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"There is nothing more difficult to 
take in hand 

more perilous to conduct or more 
uncertain of success 

than to take a lead in the introduction 
of new order of things 

because the innovation has f or 
enemies all those who have done well 
under the old conditions 

and lukewarm defenders in those who 
#0 may do well under the new . 
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Essentially this study is founded upon the culture-specific thesis that organisational 
processes are irifluenced to a large extent by the cultural settings in which they 
operate. Hence management processes such as the management of innovations in 
organisations; ought to be culturallv relative. The main objectives of this study are: 

'. # to identiA, the major cultural values of the Sarawak Malays of relevance to the 
facilitation or inhibition of "innovatogemc" behaviour in an organisational context 

to identify, assess and evaluate active strategies used to nurture "innovatogeruc" 
behaviour in some Malay orgarusations in response to these cultural influences, Nvith 
due attention being paid to both those strategies which exploit any positive influence 

and those which aim to overcome any negative influence of such cultural values 

to highlight issues worthy of consideration in developing 'culturally' appropriate' 

strategies to nurture 'innovatogenic' behaviour (In particular, the study auns to 
demonstrate that (i) the innovation process is culture specific and (ii) any strategies 

employed must take a hofistic approach and ensure that the both the structural aspects 

and ideational aspects of such strategies are congruent with each other ). 

A qualitative research involving two phases of fieldwork was employed: 

Phase 1. Ile Key Informant Interview. Unstructured interviews were conducted with 

twenty senior managers. These managers were purposely selected for their vast 

experience in managing Malay workers, both at managerial and operative levels. 

These interviews focused on two aspects: 

(a) their views and perspectives regarding Malay cultural values and beliefs and 

whether these values and beliefs had any impact on their 'innovation producing' 
behaviour . 

(b) The strategies used to incorporate these values and beliefs into their managerial 

philosophies and practices. 
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Phase 2. Case studies of three selected organisations. A month was spent in each of 
three organisations; collecting information on eight key aspects of the organisations : 
strategic focus, management/ leadership style; management attitude/orientation. - 
infrastructure, task structure, ideas management, performance management and 
orgarlisational climate. Both interview and survey methods of data collection were 
employed. The Ekvall's Creative Climate Questionnaire was then used to assess the 
creative climate of the organisations. 

Data analysis was guided by a conceptual framework that linked the capability. 
means, and motivation of individuals to behave 'innovatogerucally' %,. ith the structural 
and ideational features of the organisation. 

The main findings of the study indicate that 

(i) Malavs are very concerned with maintaining harmonious relationship with 
superiors and peers. A tendency for collective behaviour, a need for personalised 
relationships, deference to leaders, loyalty to group and leader, and a focus on social 
benefit of an action to group and self were key features of this realtionship orientation 
Consequently, Malay organisations seem to be characterised by socially determined 
form of work relationship and priorities that are not conducive to the generation and 
exploitation of ideas. 

GO Organisational behaviour is culture specific: the social beliefs , values and 
customs of a society and the concomitant impact of these on organisational behaviour 

is significant and cannot be ignored. 

(iii) Subjective interpretations of strategies, procedures and practices by members of 

an organisation shapes their behaviour in relation to them. As such, an organisation 

cannot be made innovative through the introduction ( or imposition) of new strategies 

or mechanisms without due considerations to the dominant ideational mode relating to 
these strategies and mechanisms. 
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NO PORTION OF THE WORK REFERRED TO IN THIS THESIS FLAS BEEN 
SUBMITTED IN SUPPORT OF AN APPLICATION FOR ANOTHER DEGREE 
OR QUALIFICATION OF THIS AT ANY OTHER UNIVERSITY OR OTHER 

INSTITUTION OF LEARNING. 
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I live in Sarawak and work closely with the Malays there. I have an understanding of 
their struggle and aspirations to achieve similar social and economic status with other 
Malaysians. The Malay society is in a transition: moving from being a peasant 
societv for most of the nineteenth centurv to a society that is only now emerging as a 
principal player in the economy of the country. This is a relatively new role for them 

and an extremely challengmg one for two reasons: first, they have to compete not 

only with the more commercially established Chinese and Indians in Malaysia, but in 
this era of global economy, they must also be able to compete at an international level 

as well, and secondly, they are stepping out in an era of unprecedented uncertainty, 

an age of chaos where the only certainty is change. The frightening speed at which 

technology and the environment change mean that they must be innovative to be 

competitive and survive as a business communitv . 

As a member of an institution entrusted with the responsibility to facilitate the 

transformation of their society, I am interested to study how the Malays of Sarawak 

are meeting this critical challenge? This research is in many ways a personal quest to 

understand better a society that I am part of and hopefully contribute in their quest to 
be successful in this challenging world. . 
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'Face': - the reciprocated compliance. respect or dqlýrence rhat eachparry 

expects from and extends to the other paqv. It means maintaining the 

dignity and seýf esteem by not embarrassing or humiliating the individual 

in front of others. 

'Innovatogenic': - used in the same manner as the term 'creativogenic' 

coined by Thorne (1992) to describe a culture capable ofproducing and 

sustaining creativity. ne term 'innovatogenic' is used in this thesis to refer to 

a set of behaviours or culture which produce innovation. Thetermwas 

preferred over the use of other terms such as 'innovative'or 'innovativeness'as 

both qf these could be interpreted differently by the reader and was chosen 

after consultation with Mr. Scott Windeatt of the language centre in University 

of Newcastle Upon Tyne. 

LOCALTERMS 

Adil. --fairljust 

Agama: - religion 

Alam: - universe1nature 

Akal. - intelligence or mental ability 

Amal. - work/ deeds 

Bahasa halus: - refined or polite language 

Bangsa: - race 

Barkat: - blessedl blessing 

Baru: - new 
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Berguru: - study with a master or teacher 

Bermesyuwarah: - collective decision making 

Bertolak ansur. - - compromise 

Budi bahasa: - manners 

Bumiputra: - literal meaning is 'son qf the soil'. - native 

Fitnah: - slander, denigrate 

Gago: local term to mean busy; but in the context expressed in the study, it 

means 'busybody' 

Gelangang Silat :- arena or pitfor trainingMalay art ofseýfdefence 

Gotong Royong. - doing things through mutual help or collective effort 

Halus: -fine 

Haram: - prohibitedlforbidden 

Harmoni. - harmony 

Hari Raya Puasa: - Muslim celebration following the fasting in the month of 
Ramadan 

Ilmu: - knowledge 

Iman: -faith, belief 

Imam: - religious leader who lead prqvers sessions 

Ibadah: - worship 

Janji Melayu: - 'Malqv promise, taken to imply that the promise is very loose 

with respect to time. 

Kampong- village 

'Kae Kiang': - busy body 
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Kasar: - rough 

Kenduri: -ftast 

Kurang ajar: nide, ill mannered 

Malu: ashamed, l embarassed 

Maruah. self respect 

Masyarakat: - community 

Merdeka: - independence 

Minta maaf. to apologise; being apologetic 

Nakhoda: sea merchants 

Nikmat: - gift of god 

Negara: - country 

Janji Melayu :-a common pharase used in reference to the lackadaisical 

attitude of Malays towards punctuality. 

Jemaah: - congregation 

Orang baik: -a goodperson 

Ramadan: - the Muslim month oýfiasfing 

Rezeki: - sustenance/ luck 

Ringgit. - Malaysian currency 

Sandiwara: - drama 

Segan: - reluctant or shy 

Sekolah Pondok: -a special rype of school whereby students stay and live in 

with their teacher and learn not only academic or religious matters but also a 
broad range of values and skills considered necessaryfor proper living. 
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Selamat: - safe 

Sembayang: - prqver: prqv 

Sibok menyebok: - to make oneself busy 

Takdir: - destiny, fate 

TinvakkuL- surrender to god's will 

'777dahpathyý- -a term coined to describe the problem of indifferent attitude 

within the Malay communio,. 

Tunjuk ajar: - to teach by demonstration 

Zalim: - cruel / unjust 

xxi 
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............... CIJAPTVD nx7v. crýr-rl-cl- -Ulll:, A. -rx n't 

The crow imitating the cormorant drowns in the water 
Japanese Proverb 

1.1 INTRODUCTION 

This thesis examines the management of innovation in Malay organisations. In 
broad terins, it aims to: 

(a) assess the impact of cultural influences upon organisational innovativeness 

and the effective management of innovation. 

(b) derive a number of culturally contingent considerations and broad 

recornmendations of potential value to Malay organisations in their attempt to 
foster and encourage innovative behaviour amongst their employees. 

In this chapter the aims. objectives and underpinning rationale for this study are 

presented, together Mth broad overview of the conceptual framework and 

research methodology emp)oyed. Folloiving the presentation of a number of key 

findings. this chapter concludes N%ith a chapter by chapter outline of the 

organisation of this thesis. 

1.2 PURPOSE AND OBJECTIVES OF STUDY 

According to Hofstede (1980) there are three levels of determinant of human 

behaviour: the individual. the group and the universal. Of direct relevance to the 

group determinant is the concept of culture. Hofstede ( 1980) defines culture as 

the collective programming of the mind which distinguishes one group from 

another. It is characterised in terms of shared attitudes. beliefs and values. 

Organisational processes and their associated outcomes are influenced to a large 

extent bý the cultural settings in which such processes operate. Simjlarlý. should 

management wish to facilitate or encourage certain behaviours or outcomes or to 
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initiate change, the nature of the existent 'collective progranuning of the mind' or 
the way things are done', ( Deal and Kennedy. 1982) in the relevant envirownent 
should be a core consideration. 

In relation to the particular focus of this study, namelý" innovation, a number of 
authors have argued that strategies to manage innovative behaviour in 
organisations should take explicit account of cultural influences ( Shane 1993; 
Herbig and Miller 1992; Hoffman and Heggarty 1993). In this work, a further 
examination is made into the impact of the prevalent cultural milieu upon 
innovation producing behaviour in organisations. The broad objective is to shed 
light upon those factors and strategies which either serve to facilitate or inhibit 
innovative behaviour in organisational ( cultural ) environments which can be 
described as pTedominantly Malay 

The specific objectives of the stud), are: 

1. To identiA, the cultural values of the Sarawak Malays that are found to inhibit 

or facilitate their innovative behaviour. 

2. To detennine and evaluate the active strategies used by some orgarusations 
in response to these cultural influences. 

3. To ldcntifý, -where Malay organisations are at comparative advantage or 
disadvantage vrith respect to innovation. 

4. To recommend culturally appropriate strategies to encourage innovati . on in 
Malay organisations in Sarawak. 

However. it is not the objective of this study to develop universal prescriptions 
and directives for application in Sarawakian firms. 

1.3 JUSTIFICATION FOR RESEARCH 

This study is relevant and tiMely for three main reasons: 

1.3.1 THE IMPORTANCE OF INNOVATION FOR THE SOCIO- 

ECONONUC PROSPERITY OF SARAWAK AND MALAYSIA 

In a recent statement. the State Secretary of Sarawak commented that : 
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1, 
- .. -the greatest obstacle that I think we face, in our efforts 

to move. forward and build abetter Sarawak. isneitherlhe 
lack of resources nor competence ..... It is being locked up in 
apathy and indifference. choosing to leave things as they are. 
Being able to 'think in different terms will help us build a 
betterfuture 

.... .. (Hamid Bugo, 1998) 

His statement implies two issues: that innovation is a important factor that can 
contribute to the development of a better future for Sarawak; and that 
innovativeness is still lacking amongst Sarawakians. 

The notion that the growth and development of the economy of a society is largelý 

a function of innovation was first highlighted by Schumpeter in his seminal work 
in 1934. Since then, his views have been echoed by many others ( Banedea, 1991 

t 
Drucker 1985 ; Pavitt 1980; Denison 1960). The role of innovation is probably 

more profound in this present age of Technotrend' ( Burrus, 1993). - where 
'knowledge based technologies' have replaced 'brute muscle technologies' of the 
past ( Toffler, 1990). Further , global competition has created and will continue 
to create pressure on nations and business enterprises to increase their resource 
efficiency giving rise to the need for increased innovation in all aspects. 

Innovation not only contributes to the economic growth of a society, more 
significantly, it influences the soclo-cultural development of the society as well 
because innovation brings in new concepts, new tools and new ways of doing 

things that can change the way people think. feel and behave in a society. Freeman 
(1974) expressed this value of innovation in stating that: 

"innovation is qf importance not onývfor increasing the 

wealth of nations in the narrow sense qf increasedprosperiýy, 
but also in the more. fundamental sense ofenabling men to do 

things which have never before been done at all... It can mean 

not merell, more qf the same goods but a pattern ofgoods 
and services which have not previousýy existed except in the 

imagination. " (1974: 15) 

Further. several major studies have found that the same is true at organisational 
level. Kanter (1983 3). Goldsmith and Cutterback (1984). and Page and Jones 

1989). for example. have concluded that organisations todav cannot continue to 
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do things as they have always done them. For long term success and even 
survival, organisations have to have continual innovation and recreation as an 
everyday facet of organisational life. For example, Tom Peters who together with 
Robert Waterman identified eight fundamental attributes of successful firms in 
their " In Search ofErcellence" (1982 ) later reduced these to only two attributes 
that realh, mattered in creating and sustaining superior performance. He and his 

co-author, Nancv Austin wrote: 

" In the public or private sector, in big business or small, we 
shall observe that there are only two ways to create and 
sustain superior performance over the long haul. First take 

exceptional care over your customer via superior service and 
quality. Secondly constantly innovate 

... 
.. (1986: 4) 

Kiernanýs message is stronger : 

'In the emerging business environment, companies will 
essentially have two options: "Get Innovative or Get Dead"' 

(Kiernan, 1996) 

The contribution of mnovation towards the socio-economic prosperit-, of nations 
has been recognýised by Malaysia. One of the main challenges identified as critical 
to the achievement of its VISION 20201 is the creation of a societý- that is 
innovative andforward looking, one that is not onýy consumer qf technology. 
but more importantly also capable of contributing to the scienqfic and 
technological civilisation qf the. /uture ( Mahathir Moharnad. 199 1). " 

Omar Abdul Rahman (1993) in describing the implication of "Vision 2020" and 

meeting the nine critical challenges ( appendix 5) argues that it represents a shifl 
in the route to national prosperity ftom one that -, -., as based on the exploitation of 

natural resources to one that will be dependent on the innovativeness of its human 

resource as illustrated in figure 1.1 

Vision 2020 is a strategic Nrision of Malavsia to be a MIN. developed and 
industrialised nation ky the year 2020. Ahmad Sa0i A Hamid's 0 993) Vision 2020: 
Understanding the Concept. Implications. and Strategies provides a comprehensive 
discussion of the subject. 
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GURE 1.1: ROUTE TO NAMNAL PROSPERITY 
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HoNvever, despite the evidence in the literature on the importance of innovation for 

the success of organisations and the socio-=nomic advancement of societies 

and the recognition that it is a critical element in the future well being of 
Malavs1a, there is evidence that Malaysian society in general and IMalaysian 
firnis in particular are mostlý- conservative and lack innovativeness. For example. 

a recent survey to determine critical issues facing the manufacturing sector in 
Malavsia found that the industries surveved are still adopting a ven, 

consen, ative stance and that " pioneering efforts and aggressiveness to 

penetrate new markets and engage in product innovation and development 

are seriously lacking" ( Anderson Consulting, 1994: 20). 

If Malaysia is to achieve its Vision 2020. then it is irriperative that the reasons for 

such a 'lack of innovative drive' are identified and rectified. It is hoped that the 
findinv-s of this research would contribute tow-ards this. 

1.3.2 THE PROBLEM OF IMPORTING AND APPLYING MANAGERIAL 

CONCEPTS, PRACTICES AND TECHNIQUES WITHOUT ADAPTATION. 

Despite the evidence in the literature that organisational behaviour is culturalIN 

contLngent.. there exists a strong tendency amongst Mala\sian managers to 
import management concepts. techmques and practices from abroad and applý 
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these Without an), modifications. The situation seems to indicate that at least for 

management purposes, national and societal cultural values are irrelevant and that 
organisational behaviour is insulated from the surrounding cultural milieu. As 
Asma Abdullah (1992) comments: 

management classics and best sellers such as In Search of 
Excellence. The One Minute Manager, Grid Management, 
Quality Control Circles, Winning Teams, etc. penetrate many 
training and board rooms, all too qfren without prior critical 
review of their appropriateness to the local organisational 
setting. q992: viii) 

However, like the fate of the crow that attempted to imitate the cormorant in the 
Japanese proverb quoted at the beginning of this chapter, the consequence of 
rehing on imported ideas may be failures or only limited success, resulting in 

wastage of valuable resources and creating unexpected problems and side effects. 
This is because even though these concepts and techniques may have been 
developed by experts and could have been successful elsewhere, they have been 
developed in a different cultural context and therefore may not be suitable when 

applied in Malaysia. This is not to say that these concepts and techniques are 

useless. To be useM, they must be re examined, adapted and harmorlised with 
the Malaysian cultural work values or used as springboards for the development 

of indigenous concepts and techniques. 

However. there have been few serious attempts to modifý, imported ideas to take 

account of dominant cultural influences. One possible reason for this could be the 
lack of literature support on Malaysian cultural values and how they impact upon 

organisational behaviour. Local studies on this aspect of management are very 
limýited and as the President of the Malaysian Institute of Management lamented, 

11 there is virtually no empirical data to provide clues and guidelines to 

managers operating in Malaysia in this respect. "( Tarcislus Chin. in Asma 

Abdullah 1992. vi). To the best knowledge of this author, the only major study on 

record is the Malaysian Intercultural Management Studies Project undertaken by 

the Malaysian Institute of Management ( Asma Abdullah. 1992). Although her 

study has provided some valuable insight for managing in the Malaysian cultural 

context, the understanding of the cultural context itself. however is still ýerý 
lim-ited. Further research into this area is critical for otherwise. 'like the fishes 

locked in by their inability to discover water'. Malaysian managers x\ill be locked 
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in by their own assumptions and never discover the cultural values and beliefs 

that define their owm operating environment. Discovering these values and beliefs 

and making them explicit is a precondition for effective management and it is 
hoped that this study can contribute towards this. 

1.3.3 LINUTED UNDERSTANDING OF TBE INNOVATION PROCESS 

Even though the importance of innovation to economic wellbeing has been 

recognised and agreed upon, the subject of innovation is by no means well 
understood. In spite of the fact that organisational innovation has become a key 

area for research and has attracted considerable interest from both academics and 
professional managers, the findinis of most of these studies has been described 

as "inconclusive, inconsistent, and characterised by low levels of explanation' ( 

Wolfe, 1994) and 'generally beyond interpretation' ( Downs and Mohr, 1976). 

Consequently there is much confusion and misunderstanding about the process of 
innovation (Bigoness and Perreault. 1981, Wolfe, 1994). As highlighted b) 

Teece : 

'at a time when so much attention is given to innovation and 

entrepreneurship, it is rather pathetic that a deep 

understanding of the process is locking. It is no wonder that 

firms and government are having dýfficulo- ttying to stimulate 
(and manage) innovation when its. /undamental processes 

are so poorýy understood (Teece, 198 7: 3) 

One of the reason for the confusion and contradictions in the findings of 
innovation studies could be the diversity and %, ariations involved in innovation 

research- such as the t% es of innov ation- stages of innovation, types of YP 
orgarusations; deternunants of innovation etc. in this study, a holistic approach to 

the study of innovation is ad,,, ocated. Such an approach aims to shed light on the 

nature of innovative behaviour and how to encourage such behaviour in a wide 

range of industrial cultural and organisational contexts regardless of the týpe or 

stage of innovation. '17he concepts of 'ianovatogenýic' behaviour and 
'innovatogeniC culture employed in this study are derived with this in mind 

Further. the lack of understanding of the innovation process was especially acute 
for the case of Malaysia as not much research has been done of this subýject in the 
Malaysian context. Little is known of the innovative processes in Malaysian 
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organisations. As such, there is a pressmg need to study innovative processes in 
Malaysian orgarlisations as this will not only contribute to make these firms 

perform more effectively, but also add more knowledge to the varied nature of the 

mnovation process 

These three reasons, that is, the importance of innovation for the success of 
Sarawakian firms and the econornic and social advancement of Sarawak and 
Malaysia, the gaps that exist in the understanding of the innovation process and 
the need to consider local cultural values and its impact on innovative behaviour 

in organisations justifý, the need for this study. The study is conducted at the 

organisational level because competitiveness of a nation is the result of the 

competitiveness of the nation's firms. It is firms, not nations, who compete in the 

marketplace (Omar Abdul Rahman, 1993). Further, the focus of the study is on 

Malay firms in SaraA-ak for reasons described in the preamble. 

1.4 CONCEPTUAL FRAMEWORK 

The conceptual firamework developed to carry out the stud), is based on the 

follo%Nring premises: 

1.4.1. INNOVATION IS A HOLISTIC PHENOMENON. 

The innovativeness of an organisation does not depend only on isolated or distinct 

processes such as the development, adoption and /or implementation of new ideas. 

products. services or processes. Innovativeness must be deemed as a company 

wide concern, integrated into the fabric of the entire organisation. As such, 

innovation or the innovation process is not a one-off event separated from the rest 

of the organisation*s mainstream activities, neither is it the prerogative or 

responsibility of a specific unit or department. In this study, innovation is 

considered as an on-going. all -encompassing company ivide concem. 

1.4.2 PEOPLE ARE THE PRINCIPAL DETERMINANT OF THE 

INNOVATION PROCESS. 

Although factors such as technology. organisational infrastructure. resources and 

environmental factors have a significant impact on the innovativeness of an 

organisation, It is the organisation's human resource which innovates. The 

physical structures. financial. material and technological resources. and 

8 



information systems only form the context %%ithin which innovation can occur. 
Underpinning any innovation process are the people associated therev%ith. In 

simple terms, for innovation to take place, the people involved must behave 
'innovatively'. I'lie appropriate management of the human resource must therefore 
be the foundation for any innovation initiative in an organisation. 

1.4.3 "INNOVATOGENIC" BEHAVIOUR PRODUCES INNOVATION 

One of the main axioms of the conceptual model on which this study is based is 

that there are a number of umversal behavioural orientations ( attitude and 
actions) which are essential for innovation processes to be successful in 

organisations. From the literature on mnovation nine such behavioural 

orientations are identified in the model. These are as summarised in table 1.1 

Table 1.1 Major Orientations of 'Innovatogenic' Behaviour 

Change Oriented- Being sensitive to the environment and willing to challenge status quo. Regard 

change positiveiv and being willing to take on new ventures. 
Mission OrienW: Being able to work with a sense of purpose and under pressure without being 

discouraged by setbacks and failurm an action orientation with a 'nothing is impossible' attitude 
Learning Oriented: Constantly reviewing w6ning undemanding and being open to acquiring new 

we lis; willing to share knowledge and teach others. 
Goal Oriented: Being proactive and acting with a long term orientation 
Marketing oriented. Abilitv to 'sell* own ideas and to negotiate supp_cqi from others. 

Social Transaction : The willingness and abilitY to interact and work with people of all levels 

without preoccuation or inhibition. 

Risk Oriented: Willing to venture and take calculated risk: willing to operAae in unfamiliar settings 
Creativity oriented: Non-conventional and imaginative. %killing to be different and create new 
opportunities 
Decision Maldng: Having the comiction and confidence in oun ability to make decisions and being 
broad minded to accept ideas from others and to see things from diff: rrýlt POPTectives 

These behavioural ofientations are coDectively termed as 'innovation-producing' 

or "innovatogenic" behaviours because together they produce a behavloural mode 

that facilitates the innovation process 

The model further contends that for members of an organisation to behave 

'innovatogenically' an appropriate context is needed in which both the structural 

and the ideational aspects of the orgarLisation facilitate and encourage individuals 

to behave 'innovatogenically. that the orgyanisational culture encourages 
'innovatogenic' behmiour. 
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1.4.4 AN "INNOVATOGENIC" CULTURE FACILITATES AND 
SUPPORTS "INNOVATOGENIC " BEHAVIOUR. 

The model developed assumes that three conditions must exist for people to 
behave "umovatogenically": 

a. Tbeý- must have the capability 
b. The%, must want to behave "innovatogenically"- Wotivati0n) 
c. Theý, are able to behave Innovatogenically" (Means ) 

The model further contends that in any efforts to enhance the capabilio% 
motivation and means for individuals to behave 'innovatogenically', there must 
be congruence between the structural aspects of the strategies , mechanisms, or 
processes adopted to facilitate innovation and the ideational aspects such as the 
understanding, attitude, and feelings associated %%ith these strategies, mechanisms 
or the processes. Further, for these efforts to have organisation wide impact on a 
sustained basis , they must be nurtured and incorporated as a culture in/of the 
organisation. This is referred to in the model as 'innovatogeniC culture. The 

general implication is that in organisations where there is a strong "innovatogenic" 

culture, people will readily behave in "innovatogenic" manner and NNU therefore 
have a higher potential or capability to innovate than those in which such a 
culture does not exist. 

1.4.5 THE PROCESS OF NURTURING AN "INNOVATOGENIC'f 

CULTURE IS DEPENDENT ON THE SOCIO-CULTURAL CONTEXT 

WITHIN "IUCH THE ORGANISATION OPERATES. 

ENidence in the literature indicates that like other organisational behaviour. the 

process of nurturing. promoting and sustaining an "innovatogenic" culture in an 

orgyanisation would be dependent on the socio-cultural context in which the 
organisation operates. This notion underpins this study where the key focus is to 
determine how Malay cultural values would affect the process of creating an 
ýinnovatogenic' culture in Malay organisations. 

The premises discussed above form the basis for the conceptual framework used 
to desigm the research and to guide both data collection. analysis and 
interpretation as described in chapter six. 
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1.5 UNIQUE FEATURE OF THIS STUDY 

A unýique and important feature of this study is the idea that the process of 
promoting innovation in orgarusations should be through the creation of a holistic 

culture. In this respect, this study is different from most of the studies on 
management of innovation in organisations ( reviewed in chapter two ) which have 
focused upon specific strategies or mechanisms. The 'culture' perspective 
specifically highlights and addresses the problems of introducing strategies and 
mechanisms to promote innovation without assessing their congruence with the 
values, beliefs and nornis of the operating environment. In addition, through this 

perspective innovation is viewed on a holistic basis, as opposed to a discrete 
factor, unit or event in the organisation. Ths is important, given the argument that 
innovation in organisations should be regarded as an organisation-ivide, on-going 

process of adding value in everýihing that an orgarlisation does. This approach 

also enabled the researcher to investigate across different types of organisations 
and innovations. 

1.6 RESEARCH METHODOLOGY 

The study adopts the view that social realitv is a process of continuos flux: while 
the structural context within which individuals interact defines and shapes the 
interpretative understanding of the indiNiduals, their interpretation and 

understanding of the context in turn ' reifies and structures ' the context. Hence 

the ontological position adopted in this study was that both the 'objective' 

structural aspects as well as 'subjective' interpretative aspects of social 

constructs (such as culture and organisations) are germane to the understanding of 

social processes such as innovation. This is also necessary to be consistent Aith 
the holistic perspective of culture adopted in this study, which requires that we 

understand not only the tangible expression of culture in the form of technologies, 

artefacts and institutions such as social. economical and political organisations 
but also to understand the form of things that people have in their minds: their 

models for perceiving. integrating. and interpreting them; and the ideas or beliefs 

that they use to make sense of their social and physical reality. 

Further. in accordance Nkith the above ontological position the study is also 
based on the belief that human behaviour is neither totally deterministic nor 

totally voluntanistic. Although the external world structures and determines the 
behaviour. the study takes the position that it is not possible to understand social 
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processes such as innovation purely in terms of causal relationships between 

external factors -vithout taking into account that human actions are based on 

actors' interpretations of events and the meanings that they, ascribe to these 
factors, and their own motives, intentions, attitudes and beliefs. As such, even 
though the implicit assumption in this study is that culture is a determinant of 
organisational behaviour. However, the voluntaristic view of human behaviour is 

still valid as the focus of the stud), was is to investigate how the cultural factors 

influence the subject's 'choice of response'to various external factors such as the 

management style, organisational structure, organisatiOnal policies, organisational 

climate etc. 

Guided by this philosophy, a qualitative research approach that enabled both emic 

anaýysis and inductive understanding was adopted. Qualitative research %vas 

chosen as it has a number of characteristics that are important for this study 
These include a focus on interpretation rather than quantification; an emphasis on 

subjectivity rather than objectiviq,; flexibiliq, in the conduct of the research; an 

orientation towards process rather than outcome, and finally a concern NNith 

context - regarding behaviour and situations as inextricably linked in forining 

expenence. 

The research design consisted of two phases of data collection. Tlese were: 

Phase One: Key informant interviews 

Unstructured interviews were conducted Aith twenty seru or managers of selected 

organisations. These managers were purposely selected as they had considerable 

experience in managing Malay workers.. both at managerial and operative levels. 

These interviews focused on two aspects: 

(i) Their views and perspectives regarding Malay cultural values and beliefs and 

whether these values and beliefs had any impact on "innovatogenic" behaviour 

(iOThe strategies used to incorporate these values and beliefs into their managerial 

philosophies and practices. 
Their responses were tape recorded, transcribed and analysed using the method 

suggested by Strauss and Corbin ( 1990 ). 

The findings from all the twenty interviews were then aggregated and a profile of 

Mala,, cultural values was developed. Issues related to the influence of these 

values on "innovatoeenic" behaviour as well as the strategies that the managers 
have used to manage these influences have been identified. 

12 



Phase Two: Case studies 

This phase consisted of case studies of three selected organisations. A month was 
spent in each of these organisations collecting data and information on the 
following : 
(I) various aspects of the orgariisation including its key strategies, its structure, 
the organisational climate, the dominant management style, the mechanisms for 

communication and decision making and the mechanisms to promote innovation., 
(ii) Opinions and perceptions regarding the values and attitudes of Malay staff 
(iii) Specific strategies and mechanisms ( if anY .) employed to encourage and 
nurture "innovatogenic" behaviour 

Five main methods of data collection were employed: 
(i) Unstructured interviews with Chief Executive Officers. 

(ii) Structured but open ended interviews with 8-14 middle level managers. 
(iii) A survey of opinions of the operating staff using a structured questionnaire, 
(iv) A review of company documents and literature. 

Both the unstructured and structured interviews were analysed and coded in the 

same manner as in stage one. The Minitab package was employed to process and 

organise the data from the opinion survey , with a view to producing descriptive 

rather than inferential statistics. -vielding basic quantitative information to 

complement and supplement the findings from the in-depth interviews undertaken. 

The climate of the three companies were also assessed for their innovativeness 

using the approach suggested by Ekvall et al (1983). 

1.7 MAJOR FINDINGS AND CONTRIBUTIONS OF THIS 
STUDY 

Tle findings of this stud), makes several contributions to the management of 
innovation processes m Malay organisations and to the theon' of cultural 

contingency of organisational behaviour. These include: 

(i) The identification of key cultural values of the Malays: This is an important 

contribution as it helps managers to understand better the socio-cultural 

context in which they operate and to adapt their managerial practices 
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accordingly. Apart ftom providing the much needed empirical support for 

several values that has been described in earlier literature (such as the respect for 

seniority and status, concern to preserve face. and preference to work in groups) 
of greater significance is the identification of several values that have not been 
described in any previous literature on Malay cultural values, for example, 
values concerning preferred learning style and the reaction to the success of 
other Malays. The study has also found that in addition to the more 'dominant' 

values, there was a small but significant number of respondents (especially 

amongst those who have worked or studied overseas ) whose values have been 
found to be significantly different. Many of the companies mvestigated seem to 
depend on these individuals with the 'variant' values for their innovation. 

(ii) The findings suggest that the fundamental feature of the 'dominant' Malay 

culture is their relationship orientation which is a key value as well as having a 

major influence on other norms and values of the Malays and their structural 

manifestations in Malay organisations. The swdy has identified five key aspects 

of this relationship orientation: a tendency for collective behaviour, focus on 

personalised relationship, deference to leaders, loyalty to group and leader, 

and an emphasis on social benefit of an action to group and self. 

(iii) Consequently, Malay organisations seem to be characterised by socially 
determined form of work relationship and priorities that are not conducive 

to the generation and exploitation of ideas. For example, the demands arising 

out of their emotion based relationship and their collective orientation, respect for 

rank and status, and consideration for the feelings and -ace' of others are given 

priority over efficiency and task accomplishment. The common tendency to avoid 

interpersonal confrontations and to express oneýs own opinions freely are clear 

barriers to any effort to introduce change participatively. Consequently , one of 

the key measures to promote innovations in Malay firins has been to create 

special contexts with appropriate ground rules that prescribe a different set 

of interactions that are more conducive for people to behave 

'innovatogenically'. 

(iv) Innovation processes in Malay firms seem to be very leader driven. As 

dinates' superior - subordinate relationships seem to be characterised by the subor 

respect and deference to leaders, the attitude and reaction of superiors to 

innovation and change have a significant impact on the attitude and behaviour of 

the subordinates. Furthermore the willingness of Malay employees to take on new 

ideas and partake in new initiatives seems to depend on the endorsement and the 
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support of the leader chief. As such. organisations with dynamic and change 

oriented leaders seem to be more innovative whereas organisations where the 

superiors are cautious and risk averse are found to be very conservative and 
traditional. This also suggest that managers in Malay organisations need to be 

proactive and be involved directly in innovation initiatives as idea champions 

or sponsors. 

(v) The findings support one of the main axioms of this study that strategies and 

mechanisms to facilitate innovation must be culturally contingent. For 

example, the popular belief that group processes are an effective means to 

produce more ideas seems to have resulted in almost all the firms investigated 

using some form of group mechanisms for generating new ideas. However, as the 

study found out, using interactive groups can be problematic in a Malay 

environirnent. AJthough Malays in general prefer to work collectivelv, their 

preoccupation with saving face have been found to inhibit forwarding of ideas as 

well as criticising and commenting upon the ideas forwarded by others. As such, 

non interactive group process in which ideas are not identified with their 

proponents seem to be more effective. 

(v) The findings of the study also support the contention that any strategies and 

mechanisms emploved to nurture 'innovatogenic' culture must ensure that there 

is congruence between the strategy and the prevailing ideational mode. For 

example, for an organic structure to exist, an organic culture must be present. If 

the dominant ideational mode is hierarchical and bureaucratic in orientation. 

attempts to bring elements of 'organicism' into the organisation may be met with 

resistance and may not result in the desired innovative effect. 

1.8 THE ORGANISATION OF THE THESIS 

11iis thesis is organised into ten chapters. Chapter one presents an overview of 

the research. Amongst other things, it provides a brief justiflcation as to why the 

study is beneficial and presents the objectives and rationale for the study, the 

conceptual fi-ame work ,a summarv of research methodology, as well as the 

major contributions or findings of the study. 
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Chapter two revýieivs the relevant literature to the study of innoý ation in 

organisations. As the literature on the subject is diverse, the review focuses 

mainly on several methodological issues that are pertinent to this study. Three 
broad categories of definitions of innovation and the implications of different 
definitions upon the research methodologies and findings are discussed. 

Chapter three has two parts: the first part reviews literature relating to the 

concept of culture. This includes (1) the limitations of both the Ideational and 

structural perspectives of culture and the rationale for the holistic perspective 

adopted in this study, and (ii) the need to define culture according to the context 

in which the term is used. Accordingly, three definitions of culture are presented 
to fit the three contexts in which this concept is applied in this study and (ill) the 
key elements of culture are discussed and a fi-amework based on Kluckhohn and 
Strodtbeck's Model (1961) to investigate culture is presented. In the second part 

of the chapter, the review is more focused on the literature on Malay cultural 

-, alues and the institutional and social context that characterisc the socio-cultural 

environment of Malays. 

Chapter four exanunes the processes of innovation in organisations using a 

multistage model to identify a set of behavioural orientations that are deemed 

necessary for innovation to occur. From tMs a conceptual model that is based 

on the axiom that it is people that 'innovate and that the motivation, capability 

and means for people to behave 'innovatogenically' depends on the socio-cultural 

as well as structural context of their environment is developed. The conceptual 

model is then used to design a fi-amework to guide the research process of the 

study. 

Chapter five discusses some of the philosophical and methodological issues 

associated with research in social sciences and presents the justification for an 

interpretative (qualitative) approach. The research design and the methods used 

to collect and analyse data are described in chapter six. Chapter seven describes 

the analvsis of data and presents the findings from the first phase of the fieldwork 

which involved unstructured interviews with selected referent individuals. The 

results are discussed and a profile of 'dominant' and 'variant' Malay cultural 

values is presented. Chapter eight presents the findings of the three case studies. 

Chapter nine attempts to integrate the findings of both chapter seven and eight 

N%ith the research objectives posed in chapter six and the key cultural orientation 

of managers and employees vath respect to innovation are presented. Finally, 

chapter ten presents the implications of the findings for policy, practice and 

16 



theory. states the limitations and shortcomings of this research and provides some 
suggestions for future research. The organisation of the thesis is summarised in 

figure 1.2 
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Figure 1.2 : The Organisation ofthe Thesis 
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CjiArter Two 



7he Beginning of Frisdom is the Definition of the Term' 
(Socrates, 470? -399 BC) 

2.1 INTRODUCTION 

The chapter is organised around the following considerations: 

(i) How 'innovation' has been conceptuallsed and defined. 

(ii) The theoretical and methodological problems which have been associated 

with studies on orgarusational innovation. 

(iii) The models which have been used to describe the innovation process and 

the limitations of these models. 

(iv) How has 'innovativeness, been measured and the limitations of these 

measures. 

(v) The antecedent factors have been found to influence the innovation process 
in organisations. 

2.2 DEFINITIONS 

Wolfe ( 1994) contends that much innovation research remains relatively 
inconclusive, inconsistent, and is characterised by low levels of explanation. 
Several have voiced concern about the instability of the results of innovation 

studies ( Meyer and Goes, 1988; Damanpour, 1987; Dewar and Dutton, 1986; 

Bigoness and Perreault, 198 1; Downs and Mohr 1976, ). One reason 

attributed to such instability is the variance in how 'innovation' has been 

defined. For example, in Van der Kooy's (1988) review of imovation studies it 
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was observed that (i) many investigators failed to provide explicit definition 

for the term, (ii) although 'innovation' is a much used word. there seems to be 

great variation in how the term has been defined, and (Ili) the aspects 

emphasised by the definition changed over tune. As definitions determined 

perceptions and perceptions drove action, the focus, methods and subsequent 

outcomes of innovation research would depend very much on how the 

researches conceptualised and defined innovation in his or her research. It is 

therefore important to consider the semantic differences in the definitions to 

understand the extreme variance and often inconsistent findings of innovation 

research. 

