RQ.1)

Does your relationship with Mr. Ping as “father and son” affect
your decision making? (RQ.1)

Who do you expect to assume you position as the owner after
your retire? / Why? (RQ.1)

As the owner of the company, what are your duties? (RQ.2)

Does this company have formal/clear job descriptions to
designate jobs to everyone in the company? / And how? (RQ.2)

(If they don’t have formal job 'descriptions), Does that make any
problems such as working conflict with your colleagues? / And
how? Please give the specific examples. (RQ.2)

How do you communicate with your employees? / How often /
how close? (RQ.3) ! '

How do you have close-interbersonal relationship with
employees in your company? / And how does that effect

communication effectlveness between you and your employees?
(RQ.3)

What's the mission/goal of the company? (RQ.3)

Do you have any suggestlon to make improvement for the
company?

98



|
!
i
!
l
I

Questionnaire for the production employees (10 respondents)

|
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What's your job responsibility? (RQ.2)

Does your company have a formal and clear job description
about yourjob? (RQ.2) |

How do you think about it? / How? (is it good/clear enough for
you) (RQ.2) |

Have you ever had any work conflict with your colleagues due to
ambiguous job descriptions? Please give specific examples of
the situations. (RQ.2) '

How do you receive company information? Please describe
(such as e-mail, telephone, announcement, bulletin board, news
letter, etc.) (RQ.3)

Do you think that you receive enough information about what's
going on in your company? (RQ.3)

What's the mission/goal of the company? (RQ.3)

Do you have close-interpersonal relationship with your
supervisor? Please explain how and why. (RQ.3)

How do you communicate to your supervisor? Please give
specific examples. (RQ.3)

Do you think that your opinions are important to the company?

Give examples of opinion you gave that was important to the
company. How did your boss respond/ treat you? (RQ.3)

How do you think your supefrvisor ever takes your opinion
seriously? Please give specific examples. (RQ.3)

Do you feel that you are a part of the company in term of trust
and loyalty? / How? (RQ.3),

How are you satisfied/dissatisfied with you job? (please descrlbe
specific examples) .

Do you want to suggest any changes or improvements of the
company that could make you feel more satisfied about your

job? |
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