Given the diversity in the meaning assigned to the term, ranging from very 

specific usage to describe 'something new' to very broad ones such as the 

'creation offuture'( Nystrom, 1990) or 'the process of making things happen' 

( Rickards and Moger, 1991), it is worthwhile to use some basis to categonse 

the definitions of innovation in the literature to facilitate discussion. In this 

review, the definitions are categorised as: 

i. 'object' oriented definitions 

ii. 'process' oriented definitions 

iii. 'value'oriented definitions 

. pes are discussed in the f0flowing section. Each of these broad ty 

2.2.1 'OBJECT' ORIENTED DEFINITIONS 

Several authors such as those iflustrated in table 2.1 have considered 

innovation as new products, services, or technological or administrative 

processes. These authors consider innovations as discrete objects (service, 

product, process, programme etc. ) that are new to a particular environment 

that are broadly speaking, distinct from the processes that produce and/or use 

them, 
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Table 2.1 Examples of 'object' oriented definitions of innovation 

Authors 
DetWitions 

Pogers and Shoemaker 
An idea, practice, or object perceived as new by an individual. 

(1971: 19) 

Damanpour(1991: 556) 
A new product or service, a new production process technology, a 
new structure or administrative svsteM or a new plan or program 

pertaining to organisational members. 

Zaltman! 5 at (1973: 10) 
An idea, practim or material artefact perceived to be new by the 
relevant unit ofacloption 

Yin et &1 (1977 : 44) 
Any discrete idea, practice or material artefact that is introduced for 

the first time and is seemingly discontinuous with past practice 

Kimberly ( 1991: 96) 
A managerial innovation is any program product or technique 

which represents a significant departure from the state of 

management at the time it first appears and which affects the nature. 
location. quality, or quantity of information that is available in the 
decision making process 

Although "newness" is an integral part of all these definitions and is the key 

feature that distinguishes an innovation from other ideas, practices or objects, 
the notion of ' how new is new' ? is also very subjective. There has been a 
great amount of thought given to the question of when something is "new" and 

considered as an innovation, and when it ceases to be so. Some definitions 
have been very specific and consider factors such as the period of time after a 
product is launched or the percentage of the market that has adopted the new 
product in order to determine whether the product can be considered "new" 

and therefore an innovation. Mansfield (1963) for example states that 
innovation is the 'ýfirst ever use " of a new product, service, process, or idea 

and that its subsequent usage by others is imitation. On the other hand, others 
like Bell (1963 ), define innovation as those ideas, products, or services which 
has not yet secured more than 10% acceptance within the relevant social 

system. Similarly Knight (1967) regards a change as innovation only if it is 
"new to the organisation and to the relevant environment" - The significance 

of identifying the "relevant social system or environment" in Knight's and 
Bell's conceptualisation is to note that changes may qualify as organisational 
innovation even though they have been used in other environment or 

organisations. For Gross, Giaquinta and Bernstein (1971), the length of time 
the idea has been in existence or how many other organisations have adopted 
it is immaterial. What is relevant is whether it is new to the focal organisation. 
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Aiken and Hage (1971) and Do%, vms and Mohr (1979) make similar 

arguments maintaining that the newness of an 'object' to the respective adopter 

will justify calling it an innovation irrespective of whether or not the adopters' 
peers had already adopted the idea. A particular idea or program may be new 

only to the organisation concerned and is therefore an innovation to that 

organisation.. 

Pierce and Delbecq (1977) have studied various definitions of innovations 

from this aspect and have categorised them into three categories: (1) the first 

ever use of an idea by mankind (Mansfield, 1963); (2) the first use of an idea, 

product or services in orgarusations with similar goals (Becker and Whisler, 

1967 ); and (3) the first use by the focal organisation ( Evan and Black, 1967; 

Knight, 1967; Mohr, 1969) 

Some authors maintains that it is the perception of a person or a social 

system which decide its newness. Thus a product or service may be an 

innovation for one person or system if it is perceived to be new by that person 

or system ( Zaltman and Lin, 1971 ). As Rogers and Shoemaker explain: 

"An innovation is an idea, practice, or object perceived as new 

by an individual. lt matters little, so for as human behaviour 

is concerned, whether or not an idea is 'objectively' new as 

measured by the lapse of time since itsfirst use or discovery. It 

is the perceived newness of the idea for the individual that 

determines his reaction to it. If the idea seems new to the 

I. ndividual, it is innovation. " (Rogers and Shoemaker, 

1971: 19) 

The idea of perception is more relevant than whether the object is actually new 

or not because one's perception affects how he or she will behave. However, 

perception is a very subjective process and may vary with time, the 

physiological state of an individual, and the context of the situation. (Zaltman 

and Lin, 1971 ); additionally, not only can something be an innovation to some 

systems but not for others, it may also be an innovation in some situations and 

not in others within the same system. As an object, something can be 

considered as an innovation if it is perceived to be new by the individuals or 

organisation concerned, the idea of perception is more relevant . 
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2.2.2 PROCESS ORIENTED DEFINITIONS. 

While 'object' oriented definitions tend to regard innovation in terms of 
specific products, services, processes, or ideas that are perceived to be new to 
the particular environment, 'process' oriented definitions focus more on the 

activities through which the new objects are created and /or adopted. There are 
also many variations in the semantics of these definitions, particularly on the 

range and ty I ion process. ý pe of activities that constitute the innovati 

Some authors have defined the term synonymously with invention: as a 
creative process whereby existing concepts, ideas or entities are combined in 
some novel way to produce something new that was not previously known 
Steiner, 1965). This viewpoint is similar to that of Barnett's (1953) definition 

of innovation as the invention of " something new". Under this perspective, it 

is possible for an organisation or an individual to be innovative without ever 

adopting or utilising their inventions. In contrast to this perspective, Kingston 

(1977) argues that, such a perspective is too limited and does not illustrate the 

significant difference between inventing ( generation of ideas, products 

services etc. ) and its introduction into practice in. As Kingston stated: - 

"innovation is not so much oforiginating ideas, but by taking 

up an idea and developing it, realising its potential and 
turning it into concrete reality" (Kingston, 1977: 11) 

The key factor here is the development and adoption rather than the 

origin.. Mohr (1969) agrees with this distinction between invention and 
innovation and defines innovation as "the successful introduction into an 

applied situation of means or ends that are new to the situation". Becker and 
Whisler (1967) also focus on innovation as a process that follows invention, 

being separate from invention in time and location. To them, invention is the 

creative act, while innovation is the first or early employment of an idea. Van 

de Ven (1986) and Herbig and Kramer (1993) have similarly focused their 
definition of innovation as a process beyond the conception of a new idea or 
invention, emphasising the translation of ideas or inventions into the economy 
for use. The implication of these definitions is that it is possible for individuals 

and organisations to be innovative without being inventive. Some examples of 
definitions that have focused more on the application or use of new ideas 

than the generation of these ideas are presented in table 2.2. 
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Others have a more comprehensive view . Myers and Marquis (1969). for 

example. regard innovation not as a single action but as a total process of 
interrelated sub processes. They argue: - 

...... It is notjust the conception ofa new idea, nor the 
invention ofa new device, nor the development ofa new 
market. The process is all these things acting in an integrated 
fashion" (Myers and Marquis, 1969) 

Table 2.2: Some examples of 'process' oriented definitions that are more focused 

on the use rather than the generation or creation of new ideas, products, or 
process . 

Authors De(Wdons 

Evans and Black, 1967: 519 The implementation of new procedures or ideas whether a product 

of invention or discovery 

Rowe and Boise. 1973: 6 The successful utilisation ofprocesses, programs, or products which 

are new to an organisation and which are intioduced as a result of 

decisions made within that organisation. 

McGowan. 1997: 499 Ilie creative activity where the emphasis is not so much on 

identifying new ideas or production opportunities as on the adoption 

of those opportunities ( inventions) and their subsequent 

development into either a finished article or a useful practice. 

Rickards, 1985: 11 Commercialisation of invention. 

Van De Ven, 1996: 591 The development and implementation ofnew ideas by people who 

over time engage in transactions with others widiin an institutional 

context. 
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According to Myers and Marquis (1969) the innovation process is seen to 
have three phases. namely, the generation, acceptance and implementation of 
new ideas, products or services (Kanter, 1983. Schen-nerhon, 1993: 
Damanpour, 1996. ). Rosenfeld and Smo ( 1990 ) illustrate this idea that 
irmovation involves the original generation of ideas or inventions as well as 
their creative use Nvith a simple equation 

INNOVATION = CONCEPTION + INVENTION + EXPLOITATION 

Conception and invention covers all efforts aimed at creating new ideas and 
getting them to work, whereas exploitation includes "... all stages of 
commercial development, application and transfer of ideas or inventions 

towards specific objectives, evaluating those objectives, downstream transfer 

of research andlor development results and eventual broad based utilisation. 
dissemination and diffusion of technology based outcomes. "(Roberts, 1988: 

13). Wilson (1966), Shepard (1967) and Thompson (1967) also support this 

idea of multiple phases incorporating the original invention of something new, 

its adoption, as well as its use for the first time within an orgamisational 

setting, into their definitions recognising that innovation is a multiphased 
activity in which both the creative process and its subsequent exploitation are 

equally important. Table 2.3 provides some examples of 'comprehensive 

process oriented' definitions. 

These definitions implicitly or explicitly suggest the notion of creative ideas 

being successfully generated and implemented. Most of them also highlight 

some essential aspect about the nature of the innovation process. West and 
Farr's ( 1990) definition, for example, highlights two important aspects: (a) 
'intentional introduction' implying that innovation is a deliberate process , and 
(b) that innovation brings about benefit. Similarly Van de Ven's( 1986) 

definition makes the important observation that innovation is a social process 
involving people interacting with each other over time, whereas implied within 
Anderson et al's (1992) definition is the idea that innovation is a change 

related phenomenon. 
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Table 2.3. - Examnip- nf'rnmnr. h. ný; - 

Authors Definitions 

West and Farr, 1990: 9 'Me intentional introduction and application within a role, group, or 

organisations of ideas, processes, products or services new to the 

relevant unit of adoption. designed to significantly benefit the 

individual 
, the group, the organisation or wider society 

Kanter, 1985: 20-21 I"he process of bringing any new problem-solving ideas into use 

.... the gencratiorL acceptance, and implementation of new ideas, 

processes products or services. 

Van de Ven. 1986: 590 Tle development and implementation ofnew ideas by people who 

over time engage in transactions with others within an institutional 

order. 

. Anderson et a[, 1992: 17 The process of conceptualising. developing and implementing new 

and improved work practices and products as an essential means of 

responding proactively to external change. 

Johannesssen and Dolva, The process encompassing the use of knowledge or relevant 

1994: 210 indbrination for the purpose of creating and introducing something 

as new and useful 

Damanpour 1991: 556 The adoption of an internally generated or purchased device, 

system, policy, program, process, product or service that is new to 

the adopting organisation. (Damanpour uses adoption to include the 

generation, development and implementation of new ideas or 

behaviour. ) 

2.2.3 BROAD BASED 'VALUE-ORIENTED I DEFINITIONS 

One major problem associated with most process or object oriented 
definitions is that they focus on the development, adoption and /or 

implementation of a specific idea, product, or services and thereby regard 
innovations as distinct 'stand-alone add-ons', separated from the rest of the 

operations of the organisation. O'Hare (1988) points out at least three 

weakness of such an edited view of the innovative process: 

(i) there is a tendency to ignore that organisations are constantly evolving 

entities within which big and small changes and improvements must 

continuously take place if they are to survive. 
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(11) such a view ignores the interdependencies of different parties involved. in 
the entire organisation, and 

(111) it also ignores fact that innovation is an integral part of the ongoing day to 
day management of the business itself 

As a result there is a growing call for innovation to be considered as a broad. 

continuous and on-going process that can or should irivolve the entire 
organisation ( Adair, 1996-, Chaharbaghi and Newmaxi, 1996; O'Hare, 1988; 
Peters and Austin; 1985). As Ohmae (1994 ) remarked: 

" innovation can take place in anýv phase of management where 

performance improvement can deliver some commercial 
value ... (and) is a continuous process since performance 
improvement requires change over time. "( Ohmae, 1994: 12) 

0' Hare ( 1988: 27 ) provides a similar argument. In defining innovation very 
broadly as " New ways of delivering customer values" and he asserts that: 

"... innovation can take place in anýv part of the business 

system, or indeed throughout the whole business system. 
Unless managers adopt a sufficiently broad definition they run 
the nsk ofmissing whole areas ofinnovative opportunities. " 

(1988: 19) 

Other examples of broad-based definitions are presented in table 2.4 

All these definitions are not focused on a specific event or actions by specific 

units or parts of the organisation. Instead they imply that innovation in the 

organisational context includes substantial radical improvements as well as 

anything that will bring about continuous improvements to sustain the 

organisation's growth, profitability and competitiveness. 

27 



Table 2.4: Examples of broad 'value - based' definitions. 

Author Definitions 

Adair. 1966: 1 Tbe process oftalcing new ideas through to satisfied customers 

Wood. 1998: 18 Everything that will contribute to sustained growth and future 

Profitability. 

Drucker(1985: 9) The means by which the entrepreneur either creates nc%v wealth- 

producmg resources or endows existing resources with enhanced 

potential for creating wealth the effort to create purposeful, focused 

change in an enterprise's econonuc and social potential. 

Vraking (1990: 9 5) Any renewal. designed and realised that strengthens the organisation's 

competitiveness and which allows a long term competitive position to 

be maintainecr. 

2.2.4 THE IMPACT OF'DEFINITION'ONTHE FOCUS AND OUTCOME OF 
INNOVATION RESEARCH 

Differences in the definition and conceptualisation of 'innovation' has had a 
marked effect on the focus and outcome of innovation research. Object- 

oriented definitions are more prominent in studies on adoptability of 
innovations ( what makes one innovation more likely than another to be 

adopted by any organisation) or Diffusion of Innovation ( DI); whereas 
process-oriented and value-oriented definitions are more commonly found in 

studies related to the relative innovativeness of organisations or the process of 
adoption or generation of innovations in organisations. The unit of analysis in 

adoptabilitylDI research is the innovation itself and such research is 

concerned with determining the factors that influence the rate of diffusion or 
adoption through a population of potential adopter organisations over time 

and/or space ( Fisher and Carroll, 1986; Kimberly, 1981; Rogers, 1962, 
Teece, 1980; Wilson, 1963). Factors that have been found to influence the 
diffusion of innovation include (1) adopter characteristics (2) the social 
network to which the adopter belongs, (3) primary and secondary attributes of 
the innovation, (4) the communication process, (5) environmental 
characteristics and (6) the characteristics of those promoting the innovation 
(Rogers, 1983 ; Kimberly and Evanisko, 198 1; Zaltman et al, 1973 ). 
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On the other hand, adoption or generation research has focused mostly on 
the propensity of organisations to innovate and the nature of the innovation 
process itself Wolfe (1994) classifies these as 01 ( Organisational 
hinovativeness) research and PT ( Process Theory) research. This is similar 
to the 'antecedent factors research' and 'process research' categories used by 
King(1990) and Tomatzky et al (1983). While 01 or 'antecedent factor' 

research' focuses particularly on the variables that facilitate or inhibit 
innovations, PT or 'process research' seeks to examme and understand why 
and how innovations emerge, develop, grow and terminate over time. 

The unit of analysis of 01 studies is the organisation.. Although 01 studies 
have investigated the influence of individual factors ( Howell and Higgins, 
1990; Baldridge and Burnham, 1975); and environmental variables ( 
Baldridge and Burnham, 1975; Pierce and Delbecq, 1977; Crocombe et al. 
1991). Wolfe (1994) is of the opinion that the influence of organisational 

structure has dominated 01 studies. Structural variables have been argued to 
be the primary determinants of organisational innovation ( Damanpour, 199 1. 

1988 ; Kimberly and Evanisko, 198 1, Kim, 1980; ). 

The unit of analysis in process research is the innovation process itself . 
Earlier PT studies have attempted to identify the sequential stages of 
innovation process ( Rogers, 1983; Zaltmaii et al, 1973; Wilson 1966) and 
determine how different factors influence these different stages ( Van de Van 

and Rogers, 1988; Downs, 1978). However, there has been criticism against 

these stage based models( Schroeder et al, 1989; Anderson and King, 1993 ) 

and as a result later process research has focused more on the 'messiness' and 
the iterative nature of the innovation process ( Ven De Ven et al., 1989, 

Schroeder et al., 1989; Nord and Tucker, 1987). Further discussion of 
literature on innovation models is presented in section 2.3.2. 

Several authors, ( King, 1990; Van de Ven and Angle, 1989; Tornatzky et al, 
1983 ) have commented that while there has been considerable amount of 

antecedent factors research' there has been very little 'process research' . 
Yet, 

the management of the innovation process requires an understanding of more 

than just the input required to achieve a desired outcome: managers that are 

responsible for directing innovation process need to know about what actually 
happens within the proverbial 'black box' between the inputs and the desired 

outcome. They need to "have 'a road map' that indicates how and why the 

innovating journey unfolds and what paths are likely to lead to success or 
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failure " (Van de Ven and Angle. 1989). This suggests that there is a need to 

shift emphasis away from antecedent factors research towards process 
research. 

The following section discuss several key issues related to the study of 

organisational innovation. 

2.3. THEORETICAL ISSUES IN ORGANISATIONAL 
INNOVATION RESEARCH 

The following key issues relating to innovation research was identified in the 
literature: 

2.3.1. GENERAL TBEORY OF E14NOVATION 

One major issue concerning innovation research and theory development is the 

extreme variance and the instability of the findings ( Damanpour, 1996; 
Wolfe, 1994; Bigoness and Perreault, 1981; Downs and Mohr, 1976) and the 

associated difficulty of developing a general theory of innovation (Wolfe, 
1994). As Downs and Mohr (1976) have noted, factors found to be important 

for innovation in one study are found to be considerably less important , not 
important at all, or even inversely important in another study. Wolfe (1994) 

commented: 

"... Our understanding of innovative behaviour in 

organisations, however, remains relatively under developed 

as the result of innovation research has been inconclusive, 

inconsistent, and charactensed by low levels of explanation 
( Woffie, 1994: 405) 

Different approaches and research fi-ameworks have been proposed by 

researchers to overcome these problem and produce more generalisable 
findings. Notable among these are the seven prescriptions proposed by Downs 

and Mohr ( 1976: 712-713); and the integrative conceptual paradigm 

consisting of three-domains suggested by Bigoness and Perreault (1981). 

However, despite these efforts , two decades later, the problem of extreme 

variance and inconsistencies in the findings remains, and a general theory of 

innovation has not matenalised. Recently, Damanpour (1996) has Used a 
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meta-analytical procedure to compare and cumulate the findings of studies in 

different contexts and with different focus of investigation. He argues that by 

doing so it is possible to develop theories that are able to account for the 

simultaneous effect of multiple moderating factors in an innovation process. 
However.. the very nature of the innovation phenomenon suggest that even 

these approaches would have its limitations. As innovation is a very complex 

and context sensitive process, the number of variables and factors that 

concurrently affect it are far too many to be adequately incorporated and 

correlated using Damanpour's analytical procedure. Furtherniore, as 
Damanpour has not adequately. addressed the validity of cumulating data taken 
from different studies conducted in different context and for different 

purposes, the potential of this approach towards the development of a grand 

theory seems limited. 
I 

Consequently, there is a general 
I 
consensus among innovation scholars that: 

i) there can be no one theory of innovation 

ii) several adequate, circumscribed theories of innovation exist, but each 

applies under different conditions; therefore 

iii) research effort should be directed at determining and defining the 

contingencies that differentiate the applicability of these different theories. 

Wolfe, 1994: 406). 

According to the Minnesota Iniiovation Research Program, one of the most 

comprehensive research prograjýs on organisational innovation, ( Poole and 

Van de Ven , 1989) a single ti[ieOry cannot encompass the complexity and 

diversity of the innovation processes. Instead, several different theories or 

models were found to be necessary to explain the process, and which theory 

held was found to depend on the context and conditions confronting the given 

innovation. On this basis, Poole; and Van de Ven suggest that a meta theory is 

necessary to provide a useful repertoire of theories to explain the innovation 

process. They suggest that the meta theory will, amongst other things: 

i) identify and classify models of development relevant to the understanding of 

the innovation process in terms of level of analysis and type of theory, This 

would provide a basic set of models to draw upon to explain a particular 

observed innovation process; 
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ii) specifV situations or contingencies -when each type of theory is most 
applicable. and 

iii) propose three switching rules ( type, temporal, and spatial rules) that may 
determine when to mitch between models to explain innovation process over 
time. (Poole and Van de Ven 

, 
1989: 660) 

In this context, the main challenge in innovation research has been to develop a 
cumulative information base that can contribute to the development of a 

meta-theory which can (i) effectively incorporate the multitude of theories on 
innovation and (ii) define the contingencies and conditions under which the 
different theories are applicable. Central to this effort is the need to mininuse 

ambiguity in all aspects of innovation research. The researcher must clearly 

spell out the key elements of his or her research such as the main focus of the 

research question; the stage(s) of the innovation process ; the types of 

organisation; the attributes of the innovation being studied and how the study's 

outcome variable is conceptualised (Wolfe, 1994). 

Simi-larly, Van de Ven and Angle ( 1989) suggest the use of a 'common 

guiding fimnework' centering on the five basic concepts of ideas, peoplel. 

transactions, context, and outcomes (which they have used in their Minnesota 

Innovation Research Programme) to enable comparison of the results of 
different studies. 

2.3.2 MODELS OF THE INNOVATION PROCESS 

Despite the shortage of empirical studies of the innovation process, writers 
have been proposing models thereof as early as the 1960s (Wilson, 1966. 

Zaltman et al, 1973; Rogers, 1983). Most of these early models have been 

stage models ,a sequence of phases through which an innovation proceeds. A 

review by Saren (1984) classifies models of the innovation process into five 

categories. 

(1) Departmental-stage models ( e. g. Robertson 1974) . The innovation 

process is broken down into a series of stages associated with the departments 

of the organisation, for example (i) R&D, (ii) design, (iii) engineering, (iv) 

production, and (v) marketing. In this model, the innovation moves from its 

conception as an idea through various departments in sequence, until it finally 

emerges into the market as a new product. 

32 



(2) Decision-stage models. Rubenstein and Ettlie (1979), for example. break 
down the process into a series of decisions with a set sequence of steps that 

must occur at each decision point- for example, (1) gathering of information to 

reduce uncertainties, (2) evaluation of information, (3) decision making, and 
(4) identification of remaining key uncertainties. 

(3) Conversion process models. These treat uinovation as a svstern in terms 

of input and output. In one such model, for example. (Twiss, 1980), 

technological innovation is seen as a conversion process that transforms inputs 

such as raw materials, scientific knowledge, and manpower, into outputs - 
new products. Inputs may take the form of activities, information, and 
departments of the organisation. The organisation is seen as a user of inputs of 

various types, but the order or sequence of such use remains unspecified. 

(4) Response models. Becker and Whisler (1967) represent innovation as the 

organisation's "response" to some external or internal stimulus and includes 

the following stages: (i) stimulus on individuals in an organisation to conceive 

a new idea, (ii) conception of the idea for innovation; (iii) proposal by the 

inventor of a project for development; and (Iv) adoption of the innovation. 

(5) Activity-stage models. These identify the particular acti%, ities that are 

performed during innovation. In a review of various models of innovation 

process in the literature, King (1990) found that most of them had sirnflar 

characteristics in the sense that the process is broken down into a series of 

stages or specific activities that are performed during the process. A good 

example is Cummings and O'Connell's model (1978) which includes the 

following stages: (i) initiation of the process or the search for the source of the 

problem; (ii) generation of alternative innovative proposals; (iii) evaluation of 

alternative innovation proposals; (iv) selection and initiation of an alternative ( 

or set of alternatives ) and (v) acceptance and routinisatiOn. Most models 

divide the process into two basic phases: initiation and implementation, 

although there are variations in the number of sub stages in these two phases ( 

see Table 2.5 ). Kimberly's (1981) model is a slight departure from the other 

process models as it presents a series of processes as an 'innovation life-cycle' 

rather than as a series of stages. 

However, most of these unitary stage-wise progression models have been 

criticised and denounced ( Anderson and King , 1993, Schroeder et al, (1989) 

for their lack of empirical validity or correctness, as innovation is a complex. 

iterative process having manyfeedback andfeedforward cYcles rather than 
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being a simple and linear process. Schroeder et al (1989), for example, report 
from their comprehensive review that: 

i) most of these models were not specifically developed for the innovation 

process. Tbe: y were either derived or borrowed from models of other 

organisational processes such as: decision making; group development, 

organisational change and development; and organisational planning. Even 

Table 2.5 Models of organisational innovation process. 

Wilson 

(1966) 

Harvey and Mills 

(1970) 

Halle and Aiken 

(1970) 

Zaliman et aJ. 

(1973) 

Kimberly (198 1) 

'Innovation Life CN-cle' 

Rogers 

(1983) 

1. Conception of 
1. Issue perception 1. Evaluation i. initiation sup 1. Initiation 

Change 
ý0 Knowledge awareness (i) Agenda-serting 

sub stage 

2 Formation ofgoals 

2. Initiauon 
2. Proposing Change u) Fonnauon ofawtudes 

3, Search sub'stage 

4. Choice ofsolution ui) Decision sub stage 
(ii) Matching 

1. Adoption 

3. Adoption and 5. Redefinition Implementation 1 Implementation stage 2. Implementation 

Implementation i) Initial implementation (i) Redefimrig- 

sub stage restm 

4. Rounnization (ii) 

2. Utilisation 
ii)Contintied-susuuned (iii) Routinising 

unplementation sub stage 

3. Exnovation 

, in m. A West and J. L Farr (eds. ), Innovation and Source: King, N., (1990). Imovation at work: the research literature 
Creativity at Work Ps)vhological and Organisarional Straregm. Chichester. john Wiley and Sons, p. 42 

those models developed specifically for innovation process ( Rogers, 1983; 

Abernathy and Utterback, 1975 ) are found to have striking similarities vAth 

those for individual decision making process, and group and organisational 

development process. 

ii) they are based on theoretical speculation rather than being grounded in 

observations of real-lik innovation processes. 
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iii) the, ý describe the process as a sequence of separable functional stages 

sequentially ordered in time. 

Schroeder et al ( 1989) argue that these models are simply inadequate as (i) 

they cannot deal with the complexities of many innovation processes and (ii) 
because they assume invariance between and vvithin all units in following a 

prescribed order of developmental phases, one locked in step after another. 
Kanter (1988) in agreeing with the opinions that stage-models risk artificially 

segmenting the process, suggests that the process could be best understood in 
terms of its major tasks (that may or may not occur sequentially). She 

identifies these tasks as (a) idea generation, (b) coalition building, (c)idea 

realisation, and (d) transfer ( or diflusion or adoption ) of the idea. 

The danger is in regarding these models as normative, i. e. as a description of 
how innovation 'normally' occurs. If researchers use these models as a priori 

stages or phases to design their research fi-arnework and collect data on that 

basis, their results can easily become self-fulfilling prophesies ( Schroeder et 

al, 1989; Poole, 1983). As King and Anderson wam: 

"Infact they may be dangerous, in that normative models can 

become prescriptive. The message that 'this is how innovation 

normally develop'is very easily translated into one of 'this 7s I 

how they should develop. " (King and Anderson. 1995: 119) 

Despite these criticisms, most innovation theorists still use stage models in 

clarifýing the variables operating on innovation. Ainabile ( 1988) contends 

'7 agree that a stage approach can have great heuristic vahle: 

it is important, for both theory andpractice, to describe the 

major phases in the life-span of idea implementation - 
beginning even before idea conception- as well as the major 

influences on those phases "(Amabile, 1988: 158) 

Amabile (1988) argues that what was important Was to recognise the 

limitations of process models. For example, in describing her own model, she 

makes it clear that there are many inadequacies, particularly as her model only 

accounts for factors that are found Nvjithin the organisation and excludes 

factors outside the organisation, despite their importance and relevance to the 

innovation process. 
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An alternative model has been proposed by Schroeder et al (1989). From their 
longitudinal study of seven varied innovations, they observed the process 

unfold from a simple unita? ýv process into multiple. divergent, parallel and 
convergent progressions of events over time. Some of these paths in the 

multiple progression Nvere conjunctive ( related or interdependent) , others 

were disjunctive( unrelated in anv noticeable form of interdependence), The 

process model proposed by Schroeder et al (1989) is based on six empirically 

grounded observations ( Table 2.6 ) that describes a series of common features 
but does not attempt to place them in any discrete stages. 

Table 2.6: Schroeder et al's empirical observation 

1. Imovation is stimulated by shocks, either interrial or extemal 

to the organisation. 

2. An initial idea tends to proliferate into several ideas during 

the innovation process. 

3. Unpredictable setbacks and SURPRISES are inevitable; 

learning occurs whenever the innovation continues to develop. 

4. As an innovation develop, the new and old exist concurrently, 

and over time they are linked together. 

15. Restructuring of the organisation often occurs during the 
p mnovation process 

6. Hands-on top management involvement occurs throughout 

the innovation period 

I Source: Nigel King and Ned Anderson (1995) Innovation and Change in 

London: 

Their observation was very similar to the typology of developmental models 

proposed by Van den Daele (1969) which Schroeder et al describe as going 

"beyond simple unitaq progression and include multiple, cumulative and 

conjunctive progressions of convergent, parallel and divergent streams of 

activity sequences that unfold as an innovation develops over time" 

( Schroeder et al, 1989.113 ). 
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Mng (1992) tested Schroeder et al's model in a study of innovations in a 
hospital ward and found that while it was more reliable than the stage model 
developed by Zaltman et al ( 1973), it was nevertheless not applicable to less 

radical innovations. He. therefore, concluded that the model cannot be 

generalised, particulariv as the model was developed mostly from large scale 
innovations and has not taken into account small incremental innovations. 

The inadequacy of the more common stage-models and the lack of validation 
of the emerging models calls for more in-depth, longitudinal and multi- 
disciplinary research in different organisational settings to better describe and 
explain the processes, sequences and conditions central to innovation. Only 

then Nvill it be possible to move from a stage -to- stage conception of the 
innovation process to a more dynamic conception of change over time. 

2.3.3 THE FOCUS OF RESEARCH: STRUCTURAL, INDIVIDUAL AND 
INTERACTIVE PERSPECTIVES 

A third major issue related to innovation research concerns the underlying 
theoretical assumptions upon which innovation studies have been based. Three 

common perspectives has been identified in the literature . 
individual, 

structuralist and interactive (Pierce and Delbecq, 1977; Slappendel, 1996). 

Basically the individual perspective of action assumes that individuals are the 

major cause of change. The perspective further assumes that individuals are 
self-directing agents unconstrained by external factors and make rational 
decisions to maxiryiJse value or utility. On the other hand, the Structuralist 

perspective assumes that innovation is determined by organisational 
characteristics. While there are several variations of these perspectives such as 
the open systems theory and structural contingency theory, they all share a 
common deterministic orientation by which "organisational behaviour is seen 
to be shaped by a series of impersonal mechanisms which acts as external 
constraints on actors" ( Astley and Van de Ven, 1983: 248). The Interactive 

process perspective reconciles individual and structuralist approaches 
suggesting that innovations are the outcome of both structural and individual 

effects and believes that innovation is produced by the interaction of structural 
influences and the individual actions. 
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In the research literature, the individualist perspective is most clearly 

expressed in those studies that ldentiý- individual-level antecedents of 

innovation( Amabile, 1988, Rogers, 1962 ). However, the individual 

perspective has lost much of its acceptance amongst researchers because of 
two major weaknesses when applied to organisations. First, it is based on the 
invalid assumption that innovative decisions in organisations involve 
individuals only ( Van de Ven et at, 1989) and secondly, that withm' 
organisational settings, individual characteristics can be overshadowed by the 

effect of organisational roles ( Burnham and Baldridge, 1975). 

The focus of the structuralist perspective is to understand the structural 
factors which promote or impede organisational innovativeness. Most of the 

research on antecedent factors affecting innovation that are discussed in 

section 2.4 are based on this perspective. Although this is the most dominant 

perspective, it can be seen to have several weaknesses- The major one being 

the reification of organisational features such as technology, strategy, 

structure etc. as objective reality whose factual character is not challenged. 
Furthermore, by focusing on such hard organisational features, the processes 

by which the structures and patterns are generated and sustained are generally 

ignored ( Slappendel, 1996). 

Innovation research that uses an interactive perspective tends to be more 

concerned with questions about the holistic nature of innovation process and 
linking human action with structure rather than the impact of discrete 

independent variables on the process ( e. g. Child and Smith, 1987; Starkey 

and McKinlay, 1988; Whipp and Clark, 1986). it is important to differentiate 

these studies from those that use multivariate analysis to correlate variables 

from more than one level of analysis with measures of an organisation's 

innovativeness ( see Meyer and Goes, 1988; Kimberly and Evanisko, 1981; 

Pierce and Delbecq, 1977; and Baldridge and Burnham, 1975 ) as these 

studies have not operationalised the interconnection of action and structure 

over time. The interest of these studies were more on the predictive power of 
discrete independent variables rather than the understanding of how the 

various factors impacted upon each other ( Slappendel, 1996) 

Besides integrating both action and structure in the innovation process, three 

other important aspects of the interactive perspectives have been highlighted 

by the studies above: (1) The rational economic model of decision making is 

rejected ( Starkey and Mckinlay 1988: 115) and the non-rational aspects of 
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organisational behaviour are deemed to be important and consistent with this 

view, with emphasis being placed upon the political context in which 
innovations are introduced ( Child and Smith, 1987). (2) the dynamic nature of 
the innovation process and the innovation itself is incorporated recognising 
that innovations do not remain static during the innovation process, rather they 

may be transformed by the process itself ( Walton, 1987); (3) the 

methodological implications of the interactive perspective is that inductive 

approaches and longitudinal case studies should be employed in researching 
innovation process. The Minnesota hmovation Research Programme is an 

excellent example of this (Van de Ven et al, 1989). 

The reconciliation of action and structure in the interactive perspective has not 
been without problems, particularly as there are conflicting positions regarding 

action and structure in mainstream social and organisation theory. 
Slappendel (1996: 119) describes four methods suggested by Van de Ven and 
Poole (1988) to overcome this problem: (1) acknowledge the existence of 

both deterministic and voluntaristic aspects of social systems; (2) action 

and structure may be reconciled by spelling out the various level of 

analysis and clarifying the connections between them; (3) use time to 

relate action and structure, whereby theories may be developed which link 

varying levels of interaction between action and structure with different 

phases in temporal sequence; and (4) develop new theories of action- 

structure relationship such as the structuration theory of Giddens (1984) 
. 

The increasing argument for interactive perspectives in innovation research 
demands a theoretical and methodological reorientation amongst researchers. 
The problem, however, is the demand placed on researchers in terms of the 

knowledge and understanding required to develop such a holistic and 
integrative approach. However Slappendel (1996) believes that several recent 

studies ( Hassard, 1990; Pettigrew, 1985; Van de Ven and Rogers, 1988) can 

provide guidance and fiiraish examples on the integration and mediation of 

different perspectives, and hence serve to improve this situation 

2.3.4 THE ASSESSMIENT OF U74NOVATION PERFORMANCE 

Another potential source of variance in organisational innovation research is 

the measurement of a firm's innovativeness: there seems to be no agreement 

on the way to define this ( Capon et al, 1992). A variety of measures found 

in the literature to assess innovativeriess of organisations have been described 
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by da Rocha et al (1990). Generally these can be categorised as either 
objective m, -asures or subjective perceptual measures. 

A. Objective measures 

One of the eariv methods commord-v associated with Adoptability or DI studies 
was to measure how fast an organisation adopted or absorbed an innovation. 
An innovation score was assigned to firms on the basis of the time of first 

adoption or use of an innovation 
, or the simple dichotomous measure of 

adoption or non adoption of an innovation or a series of innovations at a 
particular point in time. ( Downs and Mohr, 1976). The heterogeneity of 
innovations adopted has also been used as a measure , the argument being that 

the more heterogeneous the innovations adopted or introduced, the more 
innovative the adopting organisation . 

Other objective measures have included the number of innovations produced 

or introduced or the related measure of amount of revenue from new products 
in a particular period. Ile use of surrogate measures such as number of 

patents registered, although more prominent in measurement of innovativeness 

of sectors or countries ( e. g. Shane, 1993), is also a popular measure at the 
firin level, especially Ln statistical and econometric research (see Francois and 
Kabla, 1996). An alternative approach has been to measure the amount 
invested or expended especially on Research and Development activities ( see 
Crepon and Duguet, 1996). Some examples of studies using objective 

measures are presented in table 2.7. 

Table 2.7 Examples of studies using objective measure of innovativeness 

Bigoness and Perreault, 1981 Used the adoption or non adoption of 12 

separate machine procedures to compare 
innovativeness of footwear manufacturers 

Baldridge and Burnham, 1975 Used the adoption or non adoption of 20 

major innovations by 184 schools districts to 
assess innovativeness. 

Moch and Nforse, 1977 Used the number of innovations introduced 
into the market by a firm within a certain 
time frame as measure of innovativeness 

Capon et al, 1992 Used 'percent of corporate revenue in the 
introductory stage and growth stages of the 
product life cycle ' and the 'percent of 
corporate revenue resulting from new 
technology' to measure innovativeness of 

---S. manufacturers. 
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B. Subjective Perceptual Measures 

A more subjective measure based on the perception of qualified judges or 
experts has been used by some researchers. As these perceptions cover a 
number of criteria, da Rocha (1990) points out that this approach has the 

advantage in that it evaluates the overall irinovativeness of the firm instead of 

measuring a single or several specific innovations. Manimala (1992,1990). 

for example, used the Pioneering-hinovatIve (PI) Orientation Scale" 
developed by Khandawalla 1985) to determine the innovativeness of a firm 

on the basis of various types of changes introduced and implemented into the 
firm. The changes that Manimala investigated for were: new products 
introduction of new or modifications and improvements of old). new methods 

of production, new markets; new marketing strategy; new supply sources; new 

ways of financing; new structures; new systems or procedures. new culture . 
new way of managing or developing personnel; new ways to manage quality. 

new R&D output; and new ways of dealing with government and external 

agencies. Based on whether each of these ten innovations were judged to be 

clearly present (a score of three given); doubtful (a score of 2) or clearly 

absent ( score of 1) she was then able to obtain a score to indicate the firms 

innovativeness. 

0 'Hare (1995) suggests another method; the use of an 'innovation audit' as the 

tool to measure innovativeness. The audit involves an explicit and 

comprehensive review of all relevant aspects of the firms innovation activity. 
These are : (pp 195-199) 

(i) Investmeni: how much management time is devoted to innovation. In 

particular, how much consideration is given to new ideas and approaches 

within the normal planning and reporting cycle of the business? 

(ii) Idea generation- over a specified period, how many new ideas ( and what 

categories) have been considered or evaluated? 

(ill) Participation: from where in the organisation are ideas coming from? 

(iv) The Process: how easy is it for individual managers to communicate and 

push their ideas? How are these managers regarded and evaluated? 

(v) Implementing innovation: how successfully has the firm implemented 

innovation in the past ( numbers pursued, percentage of success, impact on 

core business, etc. ) ? 
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(vi) Culture and belief . -What do the managers consider as key success factors 
for the firm's medium and long term interest? What is uinovations role? Is 

innovation seen as a organisation v%ide responsibilivý, or that of a specific 
department. 

(vii) Industq track record: What are the significant innovations in the related 

industry? What is the position of the firm ývith respect to these innovations? 

O'Hare believes that the answer to these questions, when taken together, can 
provide a more realistic picture of a firm's 'innovativeness'. Instead of 
focusing on a particular innovation or series of innovations to determine 

innovativeness, this audit focuses on the relevant aspects of the firm's 

operations that are critical for the innovation process to occur. As this reflects 

on thefuture potential of the firm to be innovative, it is a more meaningful 

measure of innovativeness than the PI scale used by Manimala. 

Another usefW measure that %vas proposed by Ekvall et al ( 1983) is the 

Creative Climate Questionnaire ( CCQ ). The main value of this questionnaire 

is that it reflects the perceptions of the members of the firm and describes 

their own feelings and attitudes about several critical aspects of the 

orgarlisation that are relevant to their behaving innovatively. This is a very 

usefW and pertinent since perceptions ultimately determine actions: if they 

perceive the climate to be supportive, the probability of them behaving 

innovatively Will also be higher. Like O'Hare's audit, Ekvall's scale midicates 

potential for. /uture innovations rather than focusing on past innovations or 

the 'innovativeness'ofan organisation in thepast. 

Ekvall et a)(1983) initially constructed an instrument containing 50 

questions. From the administration of this questionnaire to employees of 

various organisations, they identified eight indices essential for a creative 

climate. 'Mese were: challenge; support for ideas; trust; freedom in the 

organisation ; dynamism; tension; and a global index of 12 items, EkvaII 

has subsequently modified these eight indices into ten comprising of 

challenge/motivation; freedom, conflicts; debates; idea support; risk taking; 

liveliness/dynamism; playffilness/humour; trust/openness; and idea time. By 

measuring the employees' responses to these items 
,a 

CCQ score is obtained 

which reflects perception as to the extent to which the climate supported 

employees to behave innovatively Ekvall et a) (1983) used these measure to 

compare the innovativeness of certain departments in number of companies. 

They found that the employees' perceptions of the organisational climate of 
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successful departments were significantly different from the perceptions of 
employees in the unsuccessful departments. Thus it was found that the CCQ 

scores could be used to suggest the extent to which an organisation or a 
department within an organisation is innovative or stagnated ( Talbot et al, 
1992). 

The various measures and methods discussed above, however, do not 
accurately reflect the concept of innovativeness. 'Outcome oriented' 
definitions do not account for the process involved in the generation or 
adoption of innovation; secondly, innovation is a relative phenomena and it 
is difficult to compare the different type of innovations. Perceptually based 

measures also have limitations as they can not account for the intrusive 
influence of other factors such as size. resources. industry t-, e and most 
importantly, the feelings and attitudes of organisational members, which 

makes comparison unreliable. 

2.3.5 BIAS 

Several authors have commented that there are two pervasive biases in the 

study of innovation ( Van de Ven 1986. Rogers, 1983; Kimberly, 1981) 

They argue that the general acceptance of innovation as a good thing that 
brings about economic improvement and socially desirable changes has 

brought about (i) an 'individual-blame bias' with the implication that if the 

shoe doesn't fit, there is something wrong with your foot', and (ii) a 'pro- 

innovation bias', which sees innovation as unqualified goo(L what ever the 

situation and therefore regard resistance to innovation as negative. King 

(1990) argues that there is a need to review our deprecatory connotations 

associated with "resistance to innovations" and increase our attention to the 

positive role resistance can play such as in highlighting the negative 

consequences of innovation. The proponents of this View argue that there is 

a need to study the negative consequences of innovation, as the pursuit of 
innovation without any concern for its negative consequences may bring 

more harm than good. 

Another related bias in innovation study was highlighted by Saren ( 1987 ). 

This relates to the 'one sided focus' that over-emphasised on the role of 

individuals who promote innovation ( i. e. champions, leaders, and elites 
Saren argues that the views and actions of innovative individuals cannot be 
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divorced from those that resist or avoid innovation, and therefore it is also 
imPortant to study and understand the behaviour of the non-innovators. 

2.4. FACILITATORS AND INHIBITORS OF 
INNOVATION 

A large number of factors have been examined as possible facilitators or 
inhibitors of innovations in organisations. As some of these are of marginal 

interest only, this review will concentrate only on the three major categories 
as identified by King(1990) . These are the environmental or extra- 

organisational factors; the characteristics or behaviour of organisational 
members and characteristics of the organisation itself 

2.4.1. ENVIRONMENTAL OREXTRA-ORGANISATIONAL FACTORS 

As organisations regularly transact with and respond to outside factors to 

obtain resources from stakeholders , attract customers, meet regulatory 

requirements, and achieve social legitimacy, the impact of environmentally 

related factors such as turbulence, level of competition and collaboration, 
industry characteristics, cultural context etc. has been of major interest in 

innovation research ( Kimberly and Evanisko, 1991). Although researchers 
have investigated aspects such as the characteristics of the industry ( e. g. 
Clovin and Slevin, 1990 ) and the market ( e. g. Vernon, 1970), the level of 

collaboration or competition ( e. g. Porter, 1980 in the environment and the 

role of government initiatives and institutions e. g. Johnson, 1982 ), the 

review here will focus only on three aspects: the societal culture in which the 

Organisation operates; the dynamism of the environment; and the interface 

between the organisation and the environment. 

(a) Cultural Context 

There is considerable evidence in the literature that societal culture has 

significant influence on innovation processes in organisations. For example, 
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Wallace (1970) found that the culture of a society influenced the 
inquisitiveness and tolerance for new ideas amongst its members. Similarly 
Rothwell (1986) has found that the characteristics of YA]Iingness to face 

uncertainties, take balanced risk, dynamic long term orientation. readiness to 

accept change and a sense of urgency and timeliness. which are all relevant 
for innovation, to be dependent on societal values and conclude that a 'static' 

society that encouraged the 'status quo' had difficulty innovating. 

More recently, Shane (1993). Hofiffian and Heggarty (1993) and Herbig and 
Miller (1990) has used Hofstede's (1980) four dimensions of culture to 
detennine how differences in these dimensions between different societies 

affected organisational innovation. These studies indicate that societies with 
low Power Distance, low Uncertainty Avoidance, high Individualism and FIigh 

Masculinity were more innovative than those with high Power Distance, high 

Uncertainty Avoidance, high Collectivism and Low Masculinity. Table 2.8 

presents additional evidence from the literature on the impact of these four 

cultural dimensions on the innovation process. 

Table 2.8: Effect of values related to Hofstede's four dimensions of 
culture on innovation 

DIMENSION VALUES EFFECT ON INNOVATION PROCESS 

High Power Prefer hierarchical relationship Thompson (1967) and Bums and Stalker 

Distance (196 1) have found that emphasis on 
hierarchy decreased innovation. 

Accept inequality in statusý Reducing equality amongst members ofan 

power. and authority organisation has been found to reduce 
innovation (Quinn, 1985; Maidique and 
Hays, 1984) 

Limit mformal interaction Lack offiw communication across all 

couirriunication between levels in an organisation was found to 

diflerent levels reduce innovation ( Olsen. Walker and 

Reukert 1995; Nonaka, 1990; Aiken and 

Hap, 197 1; Thompson. 1967) 

Preference to centralise Decentralisation ofaudwrity promoted 

authority innovation (Azuffti and Hull, 1990; 

Takeuchi and Nonaka; 1986; Hull and 
Hage, 1982, Hage and Aiken. 1970 

Individualism More inner directed and outward orientation promoted innovation 

outward oriented (utterback. 1974; Johne and Snelson, 1988) 

Being inner directed enabled individuals to 

exercise fi-eedom and initiative to act as 

they see most worthwhile ( Nonaka and 
YamanoucK 1989. Kanter 1993) 
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High Re-ststance to Change Societies %ýith greater tole, -. n,:. for L nee 1: . 
Uncertainty d= uncertaintv have been four: ; tL be more 

F 
. A. old .A 'o voi ance change oriented and more rtzepti %e to 

innovation ( Herbig and MiAer. 1992: 
Nonaka and YamanouchL : 989) 

Preference for increased Innovation has been found :o be negativelv 
formalisation and related to formalisation(Kanter. 1983ý 

standardisation Thompson. 1967: Burns and Stalker. 1961) 
Masculine Greater emphasis on task Individuals motivated bý- personal 

accomplishment and achievements and reward %ýerv found to be 
achievements innovative. ( Quirm, 1979: G" and Tavlor, 

1976) 
Greater emphasis on the Greater opportunity for personal increased 
development ofthe individual innovation ( Kanter, 1985: Bessant and 

Grunt, 1985) 

(b) Environmental Dynamism 

Two aspects of environmental dynamism have been investigated: 

environmental complexity %vhich referred to the extent and variety of 
environmental components, and environmental variability which related to 
the frequency and predictability of changes in the environmental components 
( Daft, 1992) 

. 
Generally there was agreement that rapid environmental 

change and the associated environmental uncertainty correlated positiveý%- 
with innovation ( McGinniss & Ackelsberg, 1983; Tornatzky et al, 1983 ). 
A dynamic and uncertain environment was found to offer more 

opportunities and demand more adaptive behaviour from organisations ( 

Baldridge & Burnham, 1975; Miller & Friesen, 1984). By contrast, the effect 

of environmental heterogeneity is less clear. While Baldridge and Burnham 
(1975) found a positive relationship between environmental heterogeneity 

and innovation in schools, Robertson and Gatignon (1987) have argued that 

with high degree of heterogeneity, there was lack of common focus which 
created communication problems, thus inhibiting innovation. 

(c) Organisation - environment interface 

L-movation also appears to be influenced by the extent of interaction between 

an organisation and its environment (Robertson and GatIgon. 1987; Saren- 
1987). Generally, the more open and more willingly an organisation seeks and 
accepts new ideas from the external environment, the more innovative it was 
found to be. Koberg et al (1996), for example, argue that the actual conditions 

of the environment are only of secondary importance; what is of primary 
importance is the firm's ability to actively pursue information from its 
environment and make use of it. The implication of these findings is that the 
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boundaries of firms must be permeable and that there must be mechanisms for 

systematic environmental scanning and gathering of information from 

customers, competitors suppliers. research institutions, government agencies, 

2.4.2 CHARACTERISTICS OF THE ORGANISATION 

Although there are a large number many organisational related factors that 
have been found to have influenced innovation in organisations, this review 

will only focus on what has been regarded as the major factors, that is 

.. culture and climate, communication mechanisms, structure, size and strategy 
and reward mechanisms. 

(a) Structure 

The three features of organisational structure that has been examined most 

are: the level of centralisation, the level of formalisation; and the level of 

organisationall complexity. Two aspects of organisational complexity has been 

investigated. Ile first is the knowledge aspect which refers to depth and 

breadth of knowledge and expertise in an organisation ( Hage and Aiken, 

1970) and the other is the level of differentiation in the structure ( Blau and 

McKinley, 1979) along four dimensions ( Miller and Contay, 1980): spatial, 

functional (departmentation), occupational (role specialisation) and 

hierarchical ( authority). 

Results generally indicate a link between higher levels of innovation and more 

organic structures that are characterised by high level of decentralisation, lack 

of formalisation, and high levels of occupational complexity (Bums and 

Stalker, 1961; Pierce and Delbecq, 1973; Tbompson, 1967; Tomatzky et al., 

1983). Organic Structures were found to have higher information processing 

capacities and were therefore more conducive to innovation than their more 

mechanistic counterparts. On the other hand , "monocratic" and bureaucratic 

structures exemplified by a mechanistic system have been found to alienate 

organisational members by creating inequality in status, abilities, and their 

contributions. 

Decentralisation of authority has been found to promote the circulation of 

information exposing decision makers to new information and Ideas ( Hage 

and Aiken 1970 ), yielding more feedback from lower staff ( Hage and Aiken 

1970 ; Zaltman et al 1973 ) and proViding a context in which more new ideas 

47 



are generated than centralised structures ( Bums and Stalker, 1961. Thompson. 
1961). Specifically. with a decentralised structure, managers were found to 
have greater autonomy and control over resources, enabling them to initiate 
and test a greater number of ideas (Kanter, 1983). Similarly Aiken and Alford 
(1970) have found that wider distribution of power created a more 
participatory environment and increased awareness, cornmitment and 
involvement of organisational members. In contrast, in centralised 
organisations, new ideas had to travel an extended chain of command before 

receiving approval and or support, increasing the likelihood that promising 

new ideas would be screened out or resources denied, reducing the number of 
innovations successfully adopted (Pierce and Delbecq 1971). 

Fonnalisation and bureaucracy has been found to be negatively related to 

innovation ( Cohn; 1981; Evan and Black, 1967; Hage and Aiken, 1970-, 

T'hompson, 1967; Zaltman et al, 1973). Palumbo (1969), for example, has 

found that more formallsed public health departments were less innovative. 

The conunon explanation provided by most of these researchers was that high 

level of formality reduced both the freedom of organisational members to try 

new ideas and restricted the horizontal exchange of information N,. ithin the 

organisation. However, one of the most striking findings of Craig's (1995) 

study of Japanese beer companies was their use of bureaucratic and 
formalised mechanisms such as formal working arrangements, systems, 

and procedures to promote innovation, responsiveness and change. 

Corporate organisatiOns that were functionally differentiated or segmented 

were found to impede innovation ( Kanter, 1985; Schollammer, 1982 ): 

division into functional responsibilities limited information flow and 
discouraged personal initiatives. On the other hand, organisations with team 

based or project driven structures that werefluid and adaptive and had semi- 

permeable boundaries were found to be more innovative as such structures 

were better able to align the organisation's need for innovation with the wants 

of the people, namely the chance to use their head, expand their skills and do 

something meaningful ( Barsoux, 1995), As Barsoux remarked, ideas 

normally do not come from individuals that are told to sit down and create. 

Rather it is the discussions and debates between staff that generates them. 

Structural mechanisms like company-wide E-mail networks, open plan offices, 

coffee comers were all found to help innovation as they provided the 

necessary atmosphere and stimulated social interaction between staff. There is 

empirical support for these propositions. Aiken and Hage (1971: 75), for 
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example. found that "communi . can . on patterns in innovative organisation are 

such that they facilitate the movement of ideas upward in the chain of 

command, as well as lateralýy across boundaries ". Similarly Kanter (1982) 

found that the open door policies which enabled staff at all levels to ask 

questions and criticise others' ideas at Wang laboratories and IBM spurred 

innovations. The Wellcome Research Campaign Institute in Cambridge is 

another example. Here staff were discouraged ftom shutting themselves away 

and getting on with their own task. Deliberate efforts like the use of a 

communal storeroom, where people are bound to meet others when they stock 

up, and common tea room are made to keep people moving and talking to each 

other ( Mackenzie, 1995). 

Results regarding the influence of role specialisation on innovation are mixed. 
It has been argued that a greater variety of specialists provides a more 

diversified knowledge base and increases cross fertilisation of ideas to produce 

more innovation ( Kimberlv and Evanisko, 1981; Aiken and Hage, 1971). 

Zmud (1984) reports similar results that coalitions of specialists in 

differentiated sub units increased the depth of knowledge base which 

increased the development of new ideas. On the other hand 
, 

Blau and 

McKinley (1979) and Fennell (1984) argue that organisational complexity 

because of specialisation impedes innovation. They suggest that specialisation 

results in conflicts which makes it more difficult for organisations to 

implement innovations. Specialisation has also been found to lead to functional 

emotionalism and problems of integration of functional departments such as 

marketing, production and research. There is also the risk that such specialist 

departments may pursue their own interests at the expense of the organisation 

as a whole( Kanter, 198 5). 

High hierarchical differentiation in an organisation has also been found to 

inhibit innovativeness. Hierarchical levels have been found to obstruct 

informal communication (Shane, 1992); limit upward communication 
Harbison and Burgess, 1954); reduce subordinates participation in discussions 

( Williams et al, 1965) and inhibit subordinates from challenging their 

superiors' decisions (Whyte, 1969). 

Although several researchers (Dougherty, 1992; Moms and Trotter, 1990; 

Souder, 1987), have argued that departmentalisation, speciallsation, and 

hierarchical boundaries can bring about interpretative differences and fostered 

separateness among sub uruts and thereby make collaborative effort and 
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learntrig i0thin organisations difficult, Fiol (1995) argue that the effects of 
these elements are not ahvays dysfunctional %ith respect to innoNation. She 

observes from her study of large multi-functional organisations that 
Wepartmentalisation and specialisation embodie the contradfctorý, elements 
Qf know-ledge that were needed for innovation and that finct7onal and 
hierarchical distance helped to moderate early conflict between different 

role players'. On the basis of her findings she argues that a balanced 

perspective is necessary in considering the impact of these aspects of 
organisational. structure on the innovation process. 

(b) Organisation size 

Size is another organisational factor that has been found to affect innovation. 
While large organisations have more slack resources for new projects and 
diversification, better marketing skills, research capabilities, more experience, 

greater challenges and more opporturtities for promotion and growth among 

their employees, and more control over the external envirortment. they also 

tend to be more bureaucratic, have more impersonal work environment, are 
less flexible, and unable to adapt and change quickly ( Hitt et al, 1990). So 

this partly accounts for the conflicting reports about the influence of size on 
innovation in the literature. Most traditional studies on adoption of innovation 

argue that there is a positive correlation between size and innovation. For 

example, Kimberly and Evanisko (198 1) found that the larger the hospital, the 

more innovations they adopted, and sirriflarly, Dewar and Dutton (1986) and 
Ettlie et al (1984) found that large organisations were in the forefront of 

technological development because they employed more professionals and 

skilled resources, had higher technical knowledge and technical potential. 
Similar findings have been reported by others. ( Baldridge and Burnham 1975; 

Damanpour 1992; Fennell 1984; Mohr, 1969). 

However large size has also been found to inhibit innovation ( Aldrich and 
Auster, 1986; Hage, 1980) due to higher levels of formalisation, more 

standardised managerial behaviour, higher levels of inertia and lower 

managerial conunitment ( Hitt et al, 1990). Small firms, on the other hand, 

have been found to be more innovative because they are more flexible, had 

greater ability to adapt and improve, and demonstrate less difficulty in 

accepting and implementing change. Nord and Tucker (1987) found that the 

coupling of different parts of an organisation- an important requirement for 

innovation could be more easily achieved in small rather than large fin-ns. The 
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comments of Brower and Kleinknecht (1996) provide some insight. From a 
study of 8000 firms with 10 and more employees they conclude that: 

" With respect to the impact offirm size, ourfindings 
approximate earlierfindings on R&D intensities: generalýy 
largerfirms are more likely to innovate. Given that they 
innovate, however, smallerfirms tend to be more innovative 
than largerfirms. " (Brower and Kleinknecht, 1996: 200) 

(c) Strategies 

Tlie key strategies adopted by an organisation have also been found to 
influence the innovativeness of the organisation. For example, a recent study 
undertaken by the British Psychological Society ( West, Fletcher and Toplis, 
1994) reports that " all those companies in the private sector which have 

gone through downsizing, de-layering and introduced performance-related 
pay and appraisal systems, it has led to leanerfitter organisations ...... but the 
cost has been their capacity to innovate. " Dougherty and BowTnan's (1995) 

survey of 12 large US companies found similar results. 'ney found that 
companies that took a strategic decision to downsize damaged the product 
innovation process by breaking the network of informal relationships which 
were vital to get innovations off the ground Hence common strategies to 
increased productivity such as '1/2 X2X3= Productivity' ( that is, half 

as many people paid twice as much and producing three times the output) as 
reported by Charles Handy ( see Handy, 1995) can physically and emotionally 
exhaust the organisation's members and rob them of the time for the 
dreaming, reflecting, and experimenting that gives birth to innovations 

In contrast many authors have commented favourably upon the policy at 3M 

which allowed all of its R&D staff to spend 15 percent of their work time on 
their own projects; in all probability accounting for the fact that 30 percent 
of 3M's annual turnover came from products introduced in the last four years 
( Donkin, 1994). 

Other aspects of strategy that have been investigated include competitive and 
collaborative strategies. Goes( 1993) found that collaborative strategy 

enhanced innovative capabilities of organisations. In his ten year study of 400 
Californian based hospitals, he found that hospitals using collaborative 
strategies were more innovative than those that did not. Certain competitive 
strategies were also found to positively correlate with innovation 
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Organisations that practised competitive strategies of product differentiation 

or market focus were found to be more innovative as they needed need to stay 

abreast of competition and/or ahead of changing customer desires ( Porter, 

1980; Zahra, 1989) 

(d) Organisational Culture and Climate. 

West(1990) report that in the last decade or so, there has been a shift in the 

emphasis of research investigating the antecedent factors of organisational 
innovation. Instead of focusing on the characteristics of people and structures, 

there is now more focus on less tangible orgarlisational phenomena, for 

example, culture ( values, norms, beliefs, and assumption embraced by 

participants ) and climate ( feelings, attitude and behavioural tendencies). 

Russell (1989) and Russell and Russell( 1992), for example, point out the 

importance of norms by stating: 

"Although norms may not solve apýy specific, technical 

problem associated with innovation, they may guide 

organisational members into appropriate organisationally 

sanctioned behaWours that are believed to be effective means 

of carr)ft out an entrepreneurial strategy. ;I 

From his research, Russell (1989: 11) has identified eight dimensions of this 

'innovation norm' that correlated positively with innovation based strategies. 

Iliese dimensions were : 

(i) supporting the creative activities of organisational members, 

(ii)recognising innovation as an appropriate solution to strategic organisational. 

problems 

(iii) providing free and open exchange of infortnation within the organisation, 

(iv) maintaining close contactv"th external groups 

(v) maintaining open minded consideration of new ideas 

(vi) providing psychological support and resource support 

(vii) supporting moderate risk taking in new ventures, 

(viii) supporting the effective implementation of change. 
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Many of these norms have been -, -enfied by the results of other studies. Kanter 

(1983: 149), for example, found that innovative organisations had a 'Culture 

ofpride, and a climate ofsuccess'in which there was a sense of belonging to 

a meaningfW entity and a feeling that their contributions are valued; pride in 

the company; high level of self esteem and organisational esteem; mutual 

respect; and a push for change rather than tradition. In another ma . or study 
(Anderson et al, 1992), the SAPU Innovation research program undertaken by 

the University of Sheffield, has identified four psychological themes that are 

important for innovation. These are : 

Vision which if negotiated and shared with members have been found to be 

powerful motivating force. On the other hand, where these were imposed, they 

are unlikely to facilitate innovation. 

Participative safeo-: an environment that was perceived as non threatening 

and supportive. It encouraged and reinforced participation and involvement in 

decision making by being non judgmental and by providing consistent 

support, sharing of information, and interacting closely. 

Climate of excellence: a shared concern for excellence of quality, high 

performance standards and a willingness to be appraised and challenged in a 

constructive wav 

Norms of and support for innovation: the expectation, approval and 

practical support of attempts to introduce new and improved ways of doing 

things in the work environment. 

However, although some factors in the organisational culture or climate may 

support innovation, they may also have negative consequence on other aspects 

of the organisation.. For example, Nystrom ( 1990), in his study of a large 

Swedish chemical company, found that innovative divisions of the company 

had a climate of playfulness, support , 
freedom and challenge and a culture 

which strongly encouraged risk taking and debate, emphasised creativity and 

change, high profit orientation and customer orientation but also high levels 

of conflict and disharmon suggesting that allowing pro-innovation values Y, 
to dominate the organisation may have negative consequences on the 

organisation as a whole. 

Harrison (1972) has postulated that there are four distinct organisational 

cultures, based on power, task, role and person, and associates these with the 
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four %aniations of formal organisational structure (pyramid. net, web and 

cluster) proposed by Handy ( 1976). Rickards (1985) has studied this 

structure-culture linkage and find that different structure-culture combination 

has different potential for innovation ( see table 2.9). In his analysis he found 

the 'net structure and task culture' linkage to have the highest potential for 

innovation 

Table. 2.9 Classification of organisational structures and related 

cultures. 

STRUCTURE CHARACTERISTICS CU'LTURE CHARACTERISTICS EXAMPLES 

PýTarnid Rigid structure, written Role Accurately defined jobs, Ci%il semice, 

Nmplc') rules, high stability little individual freedom, police force. 

people easy to replace health acinumstration 

Net Temporary structure, Task Innovation oviented. Project teams, 

easy to change, (or flexible Venture groups, 

informal mission) technical expertise matrix svstems, 

communications valued highly R&D labs. 

esp. high technolop, 

industries 

Web Centralised power, Power Charismatic leader, GEC, 

Small head-office staff, for success clear rewards Lohnro. 

accountable out- punishments Playboy Enterprises, 

stations failures Some finance houses. 

Cluster Nebulous structure Person Personalities flourish. Some'sunrise' 

centred informalityoftiorms industries 

( assisted by tight Media organisations. 

controls for effectiveness) electronic networks, 

Source: Tudor Rickards (1985) Stimulating hmovation: A System Approach, London: FrancisPinter 

( Publishers) pp. 73 

(e) Reward Mechanisms 

Both too much emphasis on rewards and insufficient or unfair distribution of 

rewards have been found to be detrimental to innovation ( Amabile and 

Gryskiewicz, 1987). Also the preponderance to tie executive compensation to 

performance criteria such as return on assets or return on sales has been found to 

create a sense of near term expediency in the minds and actions of the executives 

that is counter to risk taking and seeking long range opportunities associated Nvith 

innovation ( Landrum, 1993). Peter Drucker ( 1985) discusses the severity of this 

problem in his book'Innovation and Entrepreneurship' and comments that: 
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"the compensation scheme that is most popular in 'larqye' 
business, one based on return on assets or investment is a 

near-complete bar to innovation. "( 1985: 17) 

(f) Communication system. 

Free and open communication amongst organisational members was found 

to facilitate both discussion and dispersion of ideas (Aiken and Hage, 1971) 

and to create an environment in which ideas can be effectively developed 
Ross, 1974). This is supported by Kanter's (1983) findings that the key 

problem reported by innovative managers in her study as constraining their 

effort to innovate was cominunication. She found 'face to face' ( direct) 
, 

'real 

time'( at the moment the issues come up) and 'open' ( across all segment) 

communications generally encouraged innovation. However, she also found 

that'open communication' had an associated problem of information overload 

where managers are burdened with inessential communication. 

Apart from communication within the organisation, organisations that had 

effective means to scan and obtain information from the environment were also 
found to be innovative (Kanter, 1983; Miller and Friesen, 1982) 

(g) Knowledge Resource 

A firm's absorptive capacity ( ability to recognise the value of new 
information, assimilate it, and use it) has been found to depend on the level of 

the firm's prior knowledge; the greater its prior knowledge, the more 

innovative the firm was found to be ( Cohen and Levinthal, 1990). There is 

also an extensive literature to support the notion that an organisation's abilit-ý 

to innovate depended on its ability to acquire or create new knowledge and 

convert it to core competencies effectively ( Barrett, 1995; Chaharbaghi and 

Newman, 1996; Leonard-Barton, 1995; Lessem, 1991; Nonaka and Takeuchi. 

1995; Quinn, 1985) This is discussed in greater detail in Section 4.4. 

2.4.3 CHARACTERISTICS AND/OR BEHAVIOUR OF ORGANISATIONAL 

MEMBERS. 

The third group of antecedent factors that has been extensively studied are 

those associated vAth the people in the organisation. In examining these. 
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researchers have been mostly concerned with two groups: those NN-ho 
managed and those who were managed in organisations. 

(a) Managers: Leadership Style and Orientation 

There is a growing recognition in the literature that innovation requires a 

special kind of leadership style. Drawing heavily on the work of Kanter (1983) 

and Peters and Waterman (1982) writers have described this leadership style 

as having two main characteristics. First, it encourages subordinates to be 
involved in decision making and to suggest novel ideas without fear of censure 

and, secondly, it provides a clear vision for the organisation to which the 

members can commit themselves. Van de Ven (1986) calls this 'institutional 

leadership'and quotes Roberts (1984) to describe what it means: 

. 
Ters a vision of what could be and This type of leadership q/ 

gives a sense of purpose and meaning to those who would 

share that vision. It builds commitment, enthusiasm, and 

excitement. It creates a hope in thefitture and a belief that the 

world is knowable, understandable, and manageable. The 

collective energy that transforming leadership generates, 

empowers those who participate in the process. There is hope, 

there is optimism, there is energy ". (Roberts, 1984: p. 3) 

Arthur Young's (1985) study of 400 U. S. companies and 506 executives to 

investigate the factors that either encourage or discourage innovation, found 

that the most frequently mentioned factor supporting innovation was "a 

positive and supportive management atmosphere which included commitment, 

leadership, and the encouragement of risk taking". Similar results about the 

impact of collaborative and participate management style has been reported by 

Kanter (1983) and Kimberly (1985). The importance of managerial 

commitment has also been reported widely. For example , in a bench marking 

study of 14 U. K. based companies, participants regarded senior management 

commitment as the most important internal factor that impinged on their 

innovation process ( Zairi, 1992). Other important aspects of managerial 

behaviour found to significantly influence innovation are trust and freedom. 

Many writers conclude that managers that trust their subordinates and give 

them freedom to act promote innovation (Kanter, 1983-, Nystrom, 1979; Sathe, 

1988). Thompson (1967) and Bums and Stalker ( 1961), for example, have 

found that freedom from rigid rules and narrow work roles tends to enhance 

innovation. Sirnilarly other researchers have found that in innovating 
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companies there is less inten-ention and control by top management (Quinn. 
1979, Sathe, 1988). The freedom and independence to set their own work 
schedules and to follow their own their personal convictions about the 
potential of their -ýenrures can enable individuals to challenge status the quo 
and experiment. As Kanter ( 198-3 : 143)stated: 

" Innovating compani . es provide the freedom to act, which 

arouses the desire to act. " 

Kanter ( ibid) found that in innovating companies, managers did not provide 

all the answers and avoided the use of pre-programmed decisions, and 

routinisedJobs - instead they consciously created situations ). vith 'ambiguities, 

overlaps, decision conflicts or decision vacuums, thereby creating problems 
for organisational members to solve and providing them with opportunities to 

get involved and make decisions for themselves. 

However, several authors have warned that complete freedom can be as 
detrimental to creativity and u1novation as complete lack of freedom ( see 
Amabile and Gryskiewicz, 1987 ) and suggest that there must be a balance 

between 'strategic autonomy' that should be mostly be retained with the 

manager or the supervisor and 'operational autonomy' that must be given to 
individual employees ( Baily74 1985). Kanter (1983) argues that freedom must 
be structured according to ground rules and boundaries which clearly specifies 
decision domains upfront. in her Nvords: 

ff Too many choices, too much upfor grabs can befrustrating. 

Anchors are necessaq. something to bounce offof some 

constraints. criteria or goal s ... thus turning over a task or an 

issue to a group oforganisation members with no guidelines, 

objectives, constraints or limits can be extremely ineffective... 

Kanter "(1983: 248). 

Other managerial behaviours that has been found to have a positive impact 

upon innovation include the following : 

(i) environmental scanning (Buttner and Gryskiewicz , 
1993): innovativeness 

depended on numbers and types of outside contacts sought and the way 

information from these contacts were processed and analysed. 
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00providing. feedback ( Arnabile and Grýskiemicz. 1987, Currunings, 1965. 
Kanter. 1983, Peters and Watemian. 1982): Frequent, constructive and 
supportive feedback on work efforts was found to enhance innovation 

(iii) nsk tak7ng ( Landrum, 1993, Hage and Dewar. 1973, Havelock, 1970- 
Kanter, 1983): a N%illingness to face uncertainty and pursue opportunities that 
have a reasonable chance for failure promotes innovation. 

00vision and orientation : Several authors have emphasised the importance 
of managerial vision and onentation towards innovation and the influence of 
this on motivating organisational members to innovate ( Amabile, 1988-1 Hage 

and Dewar, 1973. Kanter, 1983. Kimberly. 1981). They found that CEO's or 
top management's vision of a future that rests on innovation and the 
Commurucation of this vision to the members were important motivators. They 

also found that , an orientation of wanting to take the lead towards the future 

versus an orientation of simpiv wantmg to protect present position) and a 
sense of pnide tin organisational members and what they are capable of doing 

also promoted motivation and ultunately innovation. 

(v) social Interaction: Several studies have found that firee communications 
in afl directions contributes to the cross fertilisation . of ideas and the promotion 
of innovation ( Kanter, 1988; Tbompson, 1967; Utterback, 1974) and that the 
willingness of managers to communicate and interact freely Nvith others 
without concem for status or hierarchy, facilitates this free and informal 

communication (Amabile, 1988; Covin and Slevin, 1990. Kanter, 1983) 

While most of the above characteristics and behaviours are those that 
facilitate innovation, Landrum's (1993) ten reasons why traditional 

management is inept at innovation provides some examples of behaviours that 
have negative impact on innovation. These are: 

(i) Arrogance: thinkmg that they ( the senior management) know all the 

answers 

(ii) Short- term mentality looking at more immediate results rather than the 
long term consequence of decisions. 

(iii). Expert sYndrome: knowing all the reasons why a new idea or project 

cannot work 
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(11 )Quanntative mentaliry: an "analysis-paralysis" management style that 
seeks numerical justification for any ne%v projects. 

0) Cultural 4ýysfunction: an operating culture in which individuals avoid 
taking personal risk for the sake of organisational gain. 

(-vi) Intoierance qf mavencks., regarding innovative behaviour as disruptive or 
deviant 

... and cultivating a "me too" response from employees to myopicall" 
follow orders from the top. 

(%ii). Risk aversive: does not tolerating risk-taking and trial and error 
creation... not pro%iding incentive for taking risk, but only blarne and censure 
for n-ýstakes 

(N, iii) Micro vision: too much focus on creating and too little emphasis on 
turning ideas into innovations ..... creative vision instead of innovative vision. 

(9) 'Not Invented Here'synd-rome: ego problem of rejecting any ideas from 

outside as inferior or inappropriate. 

0 O)Wall Street mentality pressure to meet performance targets .... particularly 

profitability and productivity targets. 

(b) Other Members of the Organisation 

Most studies investigating the impact of personal qualities of individuals or 

their beha%iour on innovation in organisations have been criticised for two 

reasons. The first criticism argues that most of them have been trait or 

personality based investigations which are based on the erroneous assumption 

that innovation related decisions in organisations are made by isolated 

individuals ( Slappendel, 1996) and; secondly, as most studies of these type 

were creativity and not innovation focused, it is not valid to regard those 

factors that %vere found to be pertinent in the creativity process to be pertinent 
for innovative processes also ( West, 1990). Despite these criticisms, the 

findings of thes; e studies do provide some understanding of the individual ( and 

group) behaviours that facilitate or inhibit innovations in organisations. 

WUISlo%v and Solomon ( 1993: 84-85), provide a useful two fold group 

týpology in terms of reaction to innovation in organisations. 

"Thefirst group, the innovators, are 'those who experience 

the fun of innovation. the thrill ofbeing on the edge, the 
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anticipation ofnew procedures and the "rush ýýom successfid 
I mplementation of novel techniques and technolOgy.. . ... andthe 
second group. the hesitators, are those that 'counsel caunon, 

proceed with trepidation. question the directions taken. 

request conhnuos assurance, apparently learn slowýy make 

errors, and seem hesitant to make the transition requires 

This categonsation of individuals in an organisation on the basis of how thev 

react to innovation and change is somewhat similar to the differentiation that 
Kirton (1976) has made between adaptors and innovators( table 2.10) 

Table 2.10 Characteristics of Adapters and Innovators 

Adapters I Innovators 
Problem Solving Take problems as given and Redefine problems by breaking 

generate wavs to develop previously defined restraints, 
better solutions for immediate aim solutions at " doing things 
high efficiencv. better. " 

Solutions Generate well thought- out and Produce multiple ideas that are 
to-the-point solutions that are non obvious and are often 

sufficient to solve the stated unacceptable to others, but 

problem but sometimes fail to often contain approaches to 
break the constraints of solve previously intractable 

existinK problems. problems 
Policies Prefer well-structured PreCer unstructured situations 

situations and are best at to use new data to restructure 
incorporating new elements policies and are willing to 
into the existing pol! a accept the greater risk. 

Organisational fit _ Enhance on going functioning, Enhance flexibility in times of 
but have difficulty escaping change, but have difficulty 

established role in times of working within ongoing 

change. 1 orzanisational demands. 

Perceptions by Seen by innovators as sound, Seen by the adapters as 
opposites confornung, predictable, and unsound , impractical, risky, 

constramed by the system. dissonance creating, and 
abrasive. 

Source: E. Holly Buftner and Nur Gryskimcz ( 1993YEnuelrenturs'problem solving gryles: '. An 

empincal study usuig the Katon Adaption/Innovation tlieorý in Journal of Small Business. 31(l): 22- 

32 

Both Winslow and Solomon's and Kirton's description of innovators and 

adapters or hesitators suggest that innovators are less risk averse and less 

afi-aid to make mistakes, flexible, comfortable with unstructured or ambiguous 

situations, creative, iconoclastic, unconventional, adventurous, and are excited 

and take pleasure from doing new things. 

Amabile and GryskievAcz's (1987) study of creativity in R&D labs found that 

the most frequently mentioned personal quality for enhancing creatIvItV 

a. mongst R&D scientists was their intrinsic monvanon. This included a 
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number of aspects such as being self-driven, being excited by the work itself. 
being enthusiastic. being attracted by the challenge. having a sense of doing 

something worthwhile, and belief and commitment to the idea. They also found 

that the ability and experience ( multi-skilled and broad knowledge) - risk 
orientation ( unafraid to take risk) and social skills ( ability to establish 
rapport and openness to others 'ideas) were other qualities to have a positive 
impact on the creative output of the R&D scientists investigated. 

Several other value related and behaviour related characteristics ha, -e been 
found to have a significant influence on innovation. Some of these will be 

discussed in conjunction nith the description of 'innovatogeruc' behaviour and 
'innovatogenic' culture in section 4.4. of chapter four. 

For the sake of coherence and a structured discuss'On. the above review has 

not discussed the contingent and interactive nature of the influence of the 

antecedent factors. However. It is Important to recOgnise that the influence of a 

particular factor or a set of factors can vary for different stages, types of 

innovation, týpes of organisation etc. For example, (Duncan 1976. Shepard, 

1967; Zaltman et al, 1973) have observed that while high complexity, low 

centralisation and formalisation facilitated the gathering and processing of 
information at the idea generation stage, lower levels of complexity; 

centralised decision making and formalisation increased the probabilitV of 
implementation. 

It is also important to realise that the manner in which a specific antecedent 
factor impacts upon innovation process is not free from the effect of other 
factors in the holistic environment. It is not possible to assume conditions of 

cetens panbus. As many authors ( e. g. Slappendel, 1996, Schroeder et al, 
1989; Walton, 1987 ) have commented, different antecedent factors affecting 

innovation interact and influence each other over time. For example, a' vision' 

or model that guides the innovation process in an organisation may be shaped 
by a combination of motivational forces and the competence of individuals 

managing the innovation process and at the same time , the level of motivation 

may be determined by the desirability of the 'vision'. Hence in this case, there 

is an interaction of three factors: vision, motivational forces, and managerial 

competence. 

Cohen and Levinthal (1990), for example, found the absorptive capacity for 

new knowledge to be function of prior related knowledge. While effective 

communication was found to facilitate sharing of knowledge and expertise and 

61 



thereby enriching the existing knowledge base. the effectiveness of the 
communj . cation also depended on the nature of existing knowledge of the 
individuals concerned. The more common this background kno,, vledge, the 
more effective they found the commufucation to be. Sunflarly, Koberg et a] 
(1986) studied 326 firms and found that the life-cycle stage of these firms 

mediated the effects of other factors such as dvnarrýsm of the environment and 
structure on product innovation in these firms. 

It is. therefore, important to recognise that the findings of the ' antecedent 
factors' research discussed above cannot be generalised and must be 

interpreted and understood "ithin the context of the specific situation and in 

relation to the nature of the other factors in interplay dur* the prccess urder 
stildv. 

2A NLANAGINGORGitNISATIONAL INNOVATION 

Lastiv, this re%iew focus on the findings of some studies that has attempted to 
identi& effective strategies and practices for managing itmovation. 

Although King and Anderson (1995) has suggested that 'Managing 

innovation' Is only an Musion and that there is an over estimation in the 
literature of the extent to which managers can control and direct a process that 
is " non-linear, often chaotjc, usuagV sloppy, sometimes random, and 

sometimes up-and-down " (Quinn . 
198j), the literature is nevertheless rich 

with prescriptions and guidelines on how to manage innovation in 
orgalusations. Mthough these prescriptions cannot be regarded as universally 
applicable, they nevertheless provide useful guidelines and bench marks . 

Several articles and books based on empirical studies of 'best practices' in 

managing innovation in organisations; were reviewed and despite the 

variations in their findings and recommendations, the review was able to 
identifý, several common or related features. 

First, as suggested by Kanter (1983) these studies recognise the tumultuous 

and chaotic nature of innovation and consequently the focus is not on the 

process itself, but on creating the fight structural and social arrangements and 

conditions within which the process can take place effectively. As Edith 
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Cresson states in a recent publication of the European Conunission's Green 
Paper on Innovation: 

'What the authorities must do is provide an environment where 
the spark can, as it were. catch light, and to remove any 

obstacles that can dampen the flame, ' (Cresson, 1966: 5) 

Secondly, the key tasks prescribed to create the appropriate conditions by 

these authors could be surnmarised as: (i) the management of uncertainty by 

providing visionarv leadership , safe participatory environment, and flexible 

task structure; (ii) the creation of an open and facilitative culture that provides 
psychological safety as %vell as creates excitement and motivates individuals 

(iii) the development of an organisational structure that facilitates boundary 

crossing activities and enables people to relate and communicate with each 

other without any constraints. (iv) the building of diverse talents through 

continuous learning, effective recruitment and sharing of knowledge; (v) and 

providing the necessary support in terms of both human and material 

resources. Table 2.11 illustrate some examples of findings related to the key 

tasks described above. 

Table 2.11 Sununary of tasks and strategies for managing innovation 

KEY TASKS I SUGGESTED STRATEGIES 

PltOVME VEMONARY (i) Create sluired visions ( Ohmae, 1994; Anderson et aL 1992) 

(ii) Incorporate innovation as integral part otcompany'3 vision 

and strategy ( Amabiie, 1988; Kanter. 1993) 

NLANAGE PEOPLE AND (i) Stay close to the employees (Arthur D. Litdcý 1992) 

TEMEM MIXAMONS (ii) Build diverse talents (Arthur D. Little, 1992) 

(iii) Develop right attitude (Ohmap- 1994) 

(iv) Communicate the excitement of innovation ( Ohmae, 1994) 

(v) Provide close connection or confi-ontation with need or 

problem sources ( Kargerý 1993) 

(vi) Manage learning process ( Nonaka and Takeuchi, 1995; 

1 Leonard-Barton. 1995; bessern, 1991) 

CREATE AN (i) Create psychologically safe envwonment ( West et aL 1994; 

INNOVATIVE CLIMATE Kanter, 1993) 
(ii) Create a culture of pride and excellence ( Anderson et all, 1992; 

Kanter, 1983 ) 

(ii) Facilitate informal interaction and exchange of ideas and 

=formation ( Arthur D. Little, 1992. Ohmae, 1994; West et al, 

1994) 
(iii) Reduce/elimmate bureaucracy and red tape ( Olunae, 1994; 

Arthur D. Utdc, 1992 ) 

(iv) design jobs that challenged and required individuals to use own 

initiatives ( West et &L 1994) 

(v) Set rcalistic time flaines ( Arthur D. Little. 1992) 
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CREATE (i)Decentralise and use small. agile, autonomous units 
NPPROPRUTE ( West et aL 1994; Arthur D. Little, 1992) 
ORGAYISATION (ii) Creak special units to spearhead innovative efforts ( Ohmae, 
STRI: C'rURE 1994-. Rosenfeld and Servo, 199 1) 

2.6 SUMMARY AND IMPLICATIONS. 
2.6.1 Summary 

This review has highlighted several important aspects of research into 

mnovation of relevance to this study. It has shown that there is considerable 

variance in how the term has been conceptualised, defined, and understood by 

researchers. Generally the term 111novation has been used to describe either 

objects. ideas or practices that are perceived to be new, or the specific process 

of generatmg. adopting and/or implementing of these ideas. objects and 

practices in an orgamsation. Recent definitions, however, seem to emphasise 

that instead of conceptualising innovation as a distinct process that is isolated 
from mamstream day to day organisational activities, there is a need to regard 

it as a holistic and ongoing process which relates to everything that the firm 

does to add value to it activities and its output. As definitions have bearing on 

the focus and metho& employed by researchers, these variances partly 

accounts for the conflicting and often inconsistent outcomes of umovation 

research. 

The review has also highlighted the high degree of inconsistency in the 

findings of innovation research reflecting the extremely complex nature of the 
innovation process. As a social process, innovation has been found to be 

influenced not only by a multitude of individual, organisational and 

environmental factors, but also the nature of these influence has been found 

to vary according to the type of innovation and the stage of innovation 

process. Furthermore, these factors were also found to influence each other 

and thus create very cornplicated combinations of interacting influences. This 

has contributed to the generally agreed position that the innovation process in 

Organisations cannot be explained by a single theory. Consequently, instead of 

searching for a grand theorv , there are suggestions that the search should 

focus more on the development of context specific theories and the evolution 

of meta theories dat can classify the 'context specific theories'; specify the 

conditions within which they operate, and provide the guiding rules for 

s, witching from one theory to another as well as the basis for hking the 

different theories. The implication of this for researchers is the need to 
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explicitly describe all aspects of their research such as the conceptual 
ft-arnework. the research questions, the conceptualisation of the research 
outcome etc. to enable comparison and cumulation of the results of their study 
-%%ith other studies. 

The discussion on 'models of the innovation process' focuses on criticisms 
concerning the empirical validity of the 'stage-models' to adequately describe 

the chaotic nature of the innovation process, and cautions against the dangers 

of regarding these models as normative. However, despite these criticisms, the 
I stage-models' are still popular as thev do have heuristic values in 
understanding the innovation process provided the researcher acknowledges 
their limitations and inadequacies, Furthermore, the alternative models 
suggested bv some authors such as Schroeder et a] (198 9) to depict the chaotic 
nature of the process have yet to be accepted on a universal basis. 'Me 

inadequacy of the cornmon 'stage-models' and the lack of validation of the 

emerging models cafls for more in-depth, longitudinal and multi- disciplinary 

research in different organisational settings to better describe and explain the 

processes, sequences and conditions central to innovation. Only then will it be 

possible to move from a stage -to- stage conception of the innovation process 

to a more dynamic conception of change over time. 

The review of the three theoretical perspectives that has formed the basis of 

most innovation research has highlighted some of the weaknesses of the 
individual and structuralist perspectives. It suggests that a shift in emphasis to 

an interactive perspective is necessary as the relationship between organisation 

and innovation is interactively influenced by the structure and context of the 

Organisation as well as the personality characteristics and values of Its 

members. Thus innovation studies must account for the role of organisational 

context; individual values and characteristics, and the continuous interplay 

between the two. This study adopts an interactive perspective based on the 

assumption that while the nonns and values of organisational members 
deterTrunes the need for certain structural relationship and mechanisms, the 

actions of the members are also influenced by the organisational context 

within which they operate. 

I"he review has also described a vanety of methods that has been used to 

assess innovativeness in organisations. This includes both objective measures 
that are based on criteria such as number of innovations adopted and patents 
registered as weil as the subjective measures based on the perceptions and 
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ratings of selected indi%iduals. Most of the objective measures focus on the 
innovations that have been produced by the organisation in the past and do not 
actually describe the current or future potential for innovation. On the other 
hand, perceptual measures such as O'Hare's (1995) Innovation Audit or 
Ekvall's Creative Clunate (1983) score aim to provide a more comprehensive 
description of the relevant features of the organisation and are more indicative 
Of an Organisation's future potential for innovation. 

What has emerged from the literature concerning antecedent factors affecting 
innovation is the recogrution that the influence of personal, organisational, or 
environmental factors on innovation processes are context sensitive and that 
the nature and extent of these influence varied for two reasons: (i) the 
differences in the context, and (ii) the interacting influence between the 
determinants. Most research has adopted a static and over deterministic 

perspective to identifv the factors and study their nature, and this has been 

attributed as a major reason for the instability in the findings of much 
I antecedent' research. It is, therefore, important to recognise that the influence 

Of antecedent factors on orgarusational innovation are context specific and 
should not be generalised indiscriminately. They must be interpreted and 
understood in relation to the particular context and the nature of other factors 
in interplay during the process. Despite these cautions, the findings of 
antecedent factor research in the literature was useful in this study as it formed 

the main basis to determine the conceptualisation of 'innovation producing' 
behaviour and culture in chapter four. 

2.6.2 IMPLICATIONS 

The above review has identified several key issues that must be addressed in 

conducting this research . T'hese are : 

(1) Innovation needs to considered as a company wide concern, integrated into 

the fabric of the entire organisation. It is inappropriate to regard it as isolated 
or distinct processes such as the development, adoption and/or implementation 

of new ideas, products, services or processes. The appropriate way to 

conceptualise it for this research would be as an on-going, all-encompassing, 
company wide phenomenon of adding value in everýlhing that the company 
does. As a phenomenon it refers to many concurrent processes each of which 
involves the' "multiple, cumulative and conjunctive progression of parallel 
and divergent stream ofactivities, "as described by Vanden Daele(1969). 
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(2) There is no one comprehensive model that can adequately describe the 
chaotic nature of innovation processes. As such models in the literature cannot 
be regarded as normative. At best they only serve as a rough guide and any 
attempt to use them must recognise their limýitations. The use of a modified 

version of Amabile's model in this study ( described in chapter four) is limited 

to illustrate the diff-erent tasks and challenges or activities that are involved in 

an innovation process rather then in understanding their progression or the 
links between such activities 

(3) With such a conceptualisation of innovation, organisational 

innovativeness cannot be measured by objective measures such as number of 
innovations adopted or surrogate measures such as number of patents 
registered . Instead, this study is concerned with the extent to which the total 

effect of both the ideational and structural aspect of an orgarusation enables 

individuals in that organisation to behave 'innovatogenically'. 'Mat is, 
innovativeness is regarded as a 'culture' that can mobilise and sustain 
'innovatogenic' behaviour. This is the basis of the conceptual fi-amework 

developed in chapter four. Rather than looking at past accomplishments to 
indicate innovativeness, the concept of an 'innovatogenic' culture relates more 
to an organisation's potential to innovate in the fiiture. Accordingly, to assess 

this 'innovatogenic' culture it will be necessary to study the perceptions, 

motivations and feelings of the employees of the organisation as well to 

evaluate its relevant structural elements. 

(4) As this study hopes to analyse the continuous interplay between societal 

culture, organisational context and individual actions, instead of an 
individualist or structuralist perspective, it requires an interactive perspective 
that can reconcile both the organisational context and individual actions. 

(5) With the use of interactive perspective it is necessary to acknowledge the 

existence of both deterministic and voluntaristic nature of social systems. 
Individual actions are not only determined by factors external to the individual 

but also by the individual's own perceptions and interpretation of the social 

context within which he or she operates. 

(6) The absence of a grand theory of innovation and the contingent nature of 

existing theones; as well as the high level of inconsistency and variability of 
findings of innovation research means that extreme care is needed in relating 

these theories and findings to this particular study. Furthermore, as there have 

been no previous studies (known to this researcher) that have assessed 
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innovation within Malay cultural environment, the validity of these findings to 
the Malay socio-cultural environment has not been established. Hence, one 
benefit of this research would enable readers to evaluate existing theories to 
determine which of these are valid in the Malay social context. 

(7) And lastiv, the findings and theories generated b- this study will also be 

situation or context specific. It is, therefore, necessarytO minimise ambiguity 
by spelling out all aspects of the research so that the context of the findings 

and theories generated vAll be clear. 
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CjiA. Pter Tjirce 



The known isfinile, the unknown infinite; intellectually we 
stand upon an islet in the midst of an illimitable ocean of 
inexplicability. Our business ..... is to reclaim a little more 
land 

TH. Huxley ( Quoted in Sagan, 19 80.3) 

3.1 INTRODUCTION 

The aim of this chapter is to review the literature related to the other major 

construct of this study: culture- It has. two parts. The first part begins by 

highlighting the diversity in the meanings attributed to 'culture', and in 

particular, the ontological divide of the structuralist and ideationalist 

viewpoints. A brief survey of the literature regarding the characteristics or 

nature of culture as well as a variety of definitions of culture is undertaken. 
Three definitions compatible with the theoretical perspective underb-ing this 

study and reflecting the context in which the term is to be used are derived 

and discussed. Several fi-ameworks hitherto applied to compare and contrast 

national cultures are then reviewed and a tentative framework is proposed for 

use in this study. 

In part two of this chapter, a discussion of the cultural attributes of Malays 

including the role and influence of socio-political institutions such as the 

family, religion, educational , political and economic systenis is put fonvard. 
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PART ONE: WHAT IS CULTURE? 

3.2. CONCEPT OF CULTURE 

In attempting to assess the impact of culture ( national, organisational or 
otherwise) upon the nature and direction of human behaviour, before any 
ty pe of analysis can be undertaken, the researcher must develop a full 

understanding of the concept of culture and work towards a useM operative 
definition which then should be applied consistently. 'What is cultureT is a 
question that has been explored extensively by many researchers (Ajiferuke 

and Boddewyn, 1970; AlWre and Firsirotu, 1984, Jamieson, 1980; Keesing, 

1981,1974; Kroeber and Kluckholn, 1952 ). There are now a multitude of 
competing definitions which in the opinion of some authors have inhibited 

rather than promoted developments in the subject area. In the words of Child: 

" such dij' Tusion, even confusion. among definitions of 

culture has not contributed to clarify as to what are the 

essentials captured by this concept rather than by any other" 
(Child, 1981: 323-324). 

Even though anthropologists; sociologists; psychologists, organisational 
theorists and managers use the same term and may even define it similarly, 

the meanings associated with 'culture' are not always the same. Differences 

in the context, interest and assumptions that these different professionals 

attribute to 'culture' and the expectations of what it can accomplish for them 

have been a primary cause for such diversity. The use of different lenses and 
dIfferent research orientations to explore the theoretical understanding of 

culture has resulted in much conceptual diversity and has been a source of 

much controversy and debate ( Alvesson, 1993; Sackman, 1991 ). This 

controversy exists not only between researchers from different disciplines but 

also within disciplines. Anthropologists who have exerted the most influence 

on the concept's meaning are themselves in conflict of what it means 
(Ajiferuke and Boddewyn, 1970; Jamieson, 1980; Keesing, 1974; Kroeber and 
Kluckholn, 1952; Kroeber and Parsons, 1958). As Sackman (1991) 

comments: 

".. despite a century of exploration. it is difficult to find 

consensus among anthropologists on what culture is, what it 

means, what its characteristics are, what it is composed of 
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what it does. or how it should be studied" ( Sackmann, 
1991: 8) 

While Kroeber and Kluckholn (1952) were able to demonstrate this diversity 

by identifý-ing 164 definitions in 1952. just 25 years later, ( in 1977). 

Trofonovitch was able to uncover 450 definitions (quoted in Herbig and 
Miller (1992) p. 77 ) thus irnplýing an ongoing tendency among researchers 

and social scientists to form definitions that emphasise specific aspects to 

suit their 0, AM purposes and research contexts . 

3.2.1 Tim "INSTITLrrIONAL" VERSUS THE "IDEATIONAL" 

PERSPECTIVE. 

The central debate regarding the concept of 'culture' revolves around the 

question of whether it is an "institutional" (structural) or a "ideational" ( 

symbolic) phenomenon ( Aflaire and Firsirotu, 1984, Keesing, 1974). In the 

institutional perspective culture is conceived as an "adaptive system " 

by which communities have survived and adapted to their ecological settings 

( Keesing, 1974). It is seen as a scheme of living ( institution) or a system of 
integrated socially transmitted behaviours . 

The focus of this perspective is 

to infer apparently shared meanings from the tangible expressions of culture 
including the activities of the members of a society and those technologies, 

artefhcts and institutions such as social, econon-&al and political 

organisations that have been created and used by the society in question 

Although the relevance of ideational systems is not denied, the 

institutionalist considers the nature of a society's institutions as the 

manifestation of its dominant values ( Child and Tayeb, 1983) and believes 

that the nature of institutions created reflect the choices that the society has 

made amongst alternative structural arrangements to cope with dominant 

social problems- for example, the promotion of technical development and 

economic activity; and the maintenance of social order. 

On the other hand, the ideationalist considers the core of 'culture' as the 

shared blueprint, conceptual design or the shared system of meaning that 

underlie the way people live ( Keesing, 1974). It is founded upon the belief 

that the social world cannot be seen as an objective, tangible, and measurable 

entity but more as mental fabrication constructed by people and reproduced 
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by the networks of symbols and meanings that urute people and make shared 

action possible. ( Burrell and Morgan. 1979). It Is seen as being implicit in 

peoples mind. not something out there that is directly observable and with 

an existence of its own. Hence the attention of the ideationalist is on 
internallsed social constructs, the set of ideasý concepts, beliefs, knowledge 

that are shared by the members of the society. Sackmann (1991) refers to the 
invisible mental constructions that people have as " organised knowledge", 

and describes culture as: 

".. the form qf things that people have in their minds; 

their models for perceiving, integrating, and interpreting 

them; the ideas or theories that they use to make sense 

qf their social andphysical reality" (Sackmann 1991: 21) 

In this respect, culture has been referred to as what humans learn and what 

they have in their minds; not what they do and make. As Goodenough (196 1: 

522 ) expressed, this organised knowledge: 

1. provides standards for deciding what is . ..... 
for deciding 

what can be-fior deciding how one feels about it, for 

deciding what to do about it,... andfor deciding how to go 

about doing it! " 

Supporters of symbolic-ideationalism have argued that because culture 

exists primarily within the cognition of the individuals, it is distinct from the 

social system and regard the issue of how social action is "cultured" 

through the medium of institutions as different and secondary. As Parsons 

and Shils (1962) wrote: 

"A cultural system is a system which has thefollowing 

characteristics: (a) the system is constituted neither by 

the organisation ofinteractions nor by the organisation 

of the actions ofa single actor (as such) , 
but rather by 

the organtsation of values, norms and symbols which 

guide the choice made ky the actors and which limit the 

ývpes ofaction which may occur among actors. (b) Thus 

a cultural sYstem is not an empirical system in the some 
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sense as a personaliýv or a social system, because it 

represents a special kind of abstraction of elementsfrom 
these systems "(Parsons and Shils, 1962. p. 5 quoted in 
Jamieson. 1983: 90) 

As far as recogiýising the part that institutions play in forming people's 
system of ideas, ideational perspectives tend to concentrate only on the 

community-based agents of primary socialisation i. e., the family and 
religion, and have generally ignored the role of nationally orgari-ised 
institutions such as government, legal system , mass media and education. ( 
Chfld and Tayeb, 1983) 

Systems of shared ideas and meanings are seen by ideationalists to be 

persistent over time and transmitted across generations through socialisation. 
Some proponents of this perspective, Ue Hofstede (1980 ), believe that a 

change in such ideatiOnal systems will in time necessitate changes in 

national institutions. 

3.2.2 HOLISTIC PERSPECTIVE. 

Several researchers see the ideational and institutional perspective of culture 

as complementary (Child and Tayeb, 1983; Crozier, 1964; Sackmann, 199 1; 

Sorge, 1980), being 'two sides of the same coin' and challenge the validity 

of distinguishing between these two theoretical perspectives of culture on the 

grounds that culture cannot and should not be compartmentalised ( Sorge, 

1980). 

"ne supporters of this stand (Crozier, 1964; Jamieson, 1983; Sackmann, 

1991; Sorge, 1980) argue that the more tangible behavioural and artefactual 

manifestation of culture must be integrated with the more invisible cognitive 

and emotive core to form a unified and holistic description of culture. As 

Allaire and Firsirotu (1984) assert: 

" they tacitly assume that social and structural components 

are (must be) fully integrated, synchronised and consonant 

with the ideational, symbolic dimensions (Allaire and 
Firsirotu, 1984: 199)". 

Although the debate between the ideational and structural perspective is 

ongoing, the support for integrating the observable aspects of human 
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behaviour that is manifested in social interactions and tangible institutional 

structures %%ith the s,, -mbolic frameworks and mental programs 'found' in 
people's minds is increasing in the literature ( Sackmann. 199 1) 

3.2.3 CHARACTERISTICS OF CULTURE 

Although there were variations in how culture was perceived, the concept of 

culture itself was unified by some common characteristics identified b% 

several writers (Herbig and Miller, 1992; Hodgetts and Luthans , 199 1; and 
Dressier and Cams, 1969). An understanding of these characteristics is 

necessary not only in terms of comprehending the concept but also because 

of their relevance to any definition derived and employed in this study. 

( a) Culture as a system of communication 
Hall (195 9) has suggested that the best way of conceptualising culture would 
be to treat it in its entirety and regard it merely as a' form of 

communication'. To him, culture is communication and communication is 

culture. Similarly Herbig and Miller (1992) describe culture as a system of 

communications that makes human society possible. To them, culture is an 

all inclusive system wWch incorporates the biological and technical 

behaviour of human beings with their verbal and non-verbal systems of 

expressive behaviour. As a svstem of communication, it integrates both 

meaning and the behaviour shared by the members of a society; as people 

communicate through their overt and covert behaviour, it produces certain 

meanings and these meanings then evoke particular feelings and further 

actions. As McCracken (1986) explains: 

" culture constitutes the phenomenal world in two waYs- 
First. culture is the 'Iens'through which the individual views 

phenomena; as such, it determines how the phenomena will 
be apprehended and assimilated Second, culture is the 

'blueprint'ofhuman activity, determining the co-ordinates of 

social action and productive activity, and specifying the 

behaviours and objects that issuefrom both. As a lens, 

culture determines how the world is seen. As a blueprint, it 

determines how the world will be fashioned by human effort. 

74 



In short. culture constitutes the world by suppýving it with 
meaning. 

As a system of communication, culture provides a hierarchy of codes which 
transform private meanings into public meanings and regulate human 

interaction. Therefore what individuals perceive of their world is not solely a 

result of physical factors or even motives and attitudes. It also depends "on 

their cultural frames of reference" and the interpretation of whatever items 

that are selectively perceived and fitted into this cultural fi-amework ( Foxall, 

1984). For example, Krech and Crutchfield (1948) have provided the 

example of a Mexican bullfight where the Mexican natives perceived only 

the performer's skill and bravery, while an American tourist might perceive 

only the pain of the animal and the smefl. Simflarly wHe a Western manager 

might consider staff who are quiet during discussions and do not challenge 

ideas as passive and unimaginative, a Malaysian manager may consider the 

same staff to be obedient, well mannered and supportive; and while the term 

"innovation" may mean new products to a manufacturing company such as 

3M, it is most likely to be interpreted differently in a service based company 

like a consulting firm. Cultural contexts are therefore important as they 

supply the meaning which becomes attached to objects, events, and it is these 

meanings which determines the interpretation of whatever is perceived. 

(b) Culture is a social phenomenon. 

Although culture refers to a set of knowledge distributed among individuals 

in communities, the sharing of meanings and the enactment thereof .* 

people's daily lives is a social process, not a private one ( Hodgetts and 
Luthans, 1991; Keesing, 1981 ). The ideas and actions of one individual does 

not make a culture. Rather culture is an integration of this idea and action of 
the individual with what is collectively held or shared by a social group. 
Hence culture is seen as a collective phenomenon that arises out of human 

interactions, bind people and which forms the backdrop against which they 

carry on their daily lives. (Herbig and Miller 1992; Hofstede, 1991). As a 

social phenomenon, culture serves several functions: 

(i) it proVides modes of conduct, standards of performance and ways of 
dealing with interpersonal and environmental relations. ( Herbig and Miller 

1992). In this way, it is prescriptive as it defines and prescribes acceptable 
behaviours. By doing so it reduces the uncertainty of how one should 
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behave and also makes it possible to anticipate or predict how others in the 
society are likely to respond to one's actions (Dressier and Cams, 1969). 
This is a particularly important characteristic as far as this study is 

concerned as a major focus would be to determine what sort of prescriptions 
i. e. the do's and the dori'm that exist mthin the Malay society that either 
facilitate or hinder innovativeness. 

(ii) it provides a sense of identity. That is to say that although there may 
always be exceptions and departures from the norm due to individual 
differences and internal variations in the behaviour of a certain group, there 
are always going to be identifiable patterns of behaviour which could 
unmistakably be attributed to a certain cultural group or by which a certain 

cultural group can easily be identified. 

(iii) Many cultural standards are evaluative in nature and are used to 
distinguish between what is right and wrong, good and bad, reasonable and 
unreasonable, tragic and humorous etc. (Dressier and Cams, 1969; Herbig 

and Miller, 1992). 

(c) Culture as a system of knowledge. 

Both Sackmann's (199 1) notion of 'collective sense-making' and Hofstede's 

(1980) notion of 'collective-mental programming' suggest that culture is an 

accumulation of experiences and knowledge that individuals have learned as 

members of a society. As a system of knowledge, culture is not genetically 
inherited, but rather acquired from others through learning ( Herbig and 
Miller, 1992; Hodgetts and Luthans. 1991; Hofstede, 1991). The fact that 

the constituents of culture can be learned and transmitted give culture its 

continuity and shared characteristics. Once a culture has been learned and 

accepted, it tends to persist ( Dressler and Cams, 1969) and is passed down 

from one generation to the next. This has several important implications, in 

particular, as Hofstede (1991)commented, 'unlearning' often can be more 
difficult than learning something for the first time. Hence changing cultural 

values can be a time consummg and difficult process. 

(d) Culture as a dynamic phenomenon. 

Even though humans generally resist changes to their cultural system. all 

cultures are nevertheless adziptive, gradually and constantly changing in 

response to new situations and new knowledge (Dressier and Cams, 1969; 
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Herbig and Miller. 1992). Furthermore, culture is structured or patterned 
pattern in the sense that the different components are integrated, and 
changing one part of culture may also cause changes to other parts 
( Hodgetts and Luthans, 199 1). 

(e) Culture is not a monolithic entity. 

The conceptualisation of culture as a unique and homogenous pattern of a 
particular social group gives the impression that culture is a monolithic 
entity. However, anv single individual may belong to several different 

culturally defined group simultaneously with any single cultural influence 

varying depending on the time, issue, and so forth. ( Sackmann, 1991). Hence 

an urban Malay Muslim can identify with each of these diree groups ( urban 

society, Malay societyl and Mushm society) and would have differing values 

and behaviour depending on the time and the issue at hand. 

3.2.4 DEFINITIONS 

Most of the definitions of culture in the literature can be categorised 

according to three anthropological perspectives: that Is culture as a meaning 

system, structural system or both. Goodenough(1957) describes this 

distinction within the definitions as those that focus on "patterns of 

behaviour" or " patterrisfor behaviour". Similarly Rohner (1984) found that 

those who viewed culture as a meaning system defined it as: 

11 ... a symbol system, an ideational system, a rule system. 

cognitive system " (p. 113) 

and on the other hand those who viewed culture as a structural system 

defined it as: 

" the regularly occurring, organised modes of 
behaviour in technological, economic, religious, 

political, familial, and other institutional domains 

within a population. " (p. 113) 

While Rohner and Goodenough have analysed the distinctions in the 

definitions based on ideational and structural perspectives, dcfirutions based 

on holistic perspectives (Krocber and Kluckhohn, 1952; Linton, 1973) 
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integrate both the 'ýPatterns of behaviour" and 'ýpatterns for behaviour"; 
both as 'systems of meanings' and 'organised modes of behaviour'. 

Several representative definitions fflustrating the three viewpoints of culture 
are Presented in table 3.1. 

Table 3.1: Review of selected definitions of culture. 

Definition 
I 

Comments (Authors) 

Culture comprises of a sýstezn of shared Here 'culture' refers to the realm of ideas and is 
ideas, concepts, rules and meanings that more concerned with what humans learn -not underlie and are expressed in the ways what they do or make. Although the organised 
that human lives. ( Keesing, 1981: 68) s3vem of knowledge and beliefs that structure 

indi%iduals' perception and experience also 
formulate individuals' actions, these are regarded 
as a consequence of culture, and not as part of 
culture itself 

Ile ummmitted and created content and Kroeber and Parsons differentiate culture from 
patterns of values, ideas and other social systems. While the cultural system 
symbolic meaningful systems that specifically relates to systems of meaning, the 
shape human behaviour. (Kroeber and social system relates to the organising of human 
Parsons, 1958 : 582) action that involves linking meanings to concrete 

behaviour and the system of interaction among 
individuals and collectivities. 

The means by which people Here again culture is not seen in terms of 
communicate, perpetuate, and develop concrete behaviour patterns such as customs, 
their knowledge about attitudes towards traditions and habits, but more its a set of control 
life. At is the fabric of meaning in mechanisms, plans, recipes, rules or instructions 
terms of which human beings interpret for the governing of behaviour. 
their experience and guide their actions. 
( Trompenaars , 1993: 24) 

The collective programming of the mind Hofstede also makes a clear distinction between 
that distinguishes the members of one the shared ideas that shape and influence social 
group from another.... the interactive actions and the action itself as played out in the 
aggregate of common characteristics social svstCM. Culture is referred to as a 
that influence a human group's response 'collective programming of the mind' and not as 
to its environment (Hofstede, 1980: 25). collection of behavioural responses. Hence, even 

though cultural patterns are observable in the 
realm of social action, culture itself is regarded as 
existing at another conceptual level of analysis. 

A set of values, ideas. arlefacts and The definition focuses on systems of values used 
other meaningful symbols which helps by members of a society as orientations for their 
individuals to communicate, interpret actions. 
and evaluate as members of societý. 
(Engel et al, 1990) 
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The behavioural norms; that a group of 
people, at a certain time and place have 
agreed upon to survive and coexist. 
Elashmawi and HarTis (1993: 50) 

that complex whole which includes 
knowledge, belief, art, morals, custom, 
and any other capabilities and habits 
acquired by man as a member of society 
( Tylor 1871, quoted in Adler, Doktor 
and Redding, 1996: 298) 

Culture is the implicit and explicit 
patterns of and for behaviour acquired 
and Umismitted by symbols, and 
constituting the distinctive achievement 
of human groups, including their 
embodiments. (Kroeber and Kluckholn, 
1952181) 

The social production and reproduction 
of sense , meaning and consciousness. 
'ne sphere of meaning which unifies 
the spheres of production (economics) 
and social relations (politics). 
OSullivan et al 1994) 

The focus is on the set of behavioural patterns 
that acts as a 'social glue' to bind people in a 
society. In their interpretation, culture consists of 
patterns of shared values that serves as norms of 
behaviour 

This is one of the earliest definition of culture. 
lbe definition has three major components 
namely: 

1. Ideological systems i. e. peoples systems of 
knowledge, beliefs and expressive symbols. 

2. Social organisation, that is, the institutional 
framework used by a group of people to organise 
themselves as a distinctive social identity with 
distinctive activities, customs and institutions, 
etc. 

3. Technology, i. e,, the part of culture that is a 
product of man's actions that include such things 
as the artefacts, and techniques of material 
culture. 

An integrated perspective as both the pattern 'for'( 
the mental design) and 'of behaviour ( the 
activities and the products of these activities) are 
regarded as integral elements of culture. 

Regards culture as a meaning component which 
links the social and economic activities of 
individuals in society 

3.3 DEFMTIONS OF 'CULTURE' IN THIS STUDY 

The great diversity in definitions of culture in the literature as evident in the 

above discussion poses a problem. What is the appropriate definition for this 

study" To determine this, two aspects needs to be considered. First. it is 
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necessary to establish the theoretical perspective appropriate for this study, 
and, secondly, to relate the definition to the context in which it is to be used. 

3.3.1 DIEORETICAL PERSPECTIVE: 

The researcher has adopted a holistic perspective of culture. It was felt that 
both the ideational and the structural perspectives were incomplete on their 
own as each focused only on a particular aspect of culture viewed from a 
particular angle and neither could be considered as the exclusive 
conception.. While the ideationalist perspective focuses on shared ideas 

that shape and influence social life and social structures; the structuralist 

perspective concentrates on the actions itself as played out in the social 

systems. Although the ideational perspective seems to be increasingly agreed 

upon as the meaning of culture ( Child, 1981; Keesing 1974; Parsons, 1973), 

the question posed by Jahoda (1984: 143) as to "how investigators manage 
to get at culture ifit is so remote from behaviour ?" needs to be addressed. 
Taking a purely ideational View leads to reductionism and leaves little room 
for aspects other than symbols and intemalised meanings. However, social 

units, particularly organisations, are entities in which material conditions, 

external environment, structural linkages and performance - dimensions not 

well captured by a ideational perspective- are of fundamental importance 

and as such must be considered . 

On the other hand, the purely objective perspective of culture is also 

problematic as the elements of culture such as values, norms , 
behefs are not 

strict variables that can be quantified and measured (Alvesson, 1993). Even 

though culture may be considered as a reified concept. it is real in the 

subjective experience of people and to understand people, we have to 

understand reality as they perceive it. 

Hence, from a methodological point of view, both broad perspectives have 

limitations. As Adler et al (1986) comments: 

"... the idea ofculture as mind-state raises the problem of 

reductionism and an explanato? y cul-de-sac, where as 

using social patterns. for explanation removes the 

understanding qf their determinants. " (Adler, Dokior and 
Redding. 1986: 299) 
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Hence it is not realistic to separate the thinking and feeling of individuals 
from their behaviour and the context within which the), operate. Any 
demarcation is artificial and does not reflect realitv. Therefore, an inclusive 

perspective of culture is adopted in this study. Both the ideational aspect 
produced by social interaction and the structural context within which these 
interactions occur are seen as being fully integrated and interdependent, 

each impacting upon the other. That is, while shared meanings and 
perceptions detern-tine how individuals behave and what they do and produce, 
these behaviours and the products of these behaviours in turn shape 
perceptions, thinkirig and feelings. 

A good example would be Singapore. VVhile its entrepreneurial culture has 
been built on the foundation of shared beliefs and values such as hard work, 
thrift, communal responsibility and survival, much of the strength and 
direction of these values are also shaped by institutional frameworks such as 

the single party government, limitations in the power of unions, strategic 

visions, social and economic policies; social engineering and education 
Preivitt and Reinhardt, 1993). 

This integrated perspective is also in line with the holistic vie-w of the social 

%vorld that underlies the methodological approach adopted in this study as 

elaborated in chapter five. Consequently, the definition(s) of culture used in 

this study attempts to integrate and s%Mchronise the structural component 

with the ideational and symbolic (fimensions of culture. 

3.3.2 Relating to the Context 

As argued by Wittegenstein (see McGee, 1987) each word has to be treated 

as a constitutive element of an object-world whereby the structure of the 

language generally determines the Aay one thinks of and interprets the real 

world. This means that the meaning of the word is dependent in the way it is 

used in the language. Hence, the same word can mean different things to 
different people depending on their own fi-ames of reference. As such, there 

would be as many 'realities' as there are frame of references concerning the 

particular word. That is, the actual meaning of the term 'culture' would have 

to depend on the context in which it is used and cannot be properlý 

understood if treated independently ftom this context. The context provides 

the relevant information and therefore differences in context will produce 

similar but not identical meaning. For example. consider the statement 'a 
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culture of mistrust'. All the words in the phrase impact upon the meaning 
of the others to produce a statement that has an apparent meaning. The 

concept of mistrust impacts upon the concept of culture and vice versa. In 
this case, the context provides a lot of relevant information which if it was 
absent might bring about a different conceptualisation. 

For example, when looking at the meaning of 'competitive culture' the focus 
of understanding is upon competition and evoke images of competitive 
behaviour and competitive individuals and is very different from the image 
evoked by 'absence culture' which would be more concerned with the norms 
Of absence and attendance that typifies a certain group. Hence, when we try 
to understand the meaning of culture in a statement like "Organisation has a' 
unique culture' " without focusing upon that which we know as 'unique', the 
term becomes more difficult and problematic to understand. Similarly in 

companng the statement 'national culture' vs. 'innovative culture', the former 

maY bring to the mind images of behaviour ( structuralist approach) 
predominantly in a foreign countjý- where as for the latter, imagery may be 

more difficult. Nevertheless, it is certain that when we refer to 'innovative 

culture' we are dealing with an entity that is different to say Malay 
Culture I 

In this study,, three different contexts of culture are relevant, namely Maki, 

culture', 'organisational culture' and 'innovative culture' and in all three 

cases, it is necessary, to consider the two words together. It is no use looking 

at the definitions independenay as we cannot understand what one word 

means without understanding what the other word means. Therefore in each 

of the three contexts, the actual meaning would differ slightly' and an-, - 
definition of the word would on13- be useful in so far as it fits the specific 

context: 

Innovative culture: This is defined as a specific set of shared beliefs. 

operating nornis, modes of interaction, working assumptions as well as 

structural aspects incorporatinst the systems and practices that stimulate and 
fiacilitate innovations, As 'innovative culture' or a 'culture for innovation' i's 

the main trust of this thesis, a more extensive discussion of this is presented 
in chapter four. 

Organisational Culture: Structural and ideational perspectives 

82 



Organisational Culture: Structural and ideational perspectives 

(i) the structural perspective. There are those who treat organisational 
culture as a variable; something that an organisation has (Cummings and 
Schmidt 

, 1972; Deal and Kennedy, 1982; Peters and Waterman, 1982). In 

this sense, culture is regarded as a possession ( like any other organisational 

possession such as technology, resources, people etc. ), - a fairly stable set of 

cultural traits such as shared values, norms, rituals, ceremonies and verbal 

expression that form the backdrop for action of managers and employees. In 

this case, causality is assumed. Culture is viewed as having a direct effect on 

outputs such as productivity and innovativeness because it serves a 
function ( such as providing a sense of identity; facilitating commitment to 

the organisation, enhancing system stability, and as a sense-making device to 

guide and shape behaviour). Research on this has tended to focus on the 

question of how to change and shape culture so that it becomes consistent 

with managerial purposes and motivates employees to do the 'right thing'. ( 

Smircich, 1983). Metaphorical iflustration of 'culture as a variable' is to 

view at it as a tool, an obstacle or a control mechanism ( Alvesson, 1993) 

(ii) the ideational perspective. The second school of thought views culture 

as 'something that an organisation is'( Smircich, 1983: 347). The important 

distinction is that the components of organisational culture are really 

internalised social constructs -"socially produced definitions of the situation 

that arc part of and inseparable from a person's definition of himself or 

herself "( Bate, 1991: 215) In this sense, the orgarusation (and therefore the 

organisational culture) is predommanth, implicit in a person's mind as a 

product of negotiated meanings which emerge fi7om social interaction. As it is 

embedded in social interactions it is not directly observable and as such it 

can oný, be described in expressive, ideational and syMbolic terms and not in 

precise or critical terms. T'he deeply embedded nature of organisational 

culture also makes it difficult to 'discover' or to 'mechanically manipulate'. It 

can only be interpreted ( Meek, 1991). 

Adopting the holistic perspective chosen for this study, both the idea of 

culture as a variable and as a shared construct is incorporated . 
Hence.. for 

this study. organisational culture is defined as (, ) the set of values, beliefs, 

ideas. assumptions and unwritten rules or sanctions (ii) behavioural norms 

and practices, and (iii) the structural features that charactenise an 
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organisation. The ideational component reflects the perception of 

organisational members about aspects such as the organisation's vision and 
mission, its strategies, the products, their activities, and the people they 
interact urith. The behavioural norms and practices refer to their expectations 

about their own roles and those of others and what they consider as the 
legitimate and proper way to behave, and finally the structural features refer 

to aspects such as structure, policies, and operating procedures which 

although they may have no tangible existence have nevertheless been reified 
by organisational members and now serve to influence how employees 
interpret and understand their duties. 

'Malay Culture' 

Culture in this context is defined as the (i) patterns of behaviour (ii) and 

patternsfor behaviour acquired and shared by the Malays ( in tlus particular 

study ) of Sarawak 
. 
It describes the N%zy they perceive, think , and evaluate 

the world, self and others (Asma Abdullah, 1992: 3; Schneider, 1992: 161; 

Kroeber and Kluckhohn, 1952: 181). It is necessary to elaborate several 

concepts embedded in this definition. First patterns of refer to the 

behavioural nomis , common practices. habits role expectations, and the 

structural and mstitutional relations adopted within the society. It also 

includes behavioural artefacts such as the art, technology and social 

institutions like families, social organisation and educational institutions. 

'Patterns. for' refers to ideational aspects such as knowledge, experience, 

meanings. beliefs, values, attitudes etc. that are used by the individual 

members of the society to shape their behaviours. 

Secondly, the term 'acquired' refers to the ongoing learning process that 

conditions and modifies this bank of meanings and norms of behaviour. As 

this learning process is based on beha%ioural experiences, culture not only 

shapes and conditions further actions but is in itself a product of past 

actions. In describing this intimate link between the psychological and 

behavioural aspects, Sherry (1986) describes culture as both " constituted 

and constituting". Hence , as individuals act and react based on the shared 

psychological constructs such as knovdedge. attitudes. values. beliefs etc., 

the consequences of their actions and their experiences will in turn mould and 

pattern their psychological constructs. 
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Finally, with regard to behaviour, the emphasis in this definition is on learned 
behaviour as opposed to genetically inherited capabilities; configurations of 
behaviour rather dw on isolated behaviour and what the behaviour implies 
in terms of values, ideas, attitudes, beliefs etc. 

3.4 DISTINCTIONS BETWEEN VALUES, BELIEFS, 
ATTITUDES, AND NORMS 

Discussions of culture often refer to social concepts such as values, beliefs, 

attitudes, and norms which are generally regarded as the constituents or 
components of culture. While there are similarities between these concepts 
thev are not identical . Therefore an important part of analysing and studying 
culture is to understand what these mean , and how they relate to one other. 

Various writers have defined values as a society's conception of what is 
desirable ( Morris, 1956); the standards by which the importance of 
everything in society is judged ( Medenhall et al, 1995; Steinger, 1971), 
definition of "good" and "bad", (Deresky, 1994; Trompenaars, 1993). Value 

systems are rank ordered and have been described as relatively permanent 
perceptual fi-ameworks that are either prescriptive or proscriptive ( Rokeach, 

1973) determining how individuals should and should not act in given 
circunis=ces. 

Beliefs on the other hand have been defined as facts that are held to be true 
( l3aligh, 1994) and composed of an object (a person, group, place, 
behaviour, event etc. ) and an associated attribute ( any trait, property, 

characteristic, quality, outcome, etc. ) (Ronen, 1986). For example, the 
belief that 'arguing causes conflict' links the object 'arguing' Mith the 

attribute 'causes conflict'. Unlike values that are relativeh, Permanent. 
beliefs can change vAth new information. 

Mendenhall et al (1995) regard attitudes as tendencies to respond favourably 

or unfavourably to a particular object or situation and are said to consist of 

attraction, value, sentiment, valence and utility (Fishbein and Ajzen . 1975). 
Attitudes are developed on the basis of the beliefs and values held by the 
in&%Idual. 
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Finally norna have been defined as 'as standardised distincnve wa), s of 
behaving'that serve to regulate group-member behaviour ( in Ronen, 1986: 
23). While values are viewed as general concepts that apply to broad 
situations, norms are described as being more specific , prescribing or 
proscribing response for specific situations. 

Although the specific meanings of the above ternis are different, they are all 
related, influencing each other and all contributing to regulating how 
individuals behave in social situations. Tberefore, for the purpose of this 
research, they will be regarded collectively as a value system. 

3.5 FRANEWORKS TO INVESTIGATE CULTURE 

Several conceptual schemes or fi-ameworks have been proposed to enable 
systematic investigation of culture and cultural situations ( for example 
Allport, Vernon and Lindsey, 1960; Hofstede, 19801 - Kluckhohn and 
Strodtbeck, 1961; MorTis, 1956; Rokeach, 1973; Trompenaars, 1993). The 
basic premise underlýring most of these framework was that there are certain 
global values which can be measured and used to develop "cultural profiles" 
for specific cultures. 

3.5.1 KLUCKHOfUli AND STRODTBECK'S FRAMEWORK 

For example, Kluckhohn and Strodtbeck (196 1) contended that all societies 
face five fundamental issues or problems and that a society's culture can be 
described in terms of the most preferred way used by the members of the 

society to solve these problems or issues. This basic idea also forms the 
basis of both Hofstede's and Trompenaar's model. Table 3.2 surnmarises 
these five issues as well as the alternative means that societies have 
developed to cope %%ith them. 

3.5.2 HOFSTEDE VALUE SURVEY MODEL 

TIIe most popular framework particularly amongst analysts of organisational 

culture is the Value Survey Model proposed bv Hofstede (1980). Based on 
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the results of a survey of over 116,000 employ= of a large U. S. 

multinational firm across 50 countries, Hofstede proposed a conceptual 
fi-amework that initially comprised of four dimensions: individualism vs. 

collectivism; high vs, low uncertainty avoidance; large vs. small power 
distance; and masculinity vs. femininity. Subsequently, Hofstede and Bond 

(1988) added a further dimension which they have termed as Confucian 

dynan-Lism based on the work done by Bond and colleagues (198 7) . 

Table 3.2: Kluckhohn and Strodtbeck's Value Orientation Model 

Issue or Problem Variation of Preferred Behavioural Impact 
Mode to cope with the 

problem 

What is the relation of Subjugation to Nature View 16 as preordained and 
Man to Natum? predetennined. It is futile to try and 

change the inevitable. Exlernal locus 

ofoontrol. 
Harmonv with Nature Betiefthat it is imperative to alter 

behaviour to accommodate nature, 
Mastery over nature Beliefthat man can and should 

control the environment. 
Internal locus ofcontrol. 

What is the temporal focus Pam Orientation Extension ofps behaviour. 

of'human life? Present Orientation Focus on the inimediate effect of 

actions. 
Future Orientation. Focus on the long term effecu of 

present situsitions and actions. 

What is the character of (&)Intnnsically Good Focus is on trust and mutual 

innate human nature? undersuaiding 
Intrinsically Bad Focus is on cmiol through rules, 

regulations and sanctions. 

Neutral or Mixed Focus is on encoura&g desired 

behaviour and discouraging behaviours 

consWered undesirable 

(b) Changeable Focus on nuxWn behaviour 

Unchangeable Focus on eliminating sources of 

unwanted behaviour. 

What is the modality of Being Emotional, spontarimus actions based on 

human activity? intuitive 15"lings 

Containing and Controlling Rationsi. actions are logic based to 

achieve balanced objecti ves. 

Doing 
pragmatij;: actions are more result 
based, 
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V-19 is the modality of Hiewchical Authority or st-t-, based; verý, 
man's relationship with foffnal, regulated and focused on 
other rmn? diffierentiating status etc. 

Group Oriented Emphasising group interactions and 

II 

actions. 
Individualistic A beliefthat individuals should be 

independent and take responsibility 
for their own actions. 

ne first dimension, indiWduahsm-collectivism, described the extent to 
which the individual is integrated into the group'. In individualistic cultures, 
ties between people are loose and in contrast where collectivism is high, the 
ties between individuals are very strong (Hofstede, 1983) 

Ile second dimension 
, small - large power distance, is concerned with the 

distribution of power and physical, inteflectual, financial and social 
inequalities. Low power distance societies attempts to minimise inequalities, 

whereas large power distance societies perpetuate and accentuate them 
(Hofstede, 1983). 

The third dimension of weak - strong uncertaino, avoidance indicates the 
extent to which a culture is tolerant to uncertainty and ambiguity and 
prepares its members to feel corrdortable in unstructured or uncertain 
situations. A high uncertainty-avoiding culture feels threatened by uncertain 
or unkno%vn situations and tries to minimise unexpected events by adopting 
formal rules, strict codes of behaviour and resisting change. Low uncertainty 
avoidance cultures on the other hand accept the uncertain future, have less 

rigid rules and are more comfortable in ambiguous situations ( Hofstede, 
1983). 

The fourth dimension is concerned Aith masculinity andfiemininio) and 
refers to the primary goals and objectives that societies have for their 
progress. In masculine cultures the dominant values and goals are to be task 
oriented, being assertive, ambitious, achievement oriented and competitive, 
whereas in feminine cultures the dominant values are to be caring and 

nurturing. and being sensitive to people and the environment ( Hofstede., 
1983). 

The last dimension of Coqfucian dynamism focuses on the time orientation 
of the society. Long tenn orientation reflected Confucian values such as 
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persistence, respect for seniors, thrift and having a' sense of shame'. On the 

other hand a short term orientation reflected values such as personal 
steadiness and stability, protecting one's face, respect for tradition and a 
sense of obligation ( Hofstede and Bond, 1988; Hofstede, 1991 ). The 

variation in these dimensions are summarised in table 3.3 

Table 3.3: Hofstede's Value Orientation Model. 

INDICES DESCRIPTION 
Fhgh IDV: Individualistic, emphasise the role of 

Individualism individual 
(IDV) Low IDV: Collectivistic, emphasise the role of the 

group 

Fligh UAL Seek to avoid uncertainty, the 
Uncertainty unknown and taking risk. 

Avoidance (UAI) Low UAI: Comfortable with high degree of 
uncertainty and open to explore the unknown; 
more risk oriented. 

Power Distance High PDI: Belief that there should be well defined 
(PDI) order of inequality, and accept centralisation of 

power and authority. 
Low PDL Belief that everyone has equal rights 
and that 22wer should be evenly distributed. 

Masculinitv 11igh MAS: Traditional male values of 
(MAS) assertiveness, ambition, performance, 

achievement and material possession 
predominates the society, sex roles are clearly 
differentiated. 
Low MAS: Traditional female values such as 
empathN., co-operation, quality of life ; sex roles 
are more fluid. 

Confucian ffigh LTO: Long term onentatim persistence, 
Dynamism thrift, having a sense of shame and dynarrusm. 

(LTO) Low LTO: Short term orientation: personal 
steadiness and stability, protecting face, respect 
for tradition 
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3.5.3. TROMPENAARS MODEL. 

Based on three issues of how individuals relate to others, their attitude to 
time and their attitude to the environment Trompenaars's model identifies 
eight orientations to differentiate cultures, as surnmarised in Table 3.4 

Table 3.4: Trompenaars Cultural Orientations Model 

Issues Cultural Orientations Description 

Relationship universalism vs. Universalism focuses on the 
with People Particularism appfication of rules and procedures 

universally 
Particularism stresses on 
obligations of relationship and 
unique circumstances in applying 

I rules and procedures. 
Individualism vs. Individualism: People mainly 
Collectivism 'regard themselves'as individuals 

Collectivism: People mainly 'regard 
themselves'as part of a group. 

Neutral vs. Emotional Neutral: Exercise control over 
emotion, cool and self possessed 
conduct. 
Emotional: Emotionally transparent 
and readily reveal feelings %vithout 
inhibition. 

Specific vs. Difrused Specific: Deal with specific issues 
or aspects of personality 
Diffused: Deal with multiple areas 
of participants lives and 
personalities. 

Achievement vs. Ascription Achievement: Status and respect is 
accorded on the basis of 
achievement 
Ascription: Status and respect 
accorded on the basis of age, social 
connections, positions, education 

U etc. 
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Attitude to tim e Sequential vs. Synchronic Sequential: Schedule oriented, do 
things according to plan, 
accomplish task on time and do one 
thing at a time. Sees relationship 
%ith others as more instrumental 
than pemnal. 
Synchronic: Less dictated by plans 
and schedules, do many things at a 
time and generally give priority to 

I relationship over schedules. 
Past, Present or Future Past: View everything in the context 

d history: respect for Orientation of ition = 
d Id 

; 
I el and ided by past 

pr ents = 
I P sent: 

ýore focused on bere and 
no%v, major concern is impact of 
actions on inunediate outcome. 
Future: Concem is on prospects, 
aspirations and future achi emenES; 
more 21anning and strategising 

Attitude to Inner Directed vs. Outer Inner directed: Dominating and 
Environment DirectedL aggressive and; focus is on self and 

on group. 
Outer Directed: Flexible, 

compromising and seek harmon3-, 
focus is on meeting the interest of 
'othersý. 

3.5.4 FRAMEWORK USED IN TIES STUDY 

Although both Hofstede and Trompenaars' models are very popular and 

seem to be very simple and comprehensive ways to assess and understand 

cultures, their findings must be treated with caution. 

First, Hofstede's model was based on data from a survey one large U. S. 

multinational Organisation and therefore cannot be regarded as reflective of 
the entire population of the society under study. It is possible that the 

particular Organisation has attracted and retained employees "ith value 

systems that fitted %vith the Organisation's culture. Also, it is possible that 

there might have been some degree of homogerusation of individual values by 

Organisational values. Hence it would be %NTong to conclude that the values 

of the survey accurately represent the values of an entire country. 

Secondly, researchers Re other people , are conditioned to think, feel and 
behave in certain culturally conditioned ways. Tberefore, as Hofstede 
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himself has recognised, the values of the researcher %%ill determine, to a large 

extent, the way he or she "observes, describes, classifies, understands and 

predicts realhy" (Hofstede, 1980-- 21 ) and as Berry (1979,1980) has argued , 
it is difficult for a researcher to describe behaviour in another culture 
without imposing his or her own ethnocentric evaluations. Berry extends his 

arguments against the use of any hypothetical constructs that are based on 

some assumed universal dimensions, Hofstede's and Trompenaar's works 
being obvious targets. For example , while the construct ' hierarchy' may 

mean 'a chain of command' to most cultures in the West, they ma,,, mean 
Tamily'to some cultures in the East. By using a common instrument for all 

countries, both Hofstede and Trompenaars might have imposed their own 
preconceptions of what is important and what is not important in designing 

their research insýtruments and in interpreting responses and therefore their 

conclusions may not reflect reality. 

Despite the criticisms Of Hofstede and Trompennaars' methodology and 

reservations about their findings. meanings associated with their dimensions 

and orientations, their fiamework, have been widely used as useftil tools to 

analyse culture. Hence for this research, while the instruments used by 

Hofstede and Trompenaars were not adopted., a simple fi-ame work 

comprising of four dimensions taken from Kluckhohn and Strodtbeck's 

model was used to organisc and analyse the interview data and the case 

studies data to produce a cultural profile of Sara%vakian Malays. The fifth 

dimension in Kluckhohn and Strodtbeck's model concerning the character or 

innate human nature was not included as it was felt that the question of 

whether the Malays were intrinsicafly good or bad could have emotional 
implications that might restrict w&illingness to participate in the study and 
because aspects of trust, mutual understanding and adaptability can be 

identified through the dimensions on the modalit-v of their relationship with 

others and the modality of their activities. Although the ftamework 

incorporated 14 items taken ftom Hof'stede's dimensions and Trompenaars's 

orientations, the researcher was careful in how these were used as the 

meanings implied by Hofstede and Trompenaars may not be relevant to the 

specific context of Malay culture. As such these items were used only as 

reference in interpreting the data during the analysis. 
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Table 3.5: Framework to analyse culture 

Dimensions 

How individuals relate to others? 

How do they relate to their environment? 

What is the modality ofthcir action? 

How do they react to time? 

Reference Items 
Individualistic or Collectivistic 
Universalistic or Particularistic 
Neutral or Affective 
Specific or Diffused 
High or Low Power Distance 
Achievement oriented or Ascription oriented 
Inneir or Outer Directed 
Strong or Weak Uncertainty Avoidance 
Dyanamic or static 

Masculine or Femimne 

Changeable or unchangeable 
Being or Doing 

Long Term or Short Tam Orientation 

Sequential or Synchronic 

The above framework is basically an analytical tool. indicating the four 

major dimensions that the researcher must pay attention to. The fourteen 
indicators are used only as a guide in structuring the interviews and the 

questionnaires as well as to assist in coding and organising the data 

collected. 

PART TWO: MALAY VALUE SYSTEM 

3.6 A DEFim[TioN OF MALAYS 

A legal definition of Malays taken from Article 160(2) of the Malaysian 
Constitution defines a Malay as 'a person who professes the Muslim 

religion, habitually speaks Malay, conforms to Malay custom and (a) was 
before Merdeka (independence) day born in the Federation or was on that 
day domiciled in the Federation; or (b) is the issue of such a person. 

The above definition is somewhat similar to Leach's definition of the Malays 

of Sarawak as " any native of Sarawak of the Mohamedan faith; adopt a 
mm ý 

Malay life style of living in the general form of their co unity 

organisation and whose members are Muslims" ( Leach 1950: 171) By 
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these definitions. virtually the whole of the Kadayans' and perhaps 70% of 
the Melanaus, about half the Bisavas and a number of n-dnor Muslim groups 
such as the Narom of the Baram and the Segans ( Bintulu Melanaus) of the 
Bintulu River and the descendants of the immigrant Javanese and Arab 

groups can all be regarded as an integral part of the Malay society. This is 

the definition adopted for this research. It follows from this definition that 

the Malay society which is the subject of this study is a very heterogeneous 

society and the principal factor that binds them together is their religion. 

The Malays are Burniputras ( sons of the soil) indicating their indigenous 

status. Under the Constitution and the subsequent New Economic policy 

(NEP) they are guaranteed special position which cover recruitment into civil 

service, awards of scholarships and educational opportunities, business 

oppoMinities such as issues of licenses and permits and government tenders. 

Sanib Said (1985) reports that although historically the Malays of Sarawak 

were entrepreneurially active as nakhodas ( sea merchants) and controlled 

most of the trading in Sarawak, their entrepreneurial spirit and commercial 

enterprise was suppressed by the Brookes who ruled Sarawak from 1841 up 

to its cessation as a British Colony in 1946. In this period, the Malays were 
forced into farming, fishing and the civil service and the Chinese were 
brought in to take over the commercial activities. Consequently , post war 
Malays were mostly peasant farmers, fishermen and government servants. It 

was only since the formation of Malaysia and particularly after the beginning 

of the New Economic Policy that Malays have become active in business 

again. 

3.7 MALAY CULTURE 

Although existing literature on the value systems of the Malays in general 

and the Malays in Sarawak in particular is limited and much of it is based 

on impressionistic and best guess' views of the authors rather than in-depth 

empirical research, a review of these are nevertheless useful in the context 

of this study 

'Terms such as Kedayans, Mclanaus, Bisavas. and Segans refer to various ethnic 
communities of Sarawak. The terms Bintulu and Bararn refers to locations on 
Northern part of Sarawak 
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Two aspects are relevant for discussion here: the systern of values, beliefs, 

norms and behaviour ( collectively refereed to as value system) that has been 

associated with the Malays in the literature and the institutional and social 
context in which Malays have been brought up and within which they 

operate. 

3.7.1 Malay Value System 

One of the most controversial work on the subject of Malay values was the 
book 'Malay Dilemma' by Mahathir Mohamed (1970), the present Prime 
Minister of Malaysia. It angered many Malays as it dared to criticise and 
point out what he perceived as weaknesses of the then prevalent Malay 

values. As a result the book was banned and Mahathir himself was thrown 

out of his party. The reaction to the book seems to be a reflection of the 

tendency of Malays to take criticisms very personally and to be antagonistic 
to anything perceived to damage image orTace'. 

Mahathir described that the Malays as a whole were apathetic, short-sighted, 

conservative and always compromising. He argued that in the Malay code of 
behaviour form was so important that it was preferred to the actual 

substance. Hence, formality and rituals were thought very important and to 
depart from these was regarded as being rude and improper. 

Mahath. ir held that an overemphasis on form and ritual inhibited 

inventiveness and innovation, discouraged initiative and effort to change, and 

significantly handicapped progress. Though Mahathir's work was initially 

rejected, much of what he described has been echoed by several other writers 
( Mohd Kamal Hassan, 1994; Mohd Nor Ghani, 1980). Table 3.6 

summarises some of these values which Mahathir and other writers have 

described as having significant impact on the behaviour of Malays in 

organisations. The views presented in the literature are organi'sed by the 

writer according to the organisational flunctions that the values have been 

described to impact upon. 
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i ame j. (3: Dominant work-related values of the Malavs 

As Dondn&M Values Comments and Findings 
Woriang S-vie Collective . less adaptive preferred working in team environment rather than uorLN 

and resistant to chariging independently . spirit ofcollective responsibility and co-operauon 
envislonment stronger than uritimdualism ( Asma Abdullah, 1992, Harnzah Scridut 

ct al. 1989-, Nucriberg, 1990) 
-in a survey ofpnonty ofvalues'the top four items were famiýy 

security, group harmony. co-operation and relationship ( Fand 
Elasmiawt xod Hans. 1994) 
*Manifestation of group consciousness indudes the practice of 
'go(-g n*-Wl to wxompliah certain task and 

and musyawwah to make decisions (Tiarnzah Sendut et al. 19 39) 

* Co-operative attitude also extends to coirecung mistakes ýithout 
punting blame on one another, ... 

because ofthe importance ofi, a, mg 
face, they do not like individuals to be singled ou(for blame ( Norma 

I Marisor, 1992) 
Authon-Y ýIierwrtucal, Respect for -Concept ofrelationslup based on reverence to authonw, senlcnrv 

Vc and sewority; and at&=, Reverence called for unquestioned loyalty and reluctance 

to challenge, change or judge one's duty (Asma AWI&K 199:: 

Nfohd NorGhsm 1980, Nirenberg, 1990). 

*There is high tolerance for authoritarian style and paternal artimcle of 

superion and a carefully calibrated scale ofsocial rank prevails Ln the 

society ( Hamzah Sendut et al. 1989) 

In a survey of values of post war MalaYllaos, about 62% of. \ Way 

respondents axed that respea for inahority' and listimurg to the 

I advice of elders w important values ( Charles Y YanL 1990). 
Relationship Pergonalised; face -Highly, personalised and focused on miuntaurwis marmah' 

sensitivities. lbnmwý or Isavuig fam'oftheir own and others and the associated values of 

focused on loyalty. mist 'Segan, and'malu' . Exampleý Chadesworth ( 1974) 

and social obligation found that Malays shunned risky or challengtrig oppoMouties and 

ta*s because ofthe perceived sham and loss office that they 

would suffer should they fail. 

. It is regarded as, a duty to protect the Tace'ofsupenors and 

as such openly challcqM or criticising them is very much avoided. 
OSupenom tend not to criticize subordinates and even condone 

mistakes in order to save latte (Mohd Nor Gharu, 1980): As Mahathir 

(1970) described: 'they abhorred unpicasawriess-and u such they 

were towAlling to impose therosetm Aod readily compromised to 

avoidconflict' 
*Wort related conflicts we found to affert personal relationships 

Mobd Nor C+wu. 1980) 

* Found 'geting along well with others'to be the highest prionty in 

the Malays set ofvalues ( Hwnzah Sensid et al; 1989): 

2 All Malaýv terms such as gotong rpyong and musyawarah arc defined in the 
glossary 
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Decision MaLng comen" seckin *Xfalays tend to dampen ob3carve rationality wth sentunerital 

comprotruse onented concerns; reverence for semonty and desire to maintain harmony 

more Ifeefings based results to avoid challenging or ciriticising otheriiý \Wa%-s are 
than rationalit)% compiwituse anrl consensus oriented Mohd Nor Ghazu. 1980). 

precedents oriented *Consenstra-secktrig ( Hunzkh Sendut et &L 1989) 

*Ability to avoid making clear cut decisions and to incorporate 

escape route in dectsions is regarded as wisclorm concern for image 

dissuades Malay mariallers from taking unpopular decisions 

Mahathir, 1970) 

*Avoid or pts offilecision making because of the emotional 

risk oflocanng face'or social risk oflo" relationship should the 

decision prove erroneous or unpopular. ( Sheppard. 199: ) 

*Tend to look for precedents and evaluate curn ent situation in terms 

ofpm experience (Sheppard. 1992) 

Conummicauon InduM subide, guarded -Wevern outspokenness mW public criticism am regarded as 
[muted disclosure and ansitherrm Western banter and familiarity runs counter to 

expression offechnip. the instinctive politeness of the Malays ( Hamzah Senclut et al. 1989) 

*A reticence to disagree openly, do not express feeltngs openly, 

rather believe dud their behamour will speak for 1bem. (A3ma et al. 

1992) 

*Exertmg auirbority and expertise liberally is often considered as 

being haughty and high strung ( Mohd. Nor Gharu. 1980) 

*Commonly use th" party to communicate unpleasant news ( Norma 

I Mansm, 1992) 

HandlingConflict Ncn-confrontataonalý Oprojecung scifconficicince and being assertive we regarded as not 

avoid conflict; being in harmony with values of humility. modeirry and politeness that 

accommod-W. we much valued 

I 

overndmg value is to -SeLfefracing, ocin assenive and not willing to unpose their 

matritain social harmony mll upon others( Nirenbers. 1980) 

*Cormuntly resort to compromise or the practice of 

bertiolak ansur' with the understanding that'now I girve in 

and nexi crime I expect you tc; Ove in to nw'( Sarart Kaur 

Gill, 1992) 

-Find it dLfficult to say ýno'to requests or to insist an thetr rights The 

concept of 1xidi bithaza' or 'halus'behmour cannot accommodate 

saacsuve, aggressirve. and blunt or direct behaviour. %vhich are more 

identified as bizar' or Irtarang var'. ( Asma Abdullah et al. 1992; 

Hamnh Sendut et aL 1989) 

*They would rather suffer in silence rather thari confront an issue 

vnth their supenors for few that being confrontational would upset the 

much valued harmony at work p1s= 

*Does not like to wpm or debate to'thrash things oue, =read resort 

10 mcbrect, actions such asporam letters'. character assassinittion, back 

biting. gossips and silence of contempt when conflicts AM root 

resolved to their satisfaction, ( Norms Mansor, ) 992. Sam Kaur Gill, 

1992) 

Motivation Affiliatron need, strong Motivated by work that provide opportunities to gain acceptance and 

sense ofpatriouxrL respect of superiors, peen; and subordinates. 

motivated by tasks that not only bring rewards to them but also 

contribute to their ung,, 4 nVora dan agama'( Asma, Abdullah 

1996) 
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7'C: 
3dMhrp PMCMAILSUCý people 'Nialays seek to be led by those --. u are corrinumed to their 

oriented rather than words and can be trusted ( Astru Abdullah and Swqit Singh, 1992)ý 

task onented. based on hence strong pmference for relationship oriented approach ( Asma 

trust Abdullalk 1992ý Mohd Nor Ghaz,. L 1980) or socio-ccntnc leadership 

style ( Mik Abdul Rashid, 1992) over task onented approach. 

As Dahlan (1991) reported: "Mala%i tend to personalist their 

relationship with those in leadership positions. Thev want a leader 

thev can trust, mid in a position tlýev can respect andpi-cfertobeled 

by those that are coffumaed to their objectives through the words they 

use and actions they demonstrate ' 70JOA: 
S; am twarrtus Medi-tr apaitheitic *MaJays preferred to take the line of least resistance, going for less 

attitude challenging and less nsky subjects in studies. business or camers. 

taking on less challcr4png tasks. and generally have this lidakapthy' 

(lackadamcail or tridifferrent ) amnide ( Mohd. Karnal Hassan. 1994) 

*Vot competitive.. the desire to keep up is not them andtheir 

potential am not developed partly because of theLr apathy ( Mahadur. 

107n) 

Time management Lack 0" m Janii McI&yV signifies a promise of punctiWiry which is noat kept nc ' 

and pura=ty;, 

1 

MoM Kamal Hum 1994). 

concern for value oftime and punctualitv ( Mahallur , 1970 T 

Although most of the authors reviewed seem to have examined the Malay 

ývith a critical eye and seem to highlight mostly those values that seem to 

restrain and inhibit their progress and advancement , several positive work 
related values have also been identified. This includes dedication to work ; 
loyalty; and affinity to co-operate and collaborate; (Asma Abdullah, 1992; 
Nirenberg, 1980). And although Malays have been generally described as 
being resistant to change (Mahathir, 1970; Mohd. Kamal Hassan, 1994), 

Gulhck ( 1987 ) remarks that it is not one of obdurate resistance because 

Malays are generally very adaptable and that when the value of change 

which may at first have been viewed with suspicion , or even fear, dawns on 
the Malay, it takes deep root, and confidence in and regard for such change 

will grow with years. However, if the same measure is introduced too hastily, 

perhaps too zealously it may startle and frighten people and fill them with 
a resentment which leaves no room for calm consideration and reflection. 
Gullick proposed that Malays held a" disposition to think carefully and 

slowly over the merits of a proposed innovation ( Gullick; 1987: 366)" 

implying that Malays cannot be dealt with hurriedly: they must given time to 

consider what is required of them. 

Sirnflarly wHe many authors have observed that Malays have a strong 

sense of hierarchy and social distance, Dahlan (1991) argues that this is 

mediated by the 'small man approach' warranted by the Malay culture - as 

suggested in the following Malay saying: 
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"Mengikut resmi padi mak7n berisi makin tunduk 
Bukan sepertz lalang. makin t7n, (,,, gi makin malqvang 

(Be Ue the padi plant, the heavier it gets. the lower it bows, 
be not like the hay grass. the taller it gets, the more it gets 
wafted) 

The implication is that as leaders rise in status. they are expected to be more 
humble and work hand in hand with people of all ranks. Dahlan's 
implication is that despite the hierarchical nature of the society, leaders are 
still expected to be close to their subordinates. 

From the outset, it appears that many aspects of the Malky cultural values as 
extracted above seems to incompatible with the 'innovation producing' or 
'innovatogenic' behaviour described in section 4.4.2 of chapter four. 
However, this does not necessarfly mean that Malays are generally non 
innovative. As behaviours are the result of the interaction of a multitude of 
both internal and external factors. it is possible that certain values that were 
not compatible for innovativeness in a Western society may actually 
contribute to make people innovative in a different society. For example, 
while individualistic and competitive values of the West have been found to 
be an instrumental force for umovation in the Western institutions, more 
collectivistic and collaborative values have been found to be 'as effective and 

Perhaps more sustainable' force for innovation in the Far East (Drucker, 
1985; Tatsuno, 1990; Thorne, 1992). This is because of differences in the 

combination of factors involved in the two societies and the way these 
factors impacted upon each other which could result in a particular value 
havmg different impacts in different societies. This is the challenge facing 

this research: that is, to identify the dominant values and to determine their 
influence on the innovative behaviour of Sarawakian Malays 

3.7.2 Institutional and Social Context 

A considerable body of research and theory in several disciplines ( notably 
Anthropology and Sociology) singles out four major institutions and 
behavioural domains as primarily responsible for the socialisation of 
members of a society and as influential in shaping their cultural features. 

This includes family ( Olsen, 1974); religion (Brown, 1967; Ellis et al, 
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1978) the educational system ( Stenhouse, 1967) and the political and 
economic system ( Ellis at al. 1978) as summarised by Evan (1975): 

'mediating between organisational systems and culture are 

social structural mechanisms, viz., patterns of interaction 

comprising the status-sets ofemployees in thefamous 

institutional spheres ofsociety. thefamily, the economy, the 

polity, the religious and education systems (p. 14) 

The main objective of this section is to illuminate the basic features of these 
institutions m the Sarawakian Maky culture: understanding the conteXt 

within which the Malays operate is an integral part of understanding their 

culture. 

(a)The family: 

In a Malay society. the family is the main educator of young children until 

. go to school at the age of six or seven. Several authors (; Nircnberg, they 
1980; Wilder, 1968; Winstedt, 1981), have observed that Malay families 

put particular emphasis on cultivating their children to be obedient, docile 

and polite. Children are taught to show proper deference and respect to their 

elders. The saying "masin mulut ibu" usually conveyed to young children to 

obey their mothers who have expenenced more in life reflects the value 

attached to experience and listening to the elders, particularly parents. 

They observe that the questioning of parent's decisions was neither 

permissible nor considered proper and that children were generally not 

encouraged to participate in discussions on matters involving the family. 

Compliance was generaliv achieved through the use of pUrUshment rather 

than through talking and reasorung with children. Asma Abdullah, a leading 

culture specialist in Malaysia, for example, describe her own Malay 

upbringing as ': full of Yongans' or don'ts that programmed her to be 

anYthing but assertive. " ( Khoo, 1995) 

Another significant characteristic of the Malay family was that the 

relationship between the members of the household was found to be 

hierarchically organised, along lines of distinctions based upon age, sex, and 

to some extent, the level of education and financial contribution ( Harrison, 

1970), reinforcing respect for position and authority from a very early age. 

According to Abdul Kahar Bador (1973), other 'values' instilled in the young 
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included 'malu' ( sharne). maruah ( dignity) and the importance of 'face'. 
Abdul Kahar described how the young are taught that the image and dignity 

of the household is regarded as more important than any individual member 
and as such everyone was expected to uphold this image and the dignity of 
their faffffly within the %%Ider communitv. Anv one who brought 'shame' 

through unacceptable behaviour could be cut from family membership. 
Consequently, it is possible that risk taking behaviour may be inhibited by 

such considerations ( Khoo, 1995). 

(b) Educational System 

As school leavers and university graduates are the raw material for 

organisations; to work with, the education system that they go through plays a 
significant role in determining the values they bring with them into the work 

environment 

The education system in Malaysia has been described as highly centralised, 
one in which almost all schools use the same language of instruction, follow 

the same curriculum, use the same textbooks and are characterised by 

traditional classrooms with its rows of desks arranged before the teacher and 
the blackboard. Generally the dominant-submissive and superior-subordinate 

role Pattern experienced by the child at home seems to be perpetuated in the 

classroom. The teacher-student relationship is formal and authoritarian ( 
Mohamed Muda, 1991). The learning process is characterised by 

memorising tlieories and facts provided by the teachers or lecturers with little 

Opportunity for debate and discussions. Several educationalist have 

expressed their concern regarding these aspect of the Malaysian Education 

System- SYed Omar Syed Mashor ( 1994), for example, observed: 

'7n most cases, students come to class only to take down 

notes and to listen to lengthy lectures which are to be 

understood and memorised, onli, to be reproduced by written 

examination by the year's end The results of these 

examinations will consequently be used to categorise the 

students ability into As. Bs, or Fs. In other words, nowadays, 

students learn to digest the result of other people ýr inquiry 

and not how to inquire knowledge by themselves. The 

practical training ofmaking value judgements, solving real 
life problems and taking intellectual risks is not emphasised 
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in the present learning system. " (Syed Omar, ýved. tfashor. 

1994) 

As such. little opportunitv is provided for students to develop analytical 

skills and problem solving skills (Kala, 199' 3; Leo; 1993). Both teachers (and 

lecturers ) as well as students are vety exam oriented and rely on rote 
learriing, the objective being to pass exams rather than acquiring real 

understwding of the subjects. The comment of two prominent educationalist 

reflects this: 

It ... pupils are notflemble in their approach to learning. 

There is overdependency on rote learning and memorisation 

offactual informanon .. the Malaysian examination s. ystem 
tend tofocus on convergent thinking abilities and this has 

generally discouraged and stifledflexibilities in pupils 
(Leonard Young, 1993) 

"ne present education system places more emphasis on 

achieving academic excellence and not much is done to 

satiate a child's creative needs. " (Ann Abdul Majeed, quoted 
by Wani Mudýý in The Star, 1996) 

Similar observations have been made by Kasi (1994). He find that although 
the instrýuctional objectives of the Malaysian Education System was , to 

alleviate critical and creative skills in decision making and problem solving 

pertaining to everyday life', he argues that in practice, the thinking skills are 
not given due importance as compared to information acquisition and 
psychornotor training. 

Najib Tun Razak, the present Minister of Education has acknowledged the 

need to bring in more creativity and innovativeness into the Malaysian 

education system. In his opinion: 

"Malaysia need to make radical reform of its education 

system to one that engaged students to use their thinking 

skillsý ... Teachers should not be a sage on the stage but be a 

guide on the side"( The Star, 199 7a). 

Recently he has announced that the 'examination-onented and teacher- 

oriented' system will be modified to create 'a system that would encourage 

students to be more proactive and confident'( The Star. 1997b). 
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(c) Religion. 

Since Malays are Muslims,. Islam is their vital source of norms and beliefs 

and their thoughts and behaviour are bound to the religious traditions of 
Islam. As noted by Yusuf Puteh ( 1966: 6) 'the MalaYs take their religion 
seriously'and stressed that 'their religiousfaith has been a strong unifýing 
force, inculcating, as it does. a common ethical system and a common 
culture'. Similarly, Zainal Kling (1989) held that the importance of religion, 
custom and belief formed a basis for uniting the mind and soul of the Malays 

and shaped their character, values and behaviour in facing problems and 
reaching solutions. 

According to Asma Abdullah (1996) . the behaviour of Malays as Muslims 

are bounded by four main values narnely : 

*]man: faith in God and demonstrating this faith through prayers. - a regard 
for everything undertaken as a form of worship for the pleasure of Allah swt. 

* 11mu. - The pursuit and learning of both revealed and acquired forms of 
knowledge. Seeking knowledge and sharing this knowledge is seen as a 

religious duty and as the highest form of worship, formmg the basis for 

other actions. 

* Amal: Practising what one preaches and actively building relationship to 

Promote Muslim brotherhood 

* Akal: Showing understanding and wisdom in dky to day living derived from 

one's spiritual and intellectual values. 

Given that the Malay society is very much imbued with religious and moral 

values ( Faisal Haji Othman. 1993; Syed Othman Alhabshi, 1993), 

Organisational behaviour and managerial practices in a Malay environment 

are bound to be influenced by these values 

There appear to be two distinct views of the irnpact of Islam On the MalaYs- 

Earlier writers particularly non-muslims seem to imply that there is a conflict 

between Islarnic values and progress in the Malay society (Parkinson, 1975; 

Swift; 1965; Wilder, 1968; Wilson, 1967). They generally point to four 

values: that of takdir (fate) and rezeki (divine lot); the low regard for 

material wealth, and the rejection of the present world for the hereafter, as 
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sources of such conflict. Swift, for example, viewed Malays as fatalistic and 
remarked that "a Malqv is very prone, after a setback to stop striving. and 

say that he has no luck-, that it is the will of God' ( Swift, 1965: 29). A 

similar remark was also made by Yusuf Puteh ( 1973). In analysing the 

cultural problems of the Malays of Sarawak he described them as reliant on 
takdir (destiny) and willing to renounce comfort and progress in the ( 

temporary) present world in preparation for more the permanent reward in 

the hereafter. The general conclusion of these authors was that the 
lackadaisical attitude of the Malays towards success and their resistant to 

change could be attributed to their values and beliefs ( Parkinson, 1975; 
Swift, 1965). Senu Abdul Rahman (1971), for example, attributed the lack 

of response from the Malays to government development programs to their 
belief in predetermined takdir and rezek7 and the focus on life in the 
hereafter. 

The second broad view is that Islam is the basis for progress and 

advancement (Abang Abdul Rahman Johari, 1993; Karnal Hassan, 1994; 
Siddiq Fadil, 1993). Those who present this view argue that any negative 
impact relating to Islam has been due to lack of understanding and 
misinterpretation of the true message of the Islam ( Mahathir Mohamed, 
1986). As Mahathir Mohamed asserts: 

" One of the saddest ironies ofrecent times is that Islam, the 

faith that once made itsfollowers progressive andpowerful, 

is being invoked to promote retrogression which will bring 

in its wake weahness and eventual collapse. A force of 

enlightenment, it is being turned into a rationalefor narrow- 

mindedness; an inspiration towards unity, it is being turned 

into an instrument ofdivision and destruction " (Mahathir 
Mohamed, 1986) 

Yusuf Puteh (1973) reasons that this lack of understanding and 

misinterpretation has arisen mainly firom the way Islam has been taught. He 

argued that there has been too much emphasis on reciting the Quran rather 

than understanding its content and that there has been too much focus on the 

prohibitive ( Haram) aspects of Islam and too little attention has been given 

to its enabling characteristics. 
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Contemporary Islainic diinkers such as AbdufHamid AbuSulayman(l 993) 

and Ziauddin Sardar(1988) have argued for a re-interpretation of Islarn 

which highlights the progressive nature of its values. AbdulHanud 
AbuSulaman's interpretation of several values are of relevance for 
discussion here. 

*The concept of success. He interprets success as not purely the attainment 
of spiritual enlighterunent and achieving what is good for the hereafter. 
Rather it is achieving an integrated goal that is in hannony with what is good 
for the individual and the collective; both spiritually and materially; and what 
is good for this life and the hereafter. 

*Freedom of thought and actions: He explains that in Islamic society, one 
should be fi-ec to act according to one's own moral convictions; 7 to make 

ideological or intenectual choices and to take decisions on the basis of these 

convictions and choices as guaranteed in the Quran- The only condition is 

that the individual making the choice must take responsibility and are able 
to take responsibility for their decisions and actions. Hence he asserts that : 

"... ifone isforced to do something of which one is not 

convinced or has notfreely accepted, as it goes against one's 

nature, then it is Islamically unacceptable"( 1993: 89). 

He argues that for a Mustim to fulfil his responsibility and realise the 

purpose of his existence, fivedom of thought and intellectual convictions are 
basic necessities and describes the true Islamic society as one where there is 

freedom for creativiýv. 

*Creativity and innovation: AbdulHaffW argues that it is the responsibility 

of a Muslim to be creative and innovative. God has created the universe, 

subjected it to laws and standards, and then entrusted it to man to care for, to 

master, and to reform using appropriate means in accordance with the 

natural laws. Consequently, the development and the prosperity of Muslims 

depends on their ability to discover the appropriate ways necessary to 

discharge their responsibility; warranting much innovation and creativity. 
Without innovation, he comments: 

".. When their minds cease to innovate, their actions are still 
born and their ability to perceive and understand will suffer 
decrease .... .. 

105 



*The concept of taqdir (destiny) and tawakkul ( tnist in Allah and 
acceptance of his divine decree). As mentioned earlier, several writers have 

accorded Muslims with a lack of drive and inertia resultant of a belief 'in 
fatalism and pre-destination. However, AbdulHamid argues that the Quranic 

concept of destiny is not the traditional belief of unrelenting fate and the 
associated connotation of passive surrender to it. Instead, the concept of 
taqdir in Islam refers to a 'divine decree which no one can know. 

understand, or control except Allah (p. 94)' ; and is similar to Ziauddin 
Sardar's (1988) interpretation of the Quranic concept of destiny as the 
'realisable possibififies which lies within the depths of nature ... the 
disclosure of which is only possible with time(p. 8). Additionally tawakkul 
implies that the believer's heart has faith in the power, wisdom and justice of 
Allah and that ultimately all good efforts Will be rewarded. Hence, Mushms 

are expected to give thanks when they succeed and to be patient in times of 

setback . As such, fatalism and refusal to strive forward can be regarded as 
being against the will of Allah. Rather than being a demotivator, 

AbdufHamid argues that taqdir and tawakkul are a very important source 

of a Muslims : osychological strength and energy; the source from which 

Prings patience. forbearance, determination, contentment and happiness s 

p. 92). 

Ile current feeling in Malaysia is that Islam as a comprehensive and 

progressive religion has much to offer and should be used as guide in all 

spheres of activities. Many Malay intellectuals and govemment leaders have 

highlighted the virtues of Islam and the positive role it could play ; not only 
for the betterment of the Malay community, but for the nation as a whole 
(Mahadlir Mohamed 1986; Siddiq Faddil 1993). Since the govemment 
instituted the policy of Islamisation to inculcate Islamic values and principles 
in its administration in 1985 ( Mohd Affandi Hassan, 1990), there has been 

a proliferation of interest in using or adhering to these values for managing 
both in the public and private sector ( Faisal Haji Othman, 1994; Syed 

Othman Alhabshi, 1994). For example, a prominent scholar, Mohd Kamal 

Hassan (1993) advocates a greater degree of association between the social 

and religious aspects of the Malays to 'unearth their ethical, spiritual and 

metaphysical moorings which are more in congruence with Malay 

personality and behaviour (p. 18)'. He asserts: 

"As Malaysians, we are familiar with the values emanating 
from such Malay words as rezeki (bounty), selamat 
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salvation), alam (universe), berkat (blessed), amal (deeds), 

ni'mat(gift), musyawarah (consultation), adil Oustice), zalim 
(injustice), muhibbah (harmo)tv), hukum (law), syariat 
Islamic jurisprudence), akhirat (hereafter) and many 

others... perhaps it would be more useful and effectivefor 
Malay managers to utilize in the future ihe familiar Malay- 

Islamic socio-religious concepts in an innovative and 
imaginative way as additional management and 
Organisational tools in predominantly Malay environments 
with Malay officers and workers. " (Mohd Kamal Hassan, 

1993: 18) 

(d)Political and Economical 

Three aspects are relevant for consideration here. First, the Malays have 

been the subject of a major socio-econorruc re-engincering effort. The New 

Economic Policy (1970-1990) introduced after the 1969 racial riots was 
designed primarily to restructure the society and encourage more Burniputras 

to participate in commerce and industry as well as to produce more 
Burniputra technocrats and professionals to place the Burniputra community 

on par economically with the non-BumiPutra ( Faaland et al, 1990). 

Affirmative action under these policy included providing greater acadenuic 

Opportunities at all levels for Burniputras as a result of which a sizeable 

Proportion of the Malays are now educated , many of them from overseas 

universities - Special programmes and policies have been initiated to develop 

Bunuputra entrepreneurs providing them with facilities, training, resources 

and business opportunities. As a result of these, the Bumjputra share of 

national corporate wealth has risen from a mere 2.4 percent to 20.3 percent 

during the twenty years of New Economic Policy. ( The Second Outline 

Perspective Plan, 1991). Although this was about 10 percent less than the 30 

percent target of the NEP, the real change achieved by the NEP has been 

the creation of an entrepreneurial culture amongst the Burniputras ( Ismail 

Reiab, 1983). Under the Second Outline Perspective Plan (1991-2000) which 

has replaced the NEP, Bumiputras are still provided with similar privileges 

and support by the government in order to create what the government has 

termed a BCIC ( Burniputra Commercial and Industrial Cominunity) . 
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All this has thrust the Burniputras and the Malays into a new environment, 
one that is more competitive, aggressive, and fast moving and as a result 
there have been some important changes in the Malay cultural makeup. The 

values of these entrepreneurs and professionals are so different from the rest 
of the society that some authors have described them as 'marginal men' or 
'deviants'( Mohd Nor Ghani, 1980). Nik Abdul Rashid (1982), for example, 
found them to prefer the kind of work that offered them a continuing 
challenge and which required imagination and initiative. These managers 
defined job freedom as the opportunity to do interesting and challenging work 
and to be able to express opinions openly -( quite different from what has 

been described about the society in general! ). Ile important point to 

consider here is that N%ith the speed and extent of the social re-engineering 

process described above, it is probable that the type of Malays described by 

Nik Abdul Rashid and Mohd Nor Ghani fifteen years ago are no longer 

marginal, but likely to be the mainstream of the contemporary Malay society. 

Secondly, of particular relevance to this study is the proposal for a new 

identity or Melayu Baru The New Malay) (Siddiq Fadil, 1993) 

Prompted by a comment by Mahathir Mohamad in November 1991, the 

idea was to encourage the Malays to discard traditional values inhibiting 

their progress and acquire new ones appropriate for the demands of the 

future. As Johan Jamal Yazli (1993) noted, "it is a manifestation of the 

need to actualise a Malay race which possessed a culture that is consonant 

with changing times. able to face the challenges and to compete without 
depending on assistance.. " (Johan Jamal Yazli, 1993). The idea has 

generated much debate and at least three books on the merits of the idea 

and the characteristics of the new Malay have been produced. The general 

agreement seems to be that the identity of the new Malay should be fim-dy 

rooted in Islamic values and that he should be an all rounder, with a wide 

vision, broad knowledge, and be multiskilled. Munir Majid's (a leading 

Malay technocrat) proposal is representative of the many ideas that has 

been forwarded by various leaders and academics about the characteristics of 

the New Malay' ( Rajen Devadason, 1993). He proposed that the new 

Malay has to have five characteristics: technical ability, an efficient and 

industrious work ethic, good language ability to facilitate global 

communication, social adaptabilitv and cultural and religious strength 
Without question, the 'new identity' debate has led to much self-assessment 

amongst the Malay population and a greater awareness of their own values 

and the impact these values have on their progress. The notion of 'Melayu 
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Baru' also pro%ides a positive sanction for behaviour which can be seen as 
freeing the Malay people from the bounds of outworn customs. It can lessen 

the feeling of guilt of the de,, iant Nvho may now picture himself as a pioneer 
of progress. 

Another policy of the government with a potential to affect the values of 
Malaysians in general, is the adoption of 'Vision 2020' :a target for 
Malaysia to be a fully developed nation in its own mould by the year 2020 ( 
Mahathir Mohamad, 1993, Syed Othman Alhabshi, 1993). The Policy 

provides Malaysians iiith a general vision of where Malaysia is heading and 
demands Malaysians to be proactive and to take a long term perspective Ln 

their actions. 

In the four section above, an attempt has been made to describe the four 

major sociocultural institutions that form the context of the environment in 

which Malays operate. Values emanating from and perpetuated by these 
Institutions constitute major determinants of the Malay cultural system. 

3.8 SUMNLkRY AND RAPLICATIONS 

3.8.1 summARY 

The first part of this chapter has reviewed literature relating to several 

methodological issues associated with investigating culture. The three 

anthropological perspectives of culture have been discussed and the 

limitations of the institutional and ideational perspectives have been 

highlighted to justify the adoption of a holistic perspective for this study. The 

review of a number of popular definitions associated with these three 

perspectives has brought to light the problems associated with defining 

culture. Based on the argument that any definition of culture must be related 

to the context in which it is applied, three varying definitions of culture has 

been developed to make clear the meaning of the terms 'innovative culture, 

Malay culture and organisational culture that are used in this study. To 

understand the concept better. several common characteristics of culture 

have been revievved. Finally, the frameworks of Kluckholn and Strodbeck 

(1961), Hofstede (1980) and Trompenaars (1993) have been reviewed and 
from this a ftaniework to guide data analysis in this study has been 

developed. 
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The second part of the chapter has focused on two key aspects: the work 
values of Malays and the four major institutions that determine the social 
context of the Malays of Sarawak. The general Malay work values do not 
appear to be conducive to innovation. The key values summarised in table 
3.6 on page 95 include many values such as concern for saving face, 
reverence to authority, unwillingness to conununj'cate openly and tendency to 
avoid conflicts that are likely to inhibit the challenge process that is critical 
for the generation of ne%v and novel ideas. 

3.8.2 IWLICATIONS 

The literature reviewed in this chapter has several implications for this 
study. 

(1) TIle use of a holistic perspective of culture implies that this study needs to 

adopt an ontological perspective that accepts that both the objective aspects 

which have an external existence and the more subjective meanings and 

interpretations of individuals are relevant and *integral parts of social reality. 
Consequently, the focus of investigation in this study must include both the 
ideas, values, knowledge, and norms that provide a common pattern for 
behaviour as well as their manifestation in the form of social structures and 

relationships. This theme is elaborated upon in chapter five. 

(ý)'Ilie characteristics of culture reviewed indicates that culture is a powerfbl 
tool to influence behaviour in organisations - an importarit, gotion 
underpining rationale and the development of the conceptual model discussýd 
in chipter four which suggests that any effort to promote innovation must 
take a holistic approach of nurturing the appropriate culture. Further, the 
facts that culture is dynamic and can be learned implies that it may be 

possible to develop and implement proactive measures to create appropriate 
cultures. 

(iij) Three factors must be considered in evaluating the literature on Malay 

cultural values.. First, most of the literature on Malay cultural values is not 
based on empirical research, but more on the reflections and perceptions of 
the writers which may not be a true reflection of the reality. Second, they are 
mostly concerned with the Malays in Peninsular Malaysia and as such this 
data may not be accurately describe the Malays of Sarawak . Finally, most 
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of this literature is quite old and NNith the ongoing social engineering efforts 
and the tremendous change in the environment, the values described ui this 
literature may be outdated. Hence, the profile of the Malays presented in the 

existing literature should only be used as a rough guide in the investigation 

of the cultural values of the Malays of Sarawak and not in its positive 

identification. 

III 



cjiavtcr four 



Aat continuity and progress have been tied to careful 

experimental and theoritical work indicates that there is 

validity in a method which at timesfeels unproductive or 
disorganised 

Aronson (1980: 21) 

4.1 INTRODUCTION 

guide this study. The aim of this chapter is to develop a conceptual framework to I 
Two major ideas are advanced. The first idea is the development of the concept 

of 'mnovatogenic' behaviour and 'innovatogeniC' Culture. It begins by discussing 

the lin-ftations inherent in many of the measures commonly used to assess 
'innovativeness' in organisations and highlights the shortcomings in the prevailing 
understanding of 'innovativeness' as reflected in these measures. An alternative 

approach, one which considers 'innovativeness' from a comprehensive perspective 

as a culture is presented. For this, an interactive model of the innovation process 
is examined to determine the essential tasks and activities embedded in the 

process and together with a review of relevant literature, a set of 'innovatogenic' 

behaviours deemed essential to accomplish these task and activities is identified. 

Finally the concept of 'innovatogenic' culture necessary to nurture and promote 
innovation producing behaviour is developed. 

The second idea forwarded is that innovatogemc' behaviour, like other 

organisational behaviour is culturally contingent. 

4.2 CONCEPT OFINNOVATIVENESSf. 

Section 2.3.4 has described several objective and subjective measures that have 

been used by researchers to assess and measure innovativeness from which two 

different perspectives emerge. The first perspective emanates from objective 

measures and regards 'innovativeness' on the basis of the recorded quantity and 

variety of innovations mtroduced or adopted. The idea is that the more innovation 
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that an organisation has adopted or introduced, the more 'innovative' it is. The 
ability of the organisation to innovate was assessed essentially by the quantity 
and variety of innovations it has introduced or adopted in the past. 

The second perspective is reflected by subjective measures such as the Audit 

approach proposed by 071are (1988 ). These consider the 'innovativeness' of an 
organisation on the basis of the structures and mechanisms available in the 
orgarusation to enable innovation. That is, an organisation or a society is 

perceived to be 'innovative' if it has certain structures and mechanisms that are 
known to facilitate the innovation process. 

Both of these perspectives have serious shortcomings. The remainder of this 

section discuss such shortcomings at length. 

4.2.1 LINUTATIONS OF OBJECTWE INEASURES. 

Objective measures to assess 'innovativeness' such as the number of innovations 

produced in a particular period; the adoption or non adoption of an innovation or 

a series of innovations at a particular point in time; the heterogeneity of the 
innovations adopted by an organisation or society, or surrogate measures such as 
patents and revenue from new products, all rely on the following premise " if 

organisation X generates x number of innovations and Organisation Y generates 
v, then if x>y; organisation X is considered more innovative than organisation 
Y" . However, assessing 'innovativeness' on the basis of such arguments are 
neither valid nor reliable. Implicit to such a premise is the false assumption that 

social phenomena like 'innovativeness'can be added up and represented by some 
kind of composite score. Innovativeness' is a relative construct ( Bigoness and 
Perreault, 1981 ) and as such the validity of objective measures in its assessment 
must be called to questions. For example, if there are two firms, one that is 

technologically based and in which new technologies and innovations are 
constantly being produced, and another that is just developing and is constantly 
adopting new ideas imported from elsewhere, is the latter firm necessarily less 
innovative then the former? Or is a society that has produced a number of 
innovations of a non- quantifiable nature ( e. g. in areas such as art, music, or 
social innovations ) less innovative than an industrial society that has produced 
innovative products and services? And how do we compare an organisation that 
has introduced a radical innovation that has had major impact, and another 
organisation that has produced more 'object' innovations but mainly, those 
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concerned with the improvements of eXisting products and processes ? Nkluch of 
these two, would be considered more innovative? What if the bulk of innovations 

produced by an organisation are the result of a few individuals only? Ho,. %- do we 
compare this organisation with another which has involved a greater number of 
employees in the innovation process" 

Another related issue is that the differences in the focus or choice of innovation 
outcomes to be studied will have significant impact on the findings of any study. 
For example, an organisation may be innovative in a certain area such as 
production while not being innovative in other areas such as administration, 
marketing or finance. Also, a multinational operating in a less technologically 

advanced society may be regarded as highly innovative in that society but not with 

respect to competing firms in its home countrv. Hence, the findings of a study 

investigating organisational innovativeness Will change dramatically if the type of 
innovation being investigated is changed from those related to production to those 

related to marketing . Similarly changing focus from the operation in the home 

country to that in a host country will result in entirely different findings. 

To overcome these problems, Bigoness and Perreault ( 1981 ) suggest the use of a 
three dimensional model containing three domains: the content domain, the 
innovativeness domain , and the reference domain. in this model certain key 

aspects of the research are identified, e. g. the sampling frame for unit of analysis 

and the type of innovation that should be considered ( sampled) for the study. 
This helps to ensure that comparison or measurement of innovativeness of the 

units studied is done in a common context, thus minimising problems arising 
from the relative nature of innovativeness. However, innovation is very complex 

social process that involves a multitude of factors that act upon each other in 

many ways; the permutations, combinations, and influences of such factors are 

complex and make it extremely difficult to demarcate. For example, even 
defining the type of organisations to be included in a study very specifically, e. g. 

as "large scale, local, manufacturers of footwear in Malaysia" may still have 

inherent differences, Manufacturer A may have collaborative arrangements with 
foreign manufacturers to provide designs while Manufacturer B may have all their 

designs-in-house. Hence, can the relative innovativeness of these two firms be 

assessed on the basis of which firm introduced the most number of new designs in 

to the market? 

These are just some examples of issues posed by the relative nature of 

'innovativeness' which makes the use of measures of direct output as indicators of 
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innovative activity in an organisation to be unreliable as it does not really relate 
to the process or to the actual behaviour of the members of the organisation. By 
focusing on objective measures of 'output'. the context within which the 
innovation process takes place as Nvell as the interaction between these structural 
context and the emotional and cognitive state of the members of the organisation 
has been overlooked. Innovativeness' is not just the production of x number of 
Object- Innovations; rather it should refer to the social interactions as well as the 
individual and collective behaviour of the members of the organisation that 
contribute to the capability and potential of an organisation to innovate. 

4.2.2 LIMITATIONS OF SUBJECTIVE PERCEPTUAL MEASURES. 

Subjective measures such as the Tioneering-Innovative Orientation Scale " 
developed by Khandawalla (1984) and adopted by Manimala (1992 ) or the 
"Innovation Audit" (O'Hare, 1988) also have limýitawns. A major limitation of 
these measures is that they are focused on assessing various aspects of the 

Organisation only, (usually from the perspective of the assessor). Although 

assessing an Organisation's strategic focus, its structure, its internal and 

external networks, its climate, and the managerial style is necessary to 
determine if the Organisation is geared to institutionalise innovation as an 
important activity and promote and support innovative activity in the 

Organisation, such aspects will only comprise a partial indicator of an 
Organisation's innovative strength and potential. It is not only ( objective) 
structures, policies, management style and other Organisation related 
factors which are important, but also how the members of the orgarusation 

perceive and relate to these factors. 

Subjective measures imply a more relevant concept of 'innovativeness' as 
they assess potential of an organisation to innovate by relating various 
aspects of the organisation to the innovation process itself Nevertheless, 
there is a major shortcoming as they ignore the critical human element. 
The 'innovativeness' of an organisation depends not only on its structures 
and mechanisms, but more importantly on its people: their goals and 
motivations, their feelings and concerns, their beliefs and attitudes, and 
their knowledge and perceptions. In this respect, Ekvall's Creative Climate 
Questionaire ( Ekvall et al, 198' )) is useful as it attempts to measure the 
feelings and perception of the members of the organisation. However, it 

provides only part of the information necessary, and therefore must be 

used with other indicators to provide more comprehensive information 
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about the 'innovativeness' of an organisation. Section 6.35.33 of Chapter Six 

provides further discussion on the use of Ekvall's CCQ in this study. 

Hence, there is a need to consider 'innovativeness' of an organisation from 
a more comprehensive basis that takes into account the structural 
conditions presented by the organisation as well as the cognitive and 
affective make up of its members and then relate both of these to the 
innovation process. In other words, 'innovativeness' can be considered as 
a 'State of mind'of the members of the organisation that this is responsive 
to taking the actions that are needed to generate, communicate and 
exploit new ideas. This 'state of mind' is an outcome of the interaction 
between the values and motivations of the individual and the 
structural mechanisms provided in the organisation. If they support each 
other, the potential for individuals to behave 'innovatogenically' will be 

greater. 

An analogy for 'innovativeness' would be the 'preparedness' of an army to 
do battle. ' An army can be considered to be prepared only if it is properly 
equipped, 'Preparedness' not only depends on whether the army is 

equipped with the necessary arms and amunitions, has the necessary 
logistic support or whether it is physically fit and well trained, but it will 
also depend very much on the confidence and motivation of the soldiers 
which might be dependent on how much they trust their superiors and their 
befief in the cause of the battle. The army will suffer if it is ill prepared in 

terms of training, logistics support and arms and ammunitions. Simflarly, it 

will also suffer defeat if its soldiers are not mentally ready. Mstory 

provides many good examples such as the failure of United States of 
America in Vietnam. Although America had the military hardware and its 

soldiers were well trained and well equiped, as a nation, it was not 
prepared for the war as many of its young men and women did not believe 

in the cause. 

The same is also true innovativeness at the organisational level. Although 

organisations and managers can introduce various policies, 

mechanisms and structures to promote innovation, an importantfactor 

that would determine how individual members respond to these 
initiatives would be whether they desire to be innovative or not which is 

in turn affected by whether being innovative is something desired by 

the society as a whole. Hence, 'innovativeness' must be assessed on a 
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holistic basis and the most appropriate way to do this is to consider 
'innovativeness' as a unique culture where both the ideational and 
structural features are congruent in encouraging and enabling individuals 
to produce innovations. 

4.3 CONCEPTUAL DEVELOPMENT 

If organisational innovation is conceptualised as an on-going , all-encompassing, 
company wide phenomena of adding value in everything that the company does, 

then it can be argued that any effort to understand organisational innovation or 
assess the 'innovativeness' of an arganisation by focusing on specific outcomes, 
events, or units that are distinct and independent of the rest of the organisation is 

inappropnate. 

It also follows, that any strategies and mechanisms to promote organisational 
innovation must have an ongoing impact and must be able to relate to the 
Organisation as a whole. While specific strategies or mechanisms may 
contribute to the development or implementation of specific innovation(s) or 
specific units of the organisation to be innovative, these may not result in the 

creation of an organisation-wide 'phenomena' in which the majority of the 

members of the organisation are continuously searching for, and using new 
means to improve their performance and add value to their organisation's 

output. Furthermore, as discussed in section 4.2 above, looking at 
'innovativeness' purely from the basis of outcomes or the structural aspects 
of organisations ignores the basic fact that innovation is a product of 
social behaviour depending both upon the inherent value system, and the 

structural context in which individuals operate. Both these arguments 
indicate that the most effective means to encourage and promote 
innovation at all levels of the organisation and on an ongoing basis would 
be to create and sustain a particular culture, in which both the 
ideational and structural aspects collectively support innovative 

activity. The remainder of this chapter is concerned with developing and 
describing this concept of 'innovation-producing' or 'innovatogenic' 

culture. The concept is developed on the basis of the following axioms. 
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(i) Innovation is a holistic phenomenon. 
The innovativeness of an organisation does not depend only on isolated or distinct 

processes such as the development, adoption and /or implementation of new ideas, 
products, services or processes. Innovativeness must be deemed as a company 
'Mde concern, integrated into the fabric of the entire organisation. As such, the 
innovation process is not a one-off event separated from the rest of the 
organisation's mainstream activities, neither is it the prerogative or responsibility 
of a specific unit or department. In this study, innovativeness is considered as an 
on-going, all-encompassing company vAde concern. 

(ii) People are the principal drivers of the innovation process. 

.; 
organisational infrastructures; financial, Although factors such as technology 

material and technological resources; and environmental factors have a 
significant impact on the 'innovativeness' of an organisation, It is the 

organisation's human resource (i. e. its people) that innovates. The physical 

structures, financial, material and technological resources, and information 

systems, though important, only form the context within which innovation occurs. 

(iii)For innovation to take place, people must behave 'innovatogenically'. 

'Imovatogenic' or 'innovation-producing' behaviours are a behavioural mode that 

is critical for the innovation process to succeed. These behaviours can be 

considered as the basic character of interaction and a prerequisite for innovation 

in the sense that no matter what the type of innovation, or the organisational or 

environmental context, these behaviours would be needed to enable innovation to 
take place. For example, to develop and implement an innovation would 

require change oriented behaviour, irrespective of the type of innovation, 

organisation or the environment involved. These are termed as 
'innovatogenic' or 'innovation-producing' behaviour because together they 

produce a behavioural mode that facilitates the innovation process. The general 
implication is that organisations in which people readily behaved in this manner 

, will have a higher potential or capability to innovate than those in which such 
behaviours are not prevalent. A number of important dimensions of 
'ianovatogenic' behaviour are described in section 4.4 

(iv) Three conditions must exist for people to behave 'innovatogenically' 

For members of an organisation to behave 'innovatogenically' they 
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(a) must have the capabili(y to behave 'innovatogenically' which mplies 
that they must have the necessary knowledge, skills and confidence to 
innovate. 

(b) must want to be innovative. That is there must be factors that provide 
intrinsic motivation for individual members to behave "innovatogenically" 

(c) are able to be innovative. That is there are factors in the organisation 
that provides them with the means ( structures, resources, systems etc. ) 
that support them to behave " innovatogenically". 

Pierefore, whether 'innovatogenic' behaviour can be nurtured or not ul an 
Organisation depends on the extent to which these three conditions can be 

satisfied. 

(v) An 'innovatogenic' culture contributes to and promotes these three 
conditions. 

As discussed in section 3.4 of chapter three, behaviour of individuals are shaped 
and determined by both the 'pattem for behaviour' ( that is the shared mental 
programs and value systems ) and the 'patterns of behaviour'( the institutionalised 

structures and systems) found in the particular social system. This holistic view 
concerning the influence of culture on behaviour implies that individuals can be 
motivated and encouraged to behave 'innovatogenically' if there is a set of shared 
values, knowledge, and feelitigs amongst the members of the Organisation which 
values innovation as well as a structural context that enhances their motivation, 
develops their capability and provides them with the necessary means to be 
innovative. Collectively these ideational and structural components constitute 
'innovation producing' or 'innovatogenic' culture. It is necessary to have this 
holistic view because the knowledge, values, feelings, and beliefs of members of 
the Organisation would impact upon and be impacted upon by the structural make- 
up Of the Organisation. The conditions will not be suitable for 'innovatogenic' 
behaviour if these two aspects are not concordant with each other. Hence to 
consider one aspect independently of the other would provide an incomplete 

Picture and create problems of reductionism (as discussed in section 3.4.1 of 
chapter three). 

The 'innovativeness' of an organisation would depend on the extent to which the 

value system and the structural conditions within the company could mobilise and 
support individuals to behave 'innovatogewcally'. A strong 'innovatogenic' culture 
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is created when both the value system and structural conditions are right and 
which support and enhance the 'motivation, means, and capability' of individual 

members of the organisation to behave 'innovatogenically', and thereby increase 
the potential for innovation processes to take place. 

(vii) The process of nurturing and sustaining an 'innovatogenic' culture is 

dependent on the culture of the society within which the organisation 
operates. 

'Innovatogenic' culture is not a closed phenomena. Both the ideational and 
structural aspects as well as the strategies to nurture and develop it are influenced 
by external factors, in particular, the culture of the society within which the 
Organisation operates. This is discussed further in section 4.5 of this chapter. 

4.4 'INNOVATOGENIC BEHAVIOUR' 

Ile next step in the development of the conceptual framework of this study is to 

establish what constitutes 'innovatogenic' behaviour. This was achieved by using a 

similar approach as the one used by Russell and Russell (1992). They used the 
different stages identified in Zaltman, Duncan and Holbeck's (1973) model of 
innovation process to identify what they termed as 'innovation-related 

behaWours and cognitions'. These key behaviours that they have identified are 

presented in table 4.1. 

120 



Table 4.1 Dimensions of innovation related behaviours and cognitions 

Dimensions of Innovation - Related Behaviors and Cognition 

1.. Knowlodp-Awarenm of Potenfial kmovations 

1. Recognition of the creative activities of individual organizational members 
2.. Search for innovative ideas outside of the organLzation ti-t may be applied 

inside the organbation to gain competitive advantage. 

AttihxL-formation Towards the InDovation 

3. Free and open exchange of information vAthin the organization. 
4. Recognition of innovation as an important Organizational activity 
S. Open-minded considemdon of new ideas regardless Of dicir sourm 

13L Tbe Innovation Demsion Procew 

6. Support for moderate risk4aking in new venturcs 
7. Stimulation of commitment for promising new kleas by providing 

emo6onal and resouroe support to idea champions . 

IV. Implementlition 

8. Support for initial mW sustainad implerrmetation of innovations 

Sour= Robert D-Rummell md Cmig I RusmA 'An exarnimfion ofthe eMkb oforgaidEgional nonM 
strucham and onviranawaW tincestunty an croepwAmal W%Uu' in Jour"al of 

MONCOMOK 1992. VaL It. No. 4. pgW 

The researcher has adopted a siniflar approach. An extended version of Amabile's 

(1988) model of innovation process was examined to pick out the key tasks and 

activities essential for innovation to occur. Then by relating this with results of 

relevant studies in the literature, a set of behaviours considered necessary for 

Producing innovation are identified. 

4.4.1 AMABILE'S MODEL OF THE INNOVATION PROCESS 

The model used here is an expanded version of Amabile's componential model 

of innovation (1988). The particular model was chosen for three reasons. First, it 

is an interactionist model and takes into account the individual, organisational 

and environmental milieus Within which innovation process takes place. The 

model explicitly indicates that variables ftom these three milieus interact upon 

each other as well as on the ongoing innovation process. Hence, innovation is seen 
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as a complex product or outcome of the efforts and interactions of individuals 
and groups in their organisation with their environments. 

Secondiv, as evident in the review of literature on definitions of innovations in 
chapter two, there is a difference in opinion amongst writers whether to consider 
innovation as both the generation and implementation of new ideas or just the 
implementation of new ideas that may have been taken from elsewhere. Amabile's 

model (1988) is unique in that it is able to accommodate both views - the model 
presents the whole process as consisting of two components, the creative 
component and the innovative component and shows how the two separate 
components can be considered together as a single process. 

Lastly, although it is a multistage model and as such is limited in terms of 

portraying the complex interactions between various stages of the process and the 

iterative nature of the activities involved, it is quite comprehensive. As what is 

required for the purpose of the study is to identify the tasks and activities 

involved in the innovation process rather than to show how they relate to each 

other, this limitation does not create a major problem. However, to ensure that the 

model used has comprehensively captured all the tasks and activities incurred in 

the innovation process, Amabile's original model has been expanded by 

incorporating ideas from other models; in particular those reviewed in the book 

by Zaltman, Duncan and Holbeck (1973). 

(a)Description of the model 

The model (figure 4.1) has two main components: : 

(i) The Innovation Component 

This component has four stages: the initiation of the innovation process; the 

generation and development of ideas; coalition building, and the implementatIon 

of ideas. 

Ile first stage begins with setting the direction for the organisation and consists 

of two sub stages. First is to set the agenda, that is the mission and the vision of 

the orgartisation, that indicates the organisation's commitment to innovation and 

change and provides the necessary orientation and the impetus to innovate. The 

second sub-stage involves the setting of more specific goals and objectives. This 

process would involve assessing the changes in the environment and the 

organisation's own performance. This assessment evaluated against the agenda 
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and the goals and targets of the organisation activates organisational members to 

sense opportunities or problems (a problem is also an opportunity for 

improvement and change). As Drucker (1985) has argued. the opportunities that 

gives rise to innovation lie in 'incongruities and discontinuities' ... things that do 

not fit the expected patterns or which provide an indication that trends may be 

changing. Hence, the first stage of the innovation process is to encourage people 
to pay attention to those differences and anomalies which indicate new needs and 
opportunities. If these are properly set they may act as a force that directs the 
organisational members towards innovation. 

The second stage involves the generation and development of ideas. Amabile's 

model treats this as a component of its own for which she has developed a 
separate 5-stage model (discussed later). 

The third stage is coalition building and is one of the principal tasks of the 
innovation process. Kanter ( 198-33 ) identifies this as a task of 'selling' the idea 

and harnessing support from others. especially those with power to provide 
legitimacy and necessan, resources ( fitnds, materials, space, time) and 
information ( data, technical knowledge, political intelligence, expertise). She 

found that this is normally achieved by: developing coalition structures or 
interdependent relationships; increasing open communication ( making it easier to 
identify and contact potential coalition members to tap their expertise); and 
through the use of integrative team mechanisms. 

The final stage is to test and implement these ideas. This would involve the 

commitment of both personnel and resources, and through appropriate structural 

mechanisms. The process could consist of two steps. The first step would be pilot 
the implementation ( on a trial basis or on a small scale) and to evaluate the 

result. If found to be satisfactory, the next step would be full implementation. 

This too is evaluated to determine whether the innovation has been successful and 
has brought about the desired changes. 

(ii)Creativity Component 

Ile creativity component, as an integral part of the innovation process, consists 

of six stages. This begins with the presentation of the task or the problem. This is 

the trigger for the creative activity and can either be internal, i. e., it Originates 
from inherent interest in the task, or external in which case it is posed on to the 

individual by others. This stage is influenced by intrinsic motivational factors 
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such as the individual's desire for challenge, belief or commitment to the task. 
feeling of excitement or other%ý, ise for work, and attitude towards the outcome. 

The second stage would be preparation. Ilis includes gathering of information 

and resources and setting up the mechanisms through which information and ideas 

could be shared and discussed. The next stage is the generation of ideas followed 

by their evaluation . 
The evaluation of ideas should be done separately from the 

generation of ideas as premature evaluation tends to inhibit innovation ( Kanter, 

1988 ). An idea is then selected and developed for implementation. 

(b) Key tasks and challenges. 

By examining the different stages of the model the major tasks and activities 

required to accomplish each of the stage are extracted and presented in table 4.2 

Table 4.2 Key tasks and activites of Innovation process 

MAJOR STAGES KEY TASKS AND ACTIVITIES 

I. ACTIVATION (low Sedim Sensing enviroaftent; 
Recopm opporhmaks. L"roing 
Responding to change 

2. CREATION 
a. Innitiation Information Gathering and Processing; 

Sensing the Euvkonmaut; Spoting 

b. Idea Generation 
Opporualkies. 
creshvi% Commmlication. Crown& 
Acquwmg. and Sharing Knowledge 

c. Idea Evakatian Communication and Negotiation; 
Creetiag. Acquiring and Sharing Knowledge 

& Idea Sol Dacman Maldog. Risk Taking; 

and Deveiopment Cannamication and Negotiation; 
Creativity 

e. Seu idea 
. Conummication and Negotiation 

Creating and Sharing Knowledge 

3. ReLEMENTATION Planning; Antic4mting Future 
canse*umcm; Talting Risk Investing 
Resources and Effort, Perseverance. 
Embracing Changes. 

4, EVAWA71ON lAwaing ft- Faq)cri--*, 
Facing Risk ofFaikx-, Perseverance. 
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4.4.2 BEHAVIOURAL CHALLENGES IN THE INNOVATION PROCESS 

Based on the above findings and review of literature on the innovation process and 
determinants of innovation (some of which has been presented in chapter two), 
the nature of the innovation process can be described in terms of nine behavioural 

chaflenges or tasks. Each of these tasks or challenges are essential because if 
these are not effectively accomplished then the innovation process is not likely to 

succeed. For each of these tasks or challenges, key behaviours deemed necessary 
are identified and the whole process of accomplishing each of these task is taken 
as a specific "innovatogenic" behaviour. Hence if decision making is a key task 
in the innovation process, then the whole process of effective decision making 
should be regarded as an 'innovatogeruc' behaviour. This section describes each 
of these in terms of the keys skills, attitude and behaviour required to accomplish 
these 'innovatogenic'behaviours effectively. 

(a) Social transaction 

Almost all the critical tasks identified in the model, such as scanning the 

en,, ironment for opportunities and threats; identjfýing problems; generating 

ideas, evaluating ideas, coalition building; and implementation of ideas, require 
individuals to interact with others both inside and outside the organisation. As 

Van de Ven (1986) observed, the execution of all these tasks cannot be achieved 

on an individual basis: they would require people to transact with each other 

%%ithin the institutional order. As these transactions exist over time, the process of 
innovation is actually a social process involving interactions of a large number of 

individuals with diverse skills, needs, aspirations etc. (Knight, 1967; Zaltnnan and 
Lin, 1971). Kanter's (1988) description of innovation as a "social process 

consisting of a set of tasks carried out at the micro-level by individuals and 

groups ofindividuals within an organisation "supports this contention. 

The behavioural requirement for an effective ( innovative) social process will be 

the willingness and the ability of members of the organisation to (i) exchange 
information and ideas freely and engage in debates and discussion without 
reservations and restrictions ( Russell, 1992; Russell and Russell, 1992 ); (ii) 

interact freely with others within and outside the orgarusation. These include 

foririing internal and external networks and relating Nvith people from different 

levels of the organisation without any preoccupation or inhibitions caused by 

status differences ( Sheppard, 1967) and (iii) to collaborate and Nvork with others 
in teams. Kanter (1983) has found that an essential requirement for meaningu 
interaction with others was self esteem. She found that when individuals felt good 
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about themselves, thei - were more confident of themsek es and had higher respect 
for others; both of which contributed to better group cohesion and higher group 
performance. 

(b) Creative development 

Several writers ( Amabile, 1988: Rickards, 1985; Smith and Ainsworth, 1989) 

regard creativity as the kev to innovation and contend that without creativity, 

innovation would be impossible. Amabile's (1988) model of the innovation 

process clearly illustrates the significance of creativity in orgarusational 
innovation. Creativity is important for two reasons. First, creativity is the source 

of ideas upon which innovations are built. These ideas are generated either 

through the creative process or taken from the environment, where creativity is 

again needed to be able identify such ideas and link them in new and novel ways 

to add value to the firm's processes and products. The importance of creativity 
in this respect has been reflected in many definitions of innovation ( Kanter, 1983; 

Van de Ven, 1986. West et al, 1994) where the notion of successfiilly 
implementing creative ideas is either implicit or explicitly stated. However, it is 

often mistakenly assumed that creativity is necessary only for the generation of 

new ideas . The role of creativity is more comprehensive. As innovation 

processes are charactensed by uncertainties and unexpected outcomes, members 

need to be creative to tackle such potential threats. Creativity enables individuals 

to come up with fresh insights and alternatives which contribute to flexibility and 

adaptability while implementing an innovation. As such, creativity needs to be 

exercised throughout the whole innovation process. 

Creativity requires individuals (i) to be iconoclastic, being willing to challenge 

the status quo and to break continuity with established norms, and (ii) to have 

flexible thinking and be able to relate unconnected ideas to produce novel and 

unique solutions. To do this, McGowan (1987) identifles four behavioural 

requirements: 

(i) transfer and apply knowledge already in existence to the solution of one or 

more problems 

(ii) associate ideas which may at first seem to have no relationship at all and thus 

gain new perspectives to old problems 

(iii) redefine an old Problem in a new way 

(iv) fantasise and engage in unconstrained t1linking. 

127 



Learning and knowledge creation 

In order to mnovate, organisational members must challenge their accustomed 
assumptions and rationalities and v1sualise new possibilities from existing 
information. This according to Argyns and Schon's (1974,1978) description, 

constitutes 'double-loop learrung'. Recent literature on innovation and 
organýisational learning shows increasing interest amongst researchers on this link 
between learning and innovation. Many writers support the theory that innovation 
is basically a1ransformative application of learning' (Barrett, 1995: Chaharbaghi 

and Newman, 1996; Lessern, 1991 ý - Quinn, 1985) in which 'new knowledge' is 
both the source (Leonard-Barton, 1995) as well as the outcome (Nonaka and 
Takeuchi, 1995) of the innovation process. Stata ( 1989) for example asserts: 

'7 see organisational learning as the principal process by 

which management innovation occurs. In fact I would argue 
that the rate at which individuals and organisations learn 

may become their only competitive advantage, especially in 
knowledge intensive industries. " (Stata, 1989, p. 64) 

Lessem ( 1991), for example, illustrates the intimate link between innovation and 
the lean'ting process using the model in figure 4.2 
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4.2 The Leaming-Innovation Cycle 
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Explore ment 
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React Enact 

Sowce- Ronnie Lessem (1991) Totai QtWity Learning. 06rd: BlackweU Business, p. 47 

The importance of learning in the innovation process can also be illustrated from 

rccognising the importance of knowledge as the building blocks for creativity. As 

creativity is basically the rearrangement of existing knowledge components to 

produce new combinations that are unique or novel, then the broader the 

knowledge base of individuals or organisations, the greater will be their scope to 

rearrange their existing knowledge and experiences to create new awareness, 
insights and ideas. Considering knowledge as basic sense making components, 
Arnabile (1988) describes: 
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"these components can be viewed as the set of 
cognitive pathwaysfor solving a given problem or doing a 
given task ...... and the set ofpathways may be large or small. 
The larger the set, the more numerous the alternat7ves 
avallablefor producing something new. for developing a new 
combination ofsteps. " (Amabile, 1988: 130 ) 

Several ideas in the literature on innovation and organisational learning are of 
relevance here. 

(i) Innovation is more 'generative' leaming rather thari 'adaptive' learning. 
Adaptive learning can be viewed as 'single- loop' learning and it is mostly 
concerned with responding to and coping with environmental demands to make 
incremental improvements to existing operations. 'Generative' learning, on the 
other hand, emphasises continuous experimentation rather than fragmented 
thinking, Hence 'generative' learning has more potential to bring about innovation 
than 'adaptive' learning ( Barrett, 1995; Senge, 1990) primarily because the 
former has the potential to create new knowledge ( Nonaka and Takeuchi, 1995). 
As Nonaka and Takeuchi observed: 

""en organisations innovate, they do not simpýy process 
information, from the outside in, in order to solve existing 

problems, and adopt to a changing environment. They 

actually create new knowledge and information, from the 
inside out, in order to redefine both problems and solutions 
and, in the process, to re-create their environment. " (Nonaha 

and Takeuchi, 1995: 56) 

(ii)Effective learning also depends on the ability of the organisation or the 
individual to unlearn that which is no longer useful. The extremely rapid rate at 
which the environment changes means that the flexibility to learn and unlearn 
quicidy is critical for organisations or individuals to be innovative ( Chahabarghi 

and Newman, 1996) 

(iii) Two tv 
. pes of knowledge have been identified in the literature: Explicit 

knowledge that can be articulated in formal language and can be transrnitted quite 
easily. The other type is tacit knowledge, which is harder to articulate and impart. 
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It is personal knowledge embedded in individuals' experience and involves 
intangible factors such as personal beliefs, perspectives and values. Nonaka and 
Takeuchi (199-5) argue that knowledge creation, and therefore continuous 
innovation in organisations, depends upon the conversion of tacit knowledge to 

explicit knowledge. 

Ov) Innovation processes seem to depend on varying levels of two knowledge 

components: knowledge breadth and knowledge depth. Knowledge breadth refers 
to the diversity and &-mbility of viewpoints, where as knowledge depth refers to 
the mastery or fluency of knowledge on a specific subject. 

(v) Knowledge on its own is of limited use. It must be converted into competence 
to perform specific tasks . In other words, there must be a willingness to seek 

ways to apply new knowledge productively (Barrett 1995; Hamel and Prahalad, 

1994; Leonard Barton, 1995) 

The behavioural requirement for effective learning begins with a desire to learn 

and a willingness to re-examine old assumptions and established ideas to create 

new awareness . 
'I'his requires individuals to question existing premises, beliefs 

values, purposes and goals and to change these on the basis of new information 

and knowledge. It also requires individuals to take in and accommodate new data 

and experiences inconsistent with existing idea structures and consequently create 

new idea structures ( Friedlander, 1983). 

Another necessary behaviour is for individuals to be able to assess their own 
learning experience and to reflect on factors that facilitate or inhibit their 
leaming, and then to actively produce new strategies for learning based on this 

assessment ( Argysis and Schon, 1978). 

Nonaka and Takeuchi (1995) describe sharing experiences through socialisation, 

in which learning is attained through observation, imitation, and practice as one 

of the four ways by which conversion between explicit knowledge and tacit 

knowledge can take place. The other three ways include the ability to articulate 

concepts and feelings through collective reflection and dialogue; the ability to 

break down complex ideas and operationalise them ; and the ability to 'learn by 

doing' 
. 

These imply that individual learning is enhanced by the confidence and 

ability to articulate one's thoughts and feelings; a willingness to partake in 

intellectual pursuits Re debates and discussions; sharing of ideas and experiences 

; being sensitive and attentive to how things are being done; and a willingness to 

try even if one lacks the skill or ability to effectively carry out a particular task. 
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(d) Change oriented 

As seen in the model of the innovation process, change is indicated both at the 
beginning and at the end of the innovation process. This is because innovation is 
both a reaction to changes in the environment as Nvell as a process of producing 

change. Changes in the environment or a company's performance triggers and 

provides the impetus for innovation. Drucker (1992) for example looks at 
innovation as a response to change by referring to innovation as: 

"the systematic use, as opportunity, ofchanges in society and 
the economy, in demographics and in technology" 

Although there is a difference between innovation and change, it is generally 

accepted that all innovations produce change ( Rouse, 1992 ). Joseph 

Schumpeter's (1934) famous description of the innovative process as "creative 

destruction" provides the fundamental idea that creating something new always 
destroys something of the old, which basically means change. When an 

organisation innovates, it changes the way it behaves - which could be in the 

perceptions of its members; their behaviour, their relationship with each other; 
the organisational structure; the work procedure; the production process or its 

output. 

The intimate link between innovation and change is reflected in the way some 

authors have used the two terms interchangeably ( Pearson, 1991 ) or have 

defined innovation as change (Nelson and Winter, 1977; Sheppard, 1967). 

There are several behavioural skills and attitude that would be necessary for to 
deal with change and produce change. First , members of the Organisation must 
have a positive attitude towards change and seek rather than avoid it. This means 

they must continuously be critical of what they are doing and how they do it. 

Secondly, they must also constantly seek information from outside and must be 

able to use this information to construct future scenarios and 'create' 

Opportunities. Furthermore, the ability to 'read' trends and anticipate the future is 

required as is the imagination to recognise unique or novel opportunities or 

possibilities in the future. 

(e) Marketing 

As Kanter (1988) has described, two distinctive characteristics of the innovation 

process are (i) it is controversial as it invariably involves competition with 
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alternative courses of actions and (ii) it spans boundaries - the implementation of 
innovations are rarely contained within one unit and require the support and co- 
operation from the other units. This is why the task of 'coalition building' 

identified in the model is an important task in the innovation process. Tle purpose 
of coalition budding is to'sell' the innovation and persuade others to commit time, 
energy , and resources to develop and utilise it (Kanter, 1983; Sahal, 198 1). 

Two sets of behavioural skills are essential for this . First, to commu., cate ideas 

persuasiveiv, which requires both communicatiOn skills as well as interpersonal 

skills, and the confidence to deal with others. Secondly, to negotiate effectivelv - 
requiring skills in bargaiaing, resolving conflicts, building trust and being 

sensitive and receptive to the views and needs of others. 

(0 Decision-making 

The innovation process is in reality a serendipitous combination of problems and 

Opportunities that involves a sequence of decisions ( Janis and Mann, 1977) 

Tasks such as determining whether or not there is a problem to tackle or an 

OPPOrtunitv to pursue; how to generate and develop ideas and solutions; which 

ideas to Wow through, how to implement them; and how to assess the impact of 
these ideas, are essential parts of the innovation process and all involve implicit 

or explicit decisions. 

For effective decision making in an innovatogenic' environrnent , Mviduals: will 
Nvish to be actively involved in making decisions; they Arill possess the confidence 
in their own ability to think and articulate their own ideas; and be willing to 
participate in debates and discussions. They will also need to be broad minded and 
to see things from different perspectives. This means that they must be willing to 
listen non-defensively and let go of their own ideas in the light of a better 

alternative ( Kanter, 1983). 

(g) Proactive Process 

Although an organisational innovation may sometimes be a reactive response to 

the problems facing the organisation, the major challenge in innovating is that it 

essentially deals with the future. As identified in the model, the initiation of the 

innovation process begins with setting the vision, mission, and goals and targets. 

This is important because innovation and creativity cannot be ends in themselves, 

otherwise they will lead to haphazard development. Ideas that do not contribute to 

a future goal are wasted effort. Innovation is essentially a proactive process where 
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it is necessary to look ahead and determine the focus for innovative effort so that 

it can be organised and productive. The SAPU Innovation Research Program at 
the Univers1tv of Sheffield ( Anderson et al, 1992), for example, identified vision 
and goals which set context and direction as one of the four major factors that 

promoted innovation As researchers (e. g. Kanter, ' 1983 ) have discovered. 

goals and targets that stretch individual capabilities force employees to look for 

new and better ways to enhance performance . In this respect, innovation can be 

seen as a goal oriented process which requires members of the organisation to 
look ahead and create ( rather then just find ) opportunities in a very active way ( 
Morgan, 1988). 

(h) Risk taking 

Innovation has been described as a process of 'continuous disequilibrium' ( Nelson 

and Winter, 1977), 'chaos' ( Quinn, 1995) and an 'exploratory phenomenon of 
trial and error( Mintzberg, 1983) reflecting uncertainty as a central feature of the 

innovation process (Kanter, 1988; Pearson, 1991). Both the source of innovation 

or the occurrence of opportunity to innovate as well as the outcome of an 
innovative effort cannot be easily predicted. Consequently, as several writers ( 

Kanter 1985; Zaltman et al, 1973) have observed, there is usually little or no 

precedence or experience to use to determine the appropriate means of achieving 

a desired innovation or to predict the final outcome of innovative efforts. 

Inherent in such uncertainty is the risk of failing and with it the anxiety and fear 

that innovation is a hazardous venture. This is one of the reasons why managers 
tend to be wary of innovation even when they recognise its importance. Peters 

(1995), for example, has noted that contemporary organisations , especially the 
larger ones, seem unable to break new grounds by innovation. He attributed this 

to the fact that the senior managers under study did not want to take bold 

initiatives since the reverse side of any innovation is the even more highly visible 
failure and consequences thereof As Nolan (1987) stated, " They want it to 

happen 
.... without taking the risk themselves" (p. 1). Two types of risk have been 

identified, the direct risk of the consequences of something actually going wrong 

(such as financial loss, loss in market, loss in competition, and technology) and 

the emotional risk of being criticised or blamed, and feeling foolish or 

embarrassed. 
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However. if there is to be innovation, individuals must be willing to operate in 
ambiguous and uncertain envirom-nents and take calculated risks. They must be 
1villing to experiment and try new things. They must also be able to reduce 
Potential risk by planning comprehensively, anticipating potential problems and 
developing contingency actions. They also need to develop a positive, mindset that 
regards failure as part of the learning process, rather than something to be 
avoided at aU costs for fear of losing'face'. 

(i) A Mission 

The quote from Machiavelli presented at the beginning Of this dissertation and 
the common reference to innovation as 1% inspiration and 99% perspiration 
highlights an important point. It is an arduous and exhausting task. 

(i) As stated earlier, innovation always involves competition with alternative 

courses of action. The pursuit of one course may draw away tiMe and resources 
from other courses and this can incur the resentment and opposition of those 

responsible for the other courses. 

(ij) Changes intended to improve performance in one part of the organisation can 

affect other parts of the organisation with surprising, often negative consequences 

which again may bring about resentment and resistance. 

(iii) The potential changes to be brought about by an innovation may be perceived 
by some as threatening their own interest and position or in conflict with their 

values and life style. As commented bv Landrum (1993) "open hostility and ego 

attacks often accompany any attempt at destroying the existing ways of doing 

things1f. 

The high level of resistance as well as unforeseen delays , setbacks and frequent 

failures makes the innovation process a very exhaustive and arduous task. As 

Drucker ( 1991 ) observed: 

"Above all .... innovation is work rather than genius. In 

innovation there is talent, there is ingenuity and there is 

knowledge. But when all is said and done, what innovation 

requires is hardfocusedpurposeful work Ifddigence, 

persistence and commitment are lacking, talent, ingenuity 

and knowledge are ofno avail "(Drucker, 1991: 17). 
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The above challenges demand that to be innovative, individuals must be willing 
to invest a great deal of time and effort and persevere on, without being 
discouraged by, setback and failures, until a task or objective is accomplished. 
This requires individuals to have the zeal of a missionary-, and to treat the 
innovation as a mission that requires commitment, perseverance and hard work . 
Iley need an optimistic attitude that 'nothing is impossible and that there must be 

a %%wv of dealing writh a problem'. And they must be mentally, and emotionally, 
tough. As Landrum ( 1993 ) cornmented 

"A resilient psyche capable of absorbing attacks on 
reputation, intelligence, ego, competence, and. /amilies is also 
critical to innovation" (Landrum, 1993: 27). 

Although the tasks and challenges described above have been discussed 

separately, together they constitute an integrated whole in which all the processes 
will influence and enhance each other. Hence we cannot treat one process 
separately from the others. For example, the leaming process will affect and will 
be affected by aN other processes . Similarly, although certain skills and activities 
are associated with certain tasks or challenges, in reality however, most of them 
are unporcant across the whole innovation process. For example, scanning for 
information will be needed, not only to enable decision makin& but *Nill also be 
important for planning and setting goals, learning, creating change, and for 

evaluating risk. 

As described earlier, the effective execution of these tasks produces innovations. 
That is, people need to be creative, learn well, become involved in and contribute 
to makmg decisions. seek change, work hard and persevere against odds. transact 

ý; 
be able to communicate and 'sell' their ideas, negotiate with each other effectively 

support. and to plan ahead and take proactive actions in order to be innovative. 
These nine key orientations and their associated skills and attitude. which together 

constitute an 'ideal''innovatogenic'culture are surnmarised in table 4-3 3. 
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Table 4.3: 'Innovatogenic' Behaviour 
Orientations 

C 'ising = Key attitude, skills and behaviour required. 
I Vatogenic- 
Behaviour 
Cýhangle Oriented =$fic: Challenge status quo and established ideas 

lexibie. Willing and able to take on new experiences 
and discard existing practices 

Transformative: Actively seek rather than avoid change 
Attentive: Being sensitive to the environment and to what is 

happening around them. 
Mission oriented Resilient: Willing to invest time and effort 

Able to work under pressure 
Persistent: Perseveres without being easily discouraged by 

setbacks and failures. 
Dynamic: Action oriented and willing to undertake 'stretching 

tasks. 
Optimistic: Works with a" there must be a way of dealing with 

this ... nothing is impossible" attitude 
Learning Oriented Receptive: Willing and able to acquire and apply new 

knowledge 
Undogmatic:: Willing to abandon existing knowledge and 

assumptions to form new awareness 
Sharin Willing to share knowledge 

Goal Oriented Initiative: Willing to take actions without being prompted 
Future oriented: Plans ahead and considers future consequences 

of any actions. 
Long-Term oriented Willingness and able to look ahead and anticipate 

consequinam of present actions 
Marketing Persuasive: Able to convince and *seir ideas 
Oriented Able to negotiate support 
Social Manage conflicts: Able to resolve differences 
Transaction inwwt freely Willing to interact and relate vath people of different 

levels without any preoccupation or inhibitions 
Communicate freely. Willing to participate and engage in discussions and 

debates without fear, restrictions or reservations 
Collaborative: Willing and able to work with others, blending ideas 

and pooling efforts to implement 12 rit initiati es 
Risk Oriented Enterprising: Willing to venture and take risk 

Willing to try or experiment with new things 
Adventurous: Willing and able to operate in ambiguous and 

uncertain environment 
Creativity oriented Imaginative: Able to visualise novel possibilities in an idea 

Opportunity seeking: Able to scan for information and use it to create 
new opportunities 

Non-conventional: Willing to be different 
Decision Making Confident: Having conviction in own ability and 

capacity to think and present own ideas. 
Open / Broad minded: Willing to listen non-defensively and let go of 

own ideas to use a different idea that 
may produce better results 
Able to see things from different perspectives 

Polemical: Willing to debate and argue ideas irrespective of 
the status of the other party. 
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4.5 'INNOVATOGENIC' BEHAVIOUR IS 
CULTURALLY CONTINGENT 

It Is important to realise that the behaviour of individuals in an environment is not 
random and directionless. It is determined by certain values, beliefs and decision 

rules that are learned, transmitted and shared by a group of people. It is this 
socio-cultural context that 'determine the desirability of alternative means and 
endsfor action' ( Kluckhohn and Strodtbeck, 1961). In other words, a principal 
factor that determines whether individuals in a society have the capacity, 
motivation and means to be innovative is the culture of the society in which they 
operate. As Dunphy and Herbig (1994) conclude: 

" Culture, and in particular certain attributes ofa society do 

appear to determine the innovative capabilities ofa society. 
(Dunphy and Herbig, 1994:. 51) 

Athough the influence of culture on behaviour of individuals in a society has been 

widely acknowledge in the literature, there has been some debate on (i) the 

question of whether the diversity of behaviour in organisations across cultures is 
increasing, decreasing, or remaining the same and (ii) whether the use of 
standardised organisational patterns and structures and management practices can 
override the influence of cultural differences. These issues are discussed ftirther in 

the Mowing sections. 

4.5.1 CONVERGENCE AND DIVERGENCE HYPOTHESIS- 

In the sixties and early seventies, there were two dominant beliefs that 

complemented each other: 

(i) that sound management principles were universal and applicable in aN 
situations regardless of die local environment; and that this universality of sound 
Management practices would lead to societies becoming more and more alike in 

the future ( see Hofstede, 1983). 

(ii) increasing globalisation and internationalisation of businesses and the use of 
technology would create a homogenous culture across societies ( e. g. Hickson et 
al, 1974, Harbison and Myers, 1959, ). 

Adler, Doktor, and Redding's (1986) review of literature on cross cultural and 

comparative management reports that adherents ( e. g. Cole, 1973, Harbison and 
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Myer. 1959; Hickson. et al.. 1974) of this 'convergence' hypothesis "argue that 
organisational characteristics across nations arefreefrom the particularities of 
specific culture and that as an outcome of 'common industrial logic , 
institutional frameworks, organisational patterns and structures, and 
management practices across nations are converging "(Adler, Dok-tor, Redding, 
1986: 300-301) 

However, the results of many recent cross-cultural studies (Earley, 1993; 
Hofstede, 1983; Jaeger, 1986, Trompenaars, 1993) indicate that this is not the 

case. Child (1981) has reviewed a large number of these cross-cultural studies 
and concluded that while there Nvas convergence on macro level issues such as 
structure and technology used by organisations, there was significant divergence 

on micro-level issues, and argues that in this respect, culture has retained its 

importance as a determinant of behaviour. In fact Herbig and Miller (1992) argue 

that the replication of Hofstede's initial study by Hoppe (1990) and Hofstede's 

own subsequent studies over the past 25 years( Hofstede and Bond 1984; 

Hofstede et al 1990; Hofstede 1994j clearly showed that there is increasing 

divergence instead of convergence of cultural values. They contend that societies 

are becoming more aware of their own cultural identity and want to do things 

their way rather then aping others. By bringing people of different cultures 

together, "globalisation" has created a global society that is becoming structurally 

similar but culturally heterogeneous. Similarly, Adler, Doktor and Redding 

(1986) report that recent cross cultural and comparative management studies ( 

e. g. Hofstede, 1983; Laurent, 19833; Lincoln, Hanada and Olsen, 198 1; Meyer and 
Rowan, 1977) on the whole have increased support for the 'divergence' 

perspective, i. e., that 'organisations are culture bound rather than being culture 
free and are remaining so'. 

Adler et al's contention is supported by empirical evidence in the Malaysian 

context. A good example would be Malaysia's 'Look East Policy'. Despite 

aggressive effort by the government to inculcate work ethics and management 

practices from Japanese and Korean organisations into the Malaysian workplace 

,a review of this policy by 'Institute Kajian Malaysia' (1990) concludes that this 

effort has not succeeded because of cultural differences. A study by Wendy 

Smith ( 1983) illustrates this problem. She found that the introduction of 

Japanese style of management in Japanese-Malaysian joint venture factories 

actually retarded co-operation and cohesion in the factory. She found that the 

predominantly Malay workers did not take well to morning assemblies with the 

company anthems and exercises, nor to the generalism of work roles and the 
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egalitarian relationship pressed upon them by (predominantly) Japanese 
managers. 

More specificafly, the findings of several studies on the influence of socio- 
cultural values on innovations in organsatlons provide further support that 
'innovatogenic' behaviours are culturally contingent. For example. the following 
research findings indicate that the learningprocess in a society is dependent on 
the cultural values of its members. 

(i) Strong uncertainty avoidance societies were found to prefer structured 
learning situations with clear objective, detailed instructions and generally avoided 
intellectual disagreement, whereas societies with weak uncertainty avoidance 
were found to prefer open-ended learning situations and nerally saw intellectual ge 
disagreement as a stimulating exercise (Hofstede 1991). 

(11) Masculine ( Hofstede, 1991) and Inner-directed ( Trompenaars, 1993) 

societies were found to have higher self esteem and to be more confident tothink 
and articulate their ideas. As such, they were found to be more comfortable to 
explore and learn on their own 

The research findings reviewed in section 2. show that societal values such as 
the level of tolerance for ambiguity, the propensity to take risk, the attitude to 
differences in status and power, the level of emphasis on task accomplishment as 
opposed to meeting emotional or social needs of individuals and orientation 
towards time did have a significant impact on the innovativeness of organisations 
and supported the contention that how an 'innovatogenic' culture is created and 
sustained has to be culturally contingent. 

4.5.2. INTEGRATED NATURE OF ORGANISATIONAL CONTEXT 

Proponents of the convergence hypothesis would argue that organisational 
behaviour is dependent on structural and material conditions and is relatively 
independent of the cultural context. Hence they contend that it is possible to elicit 
uniform behavioural response, irrespective of the cultural environment, with the 

use of identical structures, common technologies, and standardised practices. In 

this view, the structural aspects of an organisation are regarded as separate and 
independent of the ideational aspects. The assumption is that while values, 
beliefs, norms, attitudes may change from one society to another. standardised 

structures, technologies, and practices can be applied consistently and effect a 
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consistent response. However, in the author's opinion, the meanings that 
individuals attach to structures and practices designed to facilitate certain 
behaviours are socially constructed and as such the perception, feelings and 
attitude to these structures wfli vary NNith variance in the commonly held values, 
beliefs, norms and understanding between different societies. For example, a 
multmational company introducing a standardised 'performance-related' reward 
system may find more positive response in its companies in the U. S. and Europe 
where there may be a strong desire for excelling at individual level. However, this 
may not be the case in companies located in those countries where there is a 
greater desire to excel at group level. Hence, even though the mechanism is the 
same, the attitude and response to it will be different. This is similar to Hofstede's 
(1983) argument that even if formal institutions such as forms of government, 
legal systems, educational systems and labour and employers systems are made 
the same across nations, the informal ways of using them will differ. 

Therefore, although the structures and practices of an organisation do influence 
the thinking, feeling and actions of individuals in a particular organisation, the 
nature of such influence would still be dependent on the meanings that individuals 

assign to these structures and practices. It is, therefore, not possible to have a 
culture fi-ee context. As Sorge ( 1983) argues: 

". 
- -There is no 'culture-free'context oforganisation because 

even iforganisational solutions or contexts are similar, they 

are always culturally constructed and imperfectly interpreted 

as the reaction to a given constraint. " (Sorge, 1983: 131) 

This constitutes one of the main axioms for this study; ' that any effort to 
promote innovation in Malay organisations must take into account the local 

cultural conteAl' For example, some of the prevalent ideas in the West about 
open discussions, challenging ideas, managing conflict, and encouraging debate 

and discussion as a means to let the best ideas emerge and rise to the top may not 
be altogether valid in a Malay environment , which as the literature review in 
Chapter three indicates, is ordered towards maintaining harmony, integration and 
respect. T'herefore, even though elements such as challenge, debate, and open 
discussions are necessary aspects of 'innovatogenic' behaviour, the best way to 

generate and encourage this will be influenced by broad cultural considerations. 
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4.6 THE CONCEPTUAL FRAMEWORK 

The arguments presented in sections 4.2 to 4.5 above form the basis of the 

conceptual framework that forms the basis of this study. This framework is 

presented schematically in figure 4.3. 

I Figure 4.3 Conceptual framework of the study I 

INNOVATOGENIC CUT TIME 

IDFAIIOSý, kl, s FH IC I'l I RA 1. 

ýýtw. lj 

7 

jmp*Atýft ýoýh LAtfict 

Stwaa KA 
ý*t 

ýOwdd F"*Fmp - 

1ý 
/ vsj \\ 

nitthja1 C* 

Prodtjc 

l& 
'Mr 

To summarise, the main ideas of this frame work are: 

(i) The innovation Process in organisations depends on the successful execution of 

nine ke-v tasks or challenges. The execution of each of these task or challenges 

constitute a key "innovatogenic" behaviour. The level of innovative activities in 

an Organisation depends on the extent to which these 'innovatogenic'behaviours 

can be ewily mobilised and executed. - 
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(u) Individuals will behave "innovatogenically" only when they have the 
Capability ( knowledge. skills. confidence) : the motivation ( desire): and the 
means ( resource, structure, systems) to do so. . 

(iii) These three conditions are facilitated by the presence of 'innovatogenic' 

culture in which (i) the shared values, knowledge, feelings, and beliefs of the 
members of the organisation positively influenced attitudes, confidence, ability, 
and the desire to behave 'innovatogenically' and (ii) the structural context 
enhances their motivation, develops their capability and provides them with the 
means to Innovate. It is necessary to consider both the structural and the 
ideational aspects collectively as components of the same culture because both 

these components impact upon one other and individual behaviour would be 
dependent on such. For example, structural aspects such as policies of an 
organisation, its systems, Its strategies can be undermined or reinforced by the 
ideational phenomena. Likewise these structural elements also affect and shape 
ideational aspects such as the attitude and feelings of the members of the 

organisation. Hence to consider any one aspect in isolation may create problems 

of reductionism. 

The 'innovativeness' of an organisation is determined by the extent to which the 

above three conditions are satisfied. The stronger the 'innovatogenic' culture in an 
organisation, the greater the willingness, capability and means for individuals to 
behave 'innovatogenicafly' and therefore the greater the potential for the 

organisation to be'innovative'. 

(1v) 'Innovatogenic' culture cannot be regarded as a closed phenomenon as both 

the ideational and structural aspects are influenced by both internal and external 
factors Ideational aspects such as shared beliefs, operating norms, modes of 
interactions, and working beliefs are shaped by the donunant cultural values of the 

society as well as those of the organisation. Similarly, the structural aspects such 
as the organisational structure, processes, mechanisms, systems and resources ( 

which can also be influenced by external factors such as competitors activities, 
government initiatives, market demands etc. ) affect and are affected by the 
ideational aspects. 

Tlierefore, the process of nurturing, promoting and sustaining an 
'innovatogenic' culture in an organisation must be regarded as culturallY 

contingent and dependent on the socio-cultural context within which the 

organisation operates, As such, although 'innovatogenic' behaviours have been 

described as a universal feature of innovation process, the form and the manner 
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in which it is nurtured. promoted and sustained in an organisation Nvill vary 
depending on the local culture. For example, while 'risk taking ' is an 
'irinovotogenic' behaviour required in all innovation processes, the culture 
needed to encourage and promote individuals to take risk will be vary from 

society to society. For example, in an individualistic and achievement oriented 
society like the United States of America, the culture necessary to encourage 'risk 

taking' mav be characterised bv high rewards ,a sense of challenge, and strong 
feeling of iconoclasm; whereas a collectivistic and 'face' conscious socierv like 

the Malays of Sarawak may require a culture marked by greater peer-group 
support and willingness to share responsibility for failures. 

By introducing the concept of 'innovatogenic' behaviour and 'innovatogenic' 

culture , the framework provides a logical link between behaviour in organisations 

and the cultural context in which it takes place . Additionally, by establishing that 
in all innovation processes, there are a set of key tasks and challenges, and bý 

considering the execution of each of these tasks and challenges as an essential 
'innovatogenic' behaviour, a common basis Is established which makes it possible 
to study 'innovativeness' in different organisations or as related to different types 

of innovation. 

This ftarnework provides the direction and focus for the empirical studv and 

provides the rationale for the research design that is described in chapter six. 
Basically the task of the research is to determine how the culture of Malays 

affects the nature, and the process of creating an 'innovatogenic' culture Ln Malay 

organiSations. Tle conceptual fi-amework demonstrate that to achieve this 

objectives, the research process Nvould need to: 

(i) identify key cultural values of the Malays and the impact of these values on 

various aspects of the 'innovatogenic' behaviour. This is the focus of chapter 

seven. 

(ii) investigate both the ideational and structural aspects of promoting innovation. 

To do this a tentative model of 'innovatogenic' culture is first developed. Findings 

of studies related to the determinants of the innovation process; the impact of 

societal cultural values on innovativeness of societies and organisations; and best 

practices in the management of innovation process are reviewed and the ideational 

and structural aspects found to promote the nine key tasks and challenges of 
'innovatogeruc' behaviour are identified. These together formed the tentative 

model of an 'innovatogenic' culture used as an 'ideal type' to assess and potentially 

encourage innovative behaviour 
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Oil) By considering the findings from chapters seven and eight, the major 
concerns and problems that managers need to be aware of in their effort to nurture 
and promote 'innovatogenic' culture in a Malay environment are identified. 
Possible strategies, systems and mechanisms for promoting innovation in 
Sarawakian companies are identified and their congruence with the dominant 

cultural values are assessed. This is described in chapter nine. 

4.7 IMPLICATIONS AND CONCLUSION 

The conceptual fi-amework has described how the researcher has perceived 

organisational innovation and how it relates to culture. The framework has 

several methodological implications. 

(i) To say that a particular organisation is innovative because it has certain 

strategies or mechanisms is false and misleading . ne conceptual framework 

clearly expresses the idea that innovativeness is not achieved through the 

application of universal practices, strategies or mechanisms. The meanings and 

attitude associated with these mechanisms are of fundamental importance to the 

efficacy of any such practice. It would be wrong to say that an organisation is 

innovative because it has W, Y, Z' strategies and mechanisms in place. Two 

organisations with the same strategies and mechanisms may have varying level of 
innovative activity due to the differences in context and interpretation. 

The holistic concept of 'innovative' culture can be viewed as an ongoing, 

continuos process of interaction in which organisational participants are 

continuously defining the organisational situation and playing out the appropriate 

roles. Hence, when a management strategy, system or procedure is introduced, it 

does not exist independently of the subjective interpretations of organisational 

participants. A whole host of cultural factors interact to define the meanings and 

the attitudes that the organisational participants attached to the new or eXisting 

strategies, systems or procedures. If the strategy or system or procedure was in 

conflict with the values system in existence, it is likely to be disruptive and have 

negative effects. Strategies, policies, mechanisms etc. must be culturally 

contingent, i. e., in harmony with dominant cultural values, norms and beliefs 

operating within the framework of a particular culture. 

(ii) The framework also implies that human behaviour is not purely voluntaristic 

or determirlistic. Mthough human behaviour is in part determined by relfied 
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social constructs such as organisations, structures and cultures, how they behave 

also depends on their own subjective interpretation of these constructs. Hence in 
this sense their behaviour is one of weak determinism as they orientate their 
behaviuor according to their perception and interpretation of the situation This 

argument is developed ftirther in section 5.4.1 of chapter five. 

(iii) The close integration of ideational and structural aspect and the concept that 
the tWo impact upon each other also has methodological implications. A purely 
realistic viewpoint of social reality would not be appropriate: the assumption that 
social reality exists independently of the subjective interpretation of individuals 

rejects the meanings and perceptions that individuals attach to these objective 
elements as irrelevant. Under this view, the ideational aspects of culture would be 
considered as irrelevant as compared to the actual manifestation of culture in 

structures and products. Likewise, the framework also cannot fit in with a purely 
nominalistic vie%kpoint of social reality, i. e. that all meaning lies in the n-Lind of 
the individuals. Adopting such a perspective would tend to ignore the fact that 

even subjective understanding or interpretation can become aspects of individuals 

external realities. Hence a research methodology that regards both the objective 
and subjective nature of reality as relevant is necessary. This aspect is elaborated 
in section 5.4 of chapter five. 

(iv) Finally, the fi-amework can be used to describe the problem of importing 

Western managerial theories and practices to a Malaysian context without 

modification ( Asma Abdullah, 1992) as being equivalent to trying to develop 

innovative culture at the structural level in the hope that it will modify the 
ideational 'aspect'. However, with no congruence between the ideational aspect 

and the structural change imposed, there will be no mutual reinforcement and the 

consequences could be costly. This is not to say that all managerial practices and 
theories of the West are not applicable to the context of Malay organisations. 
There may be many that can be imported and applied provided they are congruent 

with the ideational makeup of the Malays. Ilie important consideration and one 

that forms the basis of this study is that any effort to promote innovation through 

the introduction of new strategies , systems , mechanisms, and practices must 

actively address the question of cultural contingence. 
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"It is good to know what man is, and also what the world 
takes himfor. But you do not understand him until you 
have learnt how he understands himse4f. 
Francis Herbert Bradley, British philosopher (1846-1924) 

5.1 INTRODUCTION 

The purpose of this chapter is to provide a brief discussion on the philosophical 

and methodological considerations surrounding research in social sciences and to 
discuss the epistemological, ontological and methodological assumptions upon 

which this study is based. It begins with a brief discussion of the philosophical 

perspectives surrounding research in social sciences and the different research 

approaches associated with these varying perspectives. It then states the meta- 
theoretical assumptions which guide this study and provides justification for the 

choice of a qualitative approach. Finally, the chapter discusses several issues 

related to the soudness and ngour of qualitative research . 

5.2 PHILOSOPHICAL PERSPECTIVES 

The plethora of approaches prescribed in the literature to investigate social 

sciences and organisational theories raises the fundamental question of what 
differentiates these approaches. The answer lies in the different paradigms or 
world views about the social world , that are held by the researcher 
(Hughes, 1990; Leinninger, 1994). Leinninger comments: 

" These paradigms are embedded in 'fiindamentally different 

philosophic premises, purposes, and epistemic roots that 

must be understood, respected. and maintainedfor credible 

and sound research outcomes " (Leinninger, 1994:. 101) - 
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Since these philosophical positions define the nature and directions of 
research, the logical approach to develop the research strategy for this 
study would be to first address these philosophical premises and associated 
theories in order ensure that the chosen approach is compatible Mith the 
researcher's own philosophical posistions and commensurate with the 
conceptualisation of the research problem described in chapter four. 

Hughes's (1990) and Burrell and Morgan's (1979) review of the different 
philosophic roots behind social research conclude that these are centred 
around two major themes which Hughes terms as the Positivist and 
Interpretive orthodoxy. This positivist-interpretive distinction is founded 

upon some fundamental differences on a set of implicit and explicit 
assumptions about four associated issues. These are: the nature of social 
phenomena ( ontological ), the nature of knowledge about those phenomena 
(epistemological ), the nature of methods to study those phenomena 
(methodological ) and the nature of human action ( Burrell and Morgan, 1979 
). Table 5.1 provides a brief description of the distinctions between the positivist 
and the interpretive orthodoxy in terms of these four issues. 

The two main ontological vie"oints are realism and idealism; each with its 

own epistemological implications. Realism ( or objectivism) views reality as 

objective and independent of the perceptions, beliefs and values of the researchers 

and as such asserts that the only way these could be understood is by detached 

observations rather than by participation or experience. The associated 

epistemology is positivism. The underlying belief in positivism is that fact and 

values are logicaBy distinct and that value-free knowledge is possible: hence 

observations are treated to be objective facts only if they are free and independent 

from the beliefs and values of the researcher. 

On the other hand, the idealist belief that reality is a product generated by the 
thoughts, emotions, experiences, and beliefs of the individual. The associated 
epistemology is interpretive which considers knowledge as a social and historical 

product and that Tacts'comes to us with 'value-laden theories'. It is, therefore, not 

possible to have value-free knowledge. Since reality is subjective, it cannot be 

observed objectively ftorn a distance; instead it requires greater involvement of 

the researcher and greater association between the researcher and the researched. 

From the distinct schism in the ontological and epistemological positions and the 

associated views about human nature, Lee (199 1) describes two major Paradigms 

that guides social science research: the positivist and interpretive paradigms. 
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5.3 POSITIVISTIC AND INTERPRETIVE PARADIGMS 

In their review of literature. Morey and Luthans (1984) observed that 
organisational researchers have described researches based on these two 
paradigms in the following ways: objective versus subjective (Burrell and 
Morgan, 1979), nomothetic versus ideographic (Luthans and Davies, 1982), 
quantitative versus qualitative ( Van Maanen, 1979), outsider versus insider 
(Evered and Louis, 1981) and etic versus emic (Morey and Luthans, 1984). The 
two distinct approaches has also been referred to as the scientific versus 
naturalistic ( A. Rashed Abdel Khalik and Bipin B. Ajinkya, 1979 ), and natural 
science versus humanistic ( Mukedee, 1993 ) approaches in the literature. All 
these approaches are based on the two opposing philosophical basis as 
surnmarised in table 5.1 

5.3.1 POSITIVISTIC PARADIGM 

The essence of Positivistic methodologies is the structuring of social reality in 
formal objective propositions. and subjecting it to quantification and empirical 
measurements that are recognised to be scientific ( Daft, 1993). The customary 
belief is that there is predictable order in the social world and that the elements 
within it affect each other in a systematic and predictable manner. The conceptual 
approach to research is therefore characterised by precise definitions, objective 
data collections ( i. e. maintain independence of facts from the values of the 

researcher), accurate measurements, systematic procedures, and replicable 
findings. The approach to theory building is basically deductive, specifying a 
priori hypothesis and testing them (either through verification or falsification) 

against hypothesis-driven data via statistical analysis. 
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Table 5.1 ý Philosophical assumptions regarding four major issues related to 
researching social science. 

Issues Assuimptions : :: :: FOntýo1oZ; 

y; TýO tnt about the rats ofreahty. The main questiori is whether reality is ofan objective nature that is t - 
= 

v to v exterrial to the tridividual's copution, or the product ofone's consciousnes3. The two main viewpoints are Normnalism'and 
'Realism' Realism is the view that mality exists objectively and independently of one's parrcption and conmuction of it. It 
assurtes that the social world external to the individual cognition is made up of'hard, tangible, and relattveý- urunutable 
stiuctuires that exists out there'(p4). Nominalism is the contrary view that reality is a product ofthc individual subject. Itassumes 
that the social world external to the individuals cognition is comprised of'riodung more than names, concepts, and labels which 
are used to structure rea1ity'(p4). There is no real soucture to the world which these concepts am used to describe and beca"c 
o fsuhiý- mt-m ct his or her own realitv. ý Epistemology T'his is the viewpoint about the nature ofknowledge; both what constitutes knowledge and how it should be studied. Two 
majorviews dominatedheepistemoloWcal debate, The pirmhvishc epistemology limits its conception ofvalid knowledge to %N hat 
is observable the 'hard' facts and'sense-dats' and makes a clear distinction between facts and values. The social world is believed 

J 

to be composed ofsurip)c cause and effect relationships and interactions that effect one another in a scientific manner This can 
orily be understood by using rigorous procedures that are scientific, objective and neutral. Ln contrast to this, the antz-posziv: snc 
view is that facts and values we intertwined and hard to disentangle, It recogritites the relevance ofhuman subjectivity and hence 
subl-vitY and henixt considers the social world as basically relativistic and individuals can only understood by occupying the 
&- ofreference ofthe participant in actions, 

Hunan Natun The assumption about human nature in the study ofsocial sciences are concerned with the relationship between human bcuip and 
the environment. Again, two distinct views exist Voluntartsm assurnes that the relationship is completely autonomous and free. 
wille& Humars being; am regarded as the creator of their own environment being the 'controller' instead of being'controlled' Ho'A 
they respond to the external factors depends on their own interpretation and in a way that they wish to do so. in contrast 
determtrusm believes that human being; responds in a mechanistic or deterintrusitic fashion to their environment, one in which 
they am conditioned by ilic extemal ciretimistances. The belief is that we can predict changes in behaviour by determining the 
changes in the environment 

AllethodoloLv These concerns the assumptions about how we can carry out investigations on the social world. Two extreme views exists. The 

ideograp)uc view inststs that one can only underawid the social world by getting first-hand knowledge i. e. by being closely and 
directly involved in the subject under study. it prescribes an erruc approach i. e. to get an insider view of what is happening and is 
more concerned with describing the particular everit rather than making generali-sations In contrast, the nomothenc view emphasis 
that social science. like natural science, must be studied by unpartial observation using systematic protocol and techruques. It 

prescribes an etic approach to analyse social behaviour using an external frame ofreference and testing oftypothests to make 
deductions and the izeneralisations ofthe phenomena under study over a wider range of tune and space. 

Source: Extracted from G. Burrell and G. Morgan , sociological Paradigms and Organisational 
Behaviour. London: Heinemann Educational Books. 1979 

Hence, the theoretical structure of the research ( be it in a mathematical form or 
conceptual a priori reasoning ) is mostly concerned writh identif%ing the 
dependent and independent variables and examining the functional relationships 
between these constituent elements by linking specific variables as likely causes of 
some designated effects. 

Basically, the structured approach involves the manipulation of theoretical 

propositions using the rules of formal logic and hypothetical-deductive reasoning 

and research outcomes are acceptable only if they meet the criteria's of reliability, 
internal validity, logical consistency and have explanatory powers (Lee, 1991). 

5.3.2 INTERPRIETIW PARADIGM 

Interpretive research downgrades the objectivity inteýected iii the structured 

research format of the positivistic approach and is based on the view that people 

and the physical and social artefacts that they create are fundamentally different 

from the physical reality examined by natural sciences. Here people socially and 
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symbolically construct their own meaning to the world around them and to the 
behaviour that they manifest in that world. Social realities are therefore not 
concrete entities but are the projection of human imagination ( Morgan and 
Smircich, 1980). In other words, the same human action, social institution, or 
physical artefact can have different meanings for different human subjects as well 
as for the researcher. The essence of interpretive research is therefore concerned 
With the seeking, understanding and accepting the subjectively and inter 
subjectively created meanings as an integral part of the subject matter being 

studied. The focus is to obtain qualitative data that are able to describe not only 
the purely objective, publicly observable aspects of human beha'riour, but also the 
subjective meanings that these behaviours have for the human subjects 
themselves. As such it is necessarý, that the researcher gets involved with the 
phenomena being studied so as to be able interpret this empirical reality in terms 
of what it means to the observed people (Lee 1991). Consequently, the research 

outcomes are intrinsically subjective and usually does not need the support of 

any statistical tests, 

The basic stance of theory building in interpretive research is seeking inductive 
insights and explanations. The process is typically iterative and non-linear, in that 
tentative speculations are made on the basis of data generated and are then 

confirmed or disconfirmed by ftirther consultation with the data from the ground. 

The philosophical and methodological premises associated with the interpretive 

and positivistic paradigms are summarised in table 5.2 

Table 5.2: The philosophical premise of interpretive and positivistic research 
paradigms. 

PH"SOPHICAL 
ASSUMPTIONS 

POSITIVIST 
PARADIGM 

INTERPRETIVE I 

PARADIGM 
Ontology Realistic/Objective view _ Idealistic/Subjective view 
Epistemology Positivistic Antipostivistic 

Human Nature Deterministic Voluntaristic 

Methodology Nomothetic / Etic Ideographic /EC 

5.3.3 The Issue of Paradigm Commensurability 

As the two paradigms are grounded in fundamentally different meta-theoretical 

assumptions there is an ongoing debate about their commensurability. "Mose who 

support the view that they are 'mutually exclusive' or incommensurable argue 
that it is not possible to operate using opposing paradigms as it would not be 
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possible to unifý, the two fundamentally contradictory beliefs ( e. g. . Burrell and 
Morgan. 1979; Jackson and Carter. 1991, Leinninger, 1994). On the other hand, 
the proponents who look at their 'complementary nature' ( e. g. Blackler and 
Brown, 1983; Das, 1983) argue against such paradigmatic differentiation on the 
grounds that such differentiation and the subsequent use of a particular paradigm 
is inadequate and would produce only incomplete views of organisational 
knowledge, stifles debates and hampers progress ( Gioia and Pitre, 1990; 
Hanunersley, 1992; Mingers and Broclesbv 1995; WiUmont, 1993). For 
example, Silverman (1993), in his arguments against the need to choose between 
polar oppositions ( structure vs. meaning; objective vs. subjective; quality vs. 
quantity ) concludes that : 

"The polarities around which the quantitative/qualitative 
distinction have been based need (to use the fashionable 

term) to be deconstructed. Why should we assume, for 

instance that we have to choose between qualitative and 
quantitative methods? ny can wefocus on 'meanings'but 

not 'structureor on 'micro'but not `macro'processes? ý " 

(Silverman, 1993: 23) 

Although the debate continues ( Yin, 1984), one can, for the purpose of this study 
draw attention to two important points. 

First, it is relevant to note that it is possible to have median positions between the 
two opposing positions. Taking the definition of paradigms presented by Burrell 

and Morgan (1979) and the fact that the dimensions are visualised as a 
continuum, it is possible to rationalise that the border areas can include 

approaches that draw from both the interpretive and functionalist paradigms. 
Indeed Gioia and Pitre (1990) take structuralism as an example and suggest that 
investigations of human action on established organisational structure as an 
approach that draw from both the interpretivist and the functionalist paradigms. 

Second, the assumption of one universal approach is wrong. Different approaches 
and methods exist, each with its strength and weaknesses and each would be 

suited to a particular situation ( e. g. Yin, 1984; Patton, 1980). Patton calls for 

researchers to abandon 'methodological prejudices' and to break conunitment with 
a particular paradigm irrespective of the demands posed by the particular 
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situation. Patton argues for a 'paradigm of choices' as the basis for methods 
selection. This suggests that -. 

"the issue ofselecting methods is no longer one of the 
dominant paradigm versus the alternative paradigm, ofthe 

experimental design with quantitative measurement versus 
holistic - inductive designs based on qualitative measurement. 
The debate and competition between paradigms is (to be) 

replaced by a new paradigm -a paradigm ofchoices which 
recognises that different methods are appropriatefor 
different situations " (Patton. 1980: 19-20). 

Such a 'paradigm', in the viewpoint of Yin (1984) represents a 'pluralistic' strateK. 
in selecting the appropriate method to study a particular situation. 

Hence the position taken in this study is to match the purpose and context of this 

study with the different epistemic roots of the two paradigms to determine the 

most appropriate approach . 

5.4. PARADIGMATIC CHOICE. 

As evident from the above discussion, the selection of the appropriate paradigm 
is not a question of which paradigm is more superior as each only provide 

alternative viewpoints ; instead the relevant question is " which paradigm is more 
appropriate to the purpose and context of the particular research? " The pertinent 

questions are the "whats" and "whys" of the research and the theoretical 

perspectives underlinirig the conceptualisation of the research problem. 

The purpose and objectives of the study has been described in chapter one, and 

chapter four has described the conceptual frarnework defiming the study. The 

following section discuss how these has influenced the choice of the 

paradigmatic position of Ns study. 
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5.4.1 THE IMPLICATION OF THE RESEARCH OBJECTIVES AND THE 

CONCEPTUAL FRAMEWORK ON THE CHOICE OF RESEARCH PARADIGNl 

AND METHODS 

(a) Purpose of the study 

The principal purpose of this study is to understand how aspects of 'Malay 
cultural values impacts upon 'innovatogenic' behaviour in Sarawakian 
organisations and how these impact can be managed. The underlying belief is that 
human actions are constrained by social facts which deternunes their 
consciousness and their actions. By being a member of a society, in this case, the 
Malay society in Sarawak, the study assumes that the Malay individuals twould 
have expectations imposed on them by the society about the appropriate acts of 
themselves and of others when interacting with each other. In this sense the 
purpose of the studv seems to demand a deterministic view of human nature. 

However, as Mukherjee (1993) stated, human behaviour cannot be described 

with Newtonian principles of strict determinism for this implies that all behaviour 

could be understood as being caused by specific factors; that human behaviour is 

merely a function of precise linkage of stimulus with response with no chance for 

the 'psyche' to play a role. Human behaviour cannot be treated like mechanical 

entities to fit the stimulus-response model of the natural sciences approach. For 

example, Pierce and Delbecq (1977) found that using mathematical models to 
describe the component behaviours of innovation as functions of several 

contextual and structural variables were inadequate and conclude that : 

i ails to give such a deterministic conceptualisat onfi 

adequate attention to the role that organisational actors plaýv 
in innovation' (Pierce and Delbecq, 1977: 34) 

Tierefore, while it is accepted for the purpose of this study that human behaviour 

is basically determined as suggested by the notion that 'social behaviour is 

culturally determined, it is necessary to inject a measure of voluntarism into 

theories of social behaviour by taking into account that individuals attach their 

own meanings to social situations and orientate their actions in accordance with 

their perception and interpretation of the situation. It is like the movies; although 

actors are given their script defining their roles and directors direct their actions, 

each actor still makes his or her own interpretation of the role and the context 
before enacting the role. Although external contexts such as organisations, 

societies, and cultures ( including the rituals and routines) provide the framework 
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for social beha-viour, the individuals still have a creative role in the Nvay they 
adapt and act in relation to this framework. 

Accordingly, the position taken in this study is one of weak determinism. that is. 

while human behaviour is grounded in deterministic rules, they are in principle 

unpredictable because individuals do exercise, to a certain extent, their o%Nm N,, ill in 

determining how to respond to the external determinants. This position is similar 
to the one taken by Georg Simmel, as illustrated in the quote below by Burrell 

and Morgan ( 1979: 71 

Ae individual is determining, yet determined, 

acted upon, yet seýfactuating- 
(takenfrom Coser, 1965: 11) 

(ii) Moreover this is very much an exploratory study as there is very little 

empirical knowledge about the cultural values of the Malays in Sarawak and 

their behaviour in organisations. The focus here is on theory discoveq rather than 

theory verification and hence, hypotetico-deductive methods in which a priori 
hypothesis are set and then proved or disproved using deductive methods cannot 
be appropriate. 

The use of a Prior! hypothesis would require the researcher to work with a 

"Hmited and closed" frame of reference. Such an exclusionary approach can mean 

that it is possible to miss out on relevant data that may be very important. There 

can be problems relating to the relevance of the findings as these can be 

properly applied only in similarly truncated or contextually stripped situations. In 

the hypothetico-deductive approach, there is also much reliance and acceptance of 

past theories which makes it difficult to take on new types of theories that may be 

more accurate. As Van Mannen (1983) describes: 

".... following the customary and respectedpractices of the 

dkV, we tend also to theorise well in advance ofourfacts thus 

allowingfor the possibility that thefacts that emergefrom 

our study are twisted to fit a given theory. Van Mannen, 

1983,: 37) 

Furthermore, the determination of the hypothesis is not always as objective as it 

is supposed to be. Studies has shown that the researcher's own bias and 

understanding of the situation affects this. As Deese, (1972) Stated: 

"much of the experimental result is based on unarticulated 

intuition and assumption .... the real basisfor many 
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generalisations .... is intuition and speculation qf the flimsiest 

sort on the basis of afew rather limited and hig&v 

specialised observations. " 

In studying uimovation processes in this marmer the focus has been on analysing 
I what happened' rather than understanding 'what happens'. As this study seeks to 
understand rather than to describe or determine any cause and effect 
relationships, an interpretive approach would be more relevant. 

At this stage, the study is more concerned with understanding organisational 
behaviour in a particular context rather than making universal generalisations. As 
Geertz (1973: 5) remarked, this research is not "an experimental science in search 
of a law, but an interpretive one in search of meaning". In this respect the, 
integrated and contextual analysis of the ideographic approach which places more 
emphasis on attaining a holistic understanding of the organisation and 
organisational behaviour, acknowledging that one particular situation would be 
different from another situation and is therefore more relevant for examining the 
cultural relativity of social theories as intended by this research 

(b) Theoretical constructs 

How the three major constructs of this study, namely 'culture', 'organisation' and 
'innovation' have been defined and conceptualised also has a bearing on the 
choice of the research philosophy and approach. 

(a) Culture 

W "ne holistic perspective of culture adopted in this study presents two positions 
in relation to ontological and epistemological considerations, The behavioural or 
structural viewpoint considers culture as being external to the individual and 
focuses on structural and behavioural aspects that have been institutionalised. In 
this perspective, the institutions provide a set of common meanings which 
individuals learn through the process of socialisation and share through 
communications and which links the individuals to the values of the group, 
generating common motives, and common reaction patterns. This implies that " 

meanings " or social facts reside outside the individual's cognition. Ontologicafly 

therefore, this is a realist view as social institutions (or society) are considered as 
being prior to the individual. 

On the other hand, the ideational perspective of culture focuses upon individual 

mindsets, their models for perceiving, integrating and interpreting and the ideas 
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and theories they use to make sense is also relevant. For example. Goffman 
(1961) found in his study of total institutions that despite the attempt by 

authorities of such institutions to define the situation for the inmates through 
rules, regulations and indoctrination, different individuals responded to the 
situation in different ways. They had their own ideas and interpretation of the 
situation reflecting a more subjective ontology. 

The holistic perspective of culture adopted in this study makes it necessary to 
consider both the objective aspects that has an existence external to the 
individual and the more subjective meanings and interpretations residing within 
the individual that individuals use to construct their social reality. 

(ii) As discussed in chapter four, one of the principal axioms upon which this 
study is based is that organisational behaviour is 'culture specific'. However, as 
positivistic methodologies are mostly concerned with making nomothetic 

generalisations , they tend to assume that the relationship between organisations 

and their context is universal ( i. e. to be culture-ftee 

(b) Innovation Process 

(i) The'study regards innovation as a social process of learning and change. 
The social reality in which any learning and behavioural changes takes 
place cannot be conceptualised, described, and analysed in some atomistic, 
simplistic and mechanistic terms. Being a social process, it is a highly 

complex human activity involving the effective interactions of a large 

number of individuals. The permutation and combinations of variables 
involved are many and the nature of these interactions arc very complex as 
the different variables also influences each other in many ways 
(Downs, 1978 ; Meyer and Goes, 1988) Furthermore, the relationship 
between variables will not be constant through out time as the entry of new 
variables can shift the interpretative stance relating to the existing variable 
making it too complicated to be explained using elegant mathematical 
relations. As such , the complex social process of innovation cannot be 

adequately investigated by methods that are restrictive and focus only on 
certain predetermined conceptions as observed by Thomas and Tymon: 

"the conception ofscientific rigour in quantitative 

methodologies tend to constrain hypothesis to simple 

unidirectional causal notions and hence distort the more 

complex processes that mcýv involve bi-directional 

157 



relationships. fieedback effects. andparallel processing. " 
(Thomas and Tymon, 1982: 34 7) 

Guba and Lincoln are also concemed about these effect which they ten-n as 
'context stripping' and state that: 

'ý, recise quantitative approaches thatfocus on selected 
subsets ofvariables necessarily 'stripfrom consideration, 
through appropriate controls or randomisatzon, other 
variables that exist in the context that might, if allowed to 

exert their effects, greatly alterfindings. Guba and 
Lincoln, 1994. pg. 106) 

Hence the nature of the innovation processes that involves a great deal of 
interactions between people suggests that they cannot be understood in terms of 
causal relationships with external factors only without taking into account that 
human actions are als o dependent upon the actors own interpretations of events, 
the meanings that they ascribe to these factors, their own motives, intentions, 

attitudes and beliefs which can best be understood by using an 'emic' approach. 

(ii) In Chapter four, the innovation process has been described as a decision- 

making proms; a sequence of explicit and implicit decisions ( Janis and Mann, 
1977) and at different stages of the process, individuals and/or groups are 
invariably led to choose among possible alternatives based on value preferences or 

utility functions. The innovation process is therefore not a 'one shot' event 

occurring at a particular time and place but a serendipitous combination of 

problems and solution opportunities ( Tomatzky et al, 1983). However, surveys 

and other highly structured data gathering methods associated with quantitative 

approach genenerally produce data that usually represent only one point in time. It 

is not possible to move back and forth in time to bring to light the first event, the 

next, and so on, and how each of these affected the other. On the other hand, the 

less structured and more interactive qualitative approaches has greater potential to 

generafly produce data that can provide a diachronic perspective and explain the 

series of events. 
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(iii) Furthermore, the decision making process itself is very much influenced by 

the values. aspirations, motives, and intentions of those involved. To gain access 

and understand these subjective elements, it is necessary for the researcher to 
interact vAth the subjects. This requires an emic approach as opposed to the 'etic' 

approach associated with the positivistic paradigm. The 'efic' approach imposes 

an external frame of reference on human behaviour and considers only 'objective 

data ' as va14 i. e. they must be untainted by human emotions, judgements, 
perceptions etc. ( Hughes, 1990). However, as discussed earlier, there is a need to 

gain insight to the subjective dimensions of individual's thoughts, beliefs, motives, 

and interpretations of events during the decision making process. Ignoring these 

very important aspect of the innerself of the individual on the grounds that these 

cannot be observed objectively %Oll impoverish the findings of the study. In 

Thomas and Tymons (1982) terms, this is pathological., because by ornitting the 

real world the relevance and usefidness of the research would be impaired. 

(c) Organisations 

The structurationist perspective of organisations ( Barley, 1986) that has been 

adopted for this study accepts that there are two aspects of organisational 

reality, internal and external both of which are relevant to our understanding of 

Organisational behaviour. It recognises that when people interact in organisations, 

their interactions are an ongoing process in which meaning transpires and 

structuring occurs. Through these structuring processes ( perceiving, 

interpreting, sense making, etc. ) individuals construct their own reality of the 

Organisation ( network of rules, operating boundaries, hierachial ordering, 

cornmunication mechanisms etc. ). 

Ilese structures subsequently serve to influence and constrain the structuring 

processes themselves. They become the context or the envIronment within which 

subsequent structuring process occurs. Ilese context are relatively more 

objective as argued by ( Gioia and Pitre, 1990: 594 ) and although they may have 

been constructed by past human agency, over time they have been reffled andcome 

to be treated as facts or objective realities by people who live within them. 

Guba and Lincoln (1994) refers to this as historical realism , that is, subjective 

realities that were apprehendable in the form of socially and exPerientially based 

intangible mental constructions have, over time, been reified and crystallised into 
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a series of structures that are now taken as a virtual or historical reality for all 

practical purposes. 

Such a conceptualisation of organisation enables us to adopt the view that 
individuals are working "in" organisations: i. e. as if the organisation exists. 

Therefore, to understand organisations and organisational behaviour the 

methodological perspective for this study must recognise that the social process 

of interacting, structuring and ascribing meanings occur in a social environment 
that can be treated as " objectively real". However, it cannot take on an extreme 

ontological perspective and assume that there is no reality "outside of human 

construction " nor can it assume that only objective entities can be considered as 

social realities. 

As it can be inferred from the above discussion, both the objectives of this study 

and the manner in which the research has been conceptualised reflects that 

paradigniatically , this research cannot take on any extreme positions. What seems 

as to be appropriate is a median position that accepts that while there is an 

external world that is ontologically prior to man, the way individuals interpret and 

assign meanings to this is still significant and that while 
' 
this external world 

structures and constrains their actions, individuals do have their own 
interpretation of these structures and expectations and act accordingly. This 

position tallies with one of the requirement for a good theory of innovation that 

Van de Ven and Poole (1989) has set, which is : 

" It should explain how innovation and change is produced 

both by thefunctioning of the structure and by the actions of 

the individuals. If one concludes that innovation is totally 

controlled by natural or structuralforces imminent to the 

social s tem, no room is leftfor individual purpose, and no YS 
theory ofaction can result. Ifone concludes that 

organisational change is totally controlled by purposive 

individual action unconstrained by natural or structural 

forces, only a theological or utopian theory can result ( Van 

de Van and Poole, 1989: 52) 

I'lie need to avoid extreme positions, particularly with regard to the issue of 

social reality' and 'human nature' , as argued above is very similar to some of 
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the underlying assumptions in Silverman's ( 1970) Action Frame of'Rejýrence. 
theory for organisational analysis. A brief discussion of this is presented to 
support the Philosophical pempective adopted for this study. 

5.4.2 SILVERMAN'S ACTION IFRAMIE OF REFERENCE 

In his Action Frarne of Reference approach for organisational anaiysis, 
Silverman (1970) presents seven propositions ( Appendix 6 ). Although he seems 
to argue for an interpretive understanding ofsocial realily based on nominalistic 
ontology and belief that human nature is voluntaristic , Buffell and Morgan 
(1979) find that his overall position actuafly seem to recognise that there is a 
predefined "external world (social roles and institutions) which is ontologically 
prior to man" ( proposition three). Even though Silverman asserts that this 
lexternal world' has no ontological status by emphasising that they exist only as 
an expression of the meanings which men attach to theirworld ( proposition four) 

and argues against the reification of social phenomena, the very acceptance of the 
idea that "meanings are given to men by society" and the recognition'that "shared 

institutions become institutionalised and are experienced by later generation as 
sOcialfacts", ( proposition three) he accepts the idea that social reality can exist 
externally and independently of anyone's construction of it and establishes his core 
ontological position as a realist. But his argument that social action is derived 

from the meanings that individuals attach to the social world is valid and it is 

therefore imperative that we understand these subjective meanings if we want to 
fully understand the actions of individuals. As action arises from meanings, it is 

necessary to understand social activities at the subjective level of meanings, His 

idea is that " while society defines man, man in turn defines society", and that the 

social world or social reality is actually a state of continuous flux. as human 

beings interpret and redefine through their actions, the world in which thev live in. 

Similarly, although Silverman claims a voluntaristic view of human nature 

(proposition seven) arguing that individuals have the ability to interpret and 

attribute meaning to their social world ( proposition five) he admits that social 

institutions and structures places expectations and defines roles for individuals to 

enact m societies ( proposition three) thus suggesting certain level of determimsm 

in the nature of human behaviour. 
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In their analysis. Burrell and Morgan (1979) concludes that Silverman's Action 
Frame of Reference Model for sociological analysis represents a perspective that 
is " characteristic of the subjectivist boundapy of their functionalist paradigm ( 

P9.200) ". While the ontological assumptions are essentially grounded in their 
functionalist perspective, the approach accepts a non-positivistic view of what 
should be investigated and is quite voluntaristic in terms of the way in which 
individuals define and interpret situations in the context in which they behave. 
This is basically similar to the perspective described in section 5.4.3 adopted for 
this study. 

5.4.3 PARADIGMATIC CHOICE 

Based on the above discussions on the theoretical perspectives underlying this 

study, extreme views on human nature or extreme ontological and epistemological 

positions are not appropriate for this study. Instead, the appropriate perspective 
is median positions between realism and nominalism and between determinism 

and voluntarism and based on a subjectivistic epistemology as surnmarised in 
table 5.3 
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Table 5.3 The Ontological, Epistemological, Methodological and 'Human 
Nature' Position of this Study. 

Bordering between Realism and Nominalism: 
While it is accepted that the context within 
Much people interact, structure and ascnbe meaning is 

Ontology "objectively real" and define and shape the imerpretative 
understanding ofthe individuals. their interpretation and 
understanding ofthe context in tum structures the context. 
Social reality is therefore a process ofcontinual flux, 
individuak interpreting and defining the context and the 

coritext shaping am defmmg their interpretations. 

Bordering between Determinism and Voluntarlims: 
Human Nature IndMdual's behaviour are basically determined, but individuals 

do exert certain degree offiw will in interpreting and making 
sense ofthe expectations and demands posed on them by 
extemal factors and subsequently in how they should responi 

Transactional and Subjectivistic. Human subjectivity is 
relevant and it is necessary for the researcher to interact 

Epistemology and understand the frame ofreference of the subjects of 
investigation. Because ofthis, research outcomes are expected to 
be value mediated... not value &ft. 

I 

Methodology 

- -- 

Qualitative: Ideographic and emic approach. 
-r- 

5.4.4 The 'sociology of regulation'- sociology of radical change' 
dichotomy regarding nature of society. 
In addition to the subjective-objective dichotomy ( and the associated dimensions 

of ontology, epistemology, human nature and methodology) that has been 
discussed above, which has been used by many researchers to understand social 
sciences, Burrell and Morgan( 1979) also proposed another dichotomy which they 
term as the 'sociology ofregulation'- 'sociology of radical change'dimensions 

The underlying assumptions behind these dimensions are concerned with order 
and conflict within the society (Burrell and Morgan, 1979). Under the order 
theorvI the main concern of sociology is for social order whereas under the 
c 

., sociology is mainly concerned with problems of change, conflict, *11flict theory 

and coercion. The 'sociology of regulation' end of the dimension, was described 
by Burrell and Morgan as those views that are concerned with how human affairs 
can be regulated in order to maintain unity and cohesiveness whereas the 
I Sociology of radical change' on the other end of the dimension refer to those views 

Of the society as one that is experiencing "radical change, deep-seated structural 

conflicts, modes of domination and structural contradictions" ( Burrell and 
Morgan, 1979: 17) 
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The nature of this study makes it difficult to chose between these two positions. 
The study of innovation is concerned with change: as a proactive process of 
introducing change (Rouse. 1992). adopting change ( Knight, 1967); or responding 
to changes (Drucker. 1992) and the assertion of many researchers that for 

organisations to sur%ive they must not only respond to the changing environment 
on a continual basis ( Kanter, 1990 and 1983 ; Nystrom, 1990) but also to thrive 

on chaos ( Peters, 1989) seems to fit the radical perspective that 'modern societ, y 
as one which is experiencing radical change... ' (Burrell and Morgan, 1979: 17). 
However the radical change stance has an anti-organisation perspective. 
Orgarusations are considered as man made superstructures that dominate human 
beings and drives a cognitive wedge between themselves and their true 

consciousness and thereby creating false consciousness and preventing human 
fulfilment (Burrell and Morgan, 1979). In this respect the main concern of the 

radical perspective is how human beings can release their own consciousness 
from the bondage of these ideological superstructures so that they can emancipate 

their own cognitive and conscious self. In this perspective , the attempt by 

management to encourage their workers to be more innovative is likely to be 

regarded as another act of management or organisations' exploitation of 
individuals. 

However, the reality is that while there is certain amount of attempt to break 

awky from and liberate themselves from some aspects of these ideological 

superstructures, humans do not like live in isolation. In general human beings seek 

allegiance to some groups and organisations and their behaviour is not wholly 
focused on getting away from the demands brought about by this allegiance but 

rather to accorrimodate and live within it. In this respect therefore, their behaviour 

is not wholly determined on an individual basis. Rather what they do under certain 

circumstances are the results of the forces of the dynamics of the group to which 
they owe allegiance( Awang Had Salleh, 1990). This is basic premise of this 

study. It is concerned with how people interact with each other in the social world 

and behave within the social order created by them. As the study involves an 
investigation of culture it is particularly concerned with the social order and the 

social norm that integrates and brings cohesion to a society rather than looking at 
how individuals experience alienation and seek to liberate themselves from the 

psychic prison of the organisation ( Morgan, 1980 and 1986). 

Furthermore, the act of being innovative is not necessarily an enforced one, There 

is sufficient evidence ln the literature which indicates that the desIre to be creative 

I. s an inborn characteristic which, over the years of an individual's development. 
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can be stifled by environmental conditionings. Being creative and innovative may 
be part of individual's self actuallsation needs. Hence. as discussed later in 
chapter four, if management is able to provide the environment and the context 
that can enable people to be innovative, it is not an act of exploitation. but rather 
it is helping the individuals to fulfil their needs. Good management ( and therefore 

Well managed organisation) is not to force individuals to behave innovatively but 

to empower individuals to be innovative in their effort to satisfy their o%%m needs. 

Consequently, the adopted perspective was that while organisations are d-viiamic 
entities that have to constantly evolve and change to meet the demands of the 
turbulent envirortment, the dominant response of individuals within the 
Organisation would be to fit in and regulate their own behaviour to promote order 
and cohesion rather than to seek conflicts and alienation from the group which 
they perceive themselves to belong to.. Furthermore, as this study was concerned 

with the process of enabling people to be innovative rather than forcing them to 
be innovative, the appropriate perspective for this study is more of 'regulation 

and order' rather than a'radical change'. 

5.5 QUALITATIVE RESEARCH APPROACH 

In their discussion on qualitative methodology, Marshall and Rossman (1995: 134 

) recount the pondering of a doctoral student faced the problem of choosing the 

approach to conduct his study: 

" Should I do a study that is clean, relatively quick, and do- 

able so as tofinish and get on my professional life, or should 
I do something I really want that may be messy and unclear, 
but would be challenging and new enough to sustain my 
interest? " 

The researcher had a similar predicament. However having considered the two 

alternatives, the choice was to use qualitative research not only because it is 

more challenging and interesting as suggested by the student above, but also 
because of its relevant characteristics described in the next section . 
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5-5.1 CHARACTERISTICS OF QUALITATIVE RESEARCH 

I'lie main characteristics of qualitative research described in the literature ( e. g. 
Cassell and Symon, 1994, Harnmersley, 1992, Br%mm,, 1988 ) includes: 

(a) A commitment to naturally occurring data. 

Writers have argued that qualitative research can take place only in naturalistic 
settings ( Lincoln and Guba, 1975; Denzin, 1971 ) and that the focus of 
qualitative research is on the everyday activities that are " defined, enacted, 
smoothed and made problematic by persons going about their normal routine" 
Van Mannen, 198-33, pg. 25), This in vivo perspective recognises that contextual 
factors have influence on behaviour. 

(b) A focus on interpretation, seeking meanings and explanations rather than 
to measure and describe. 

As Van Mannen ( 1979.520) stated, qualitative research ýýeeks to describe, 
decode, and translate and otherwise come to terms with the meaning, not the 
frequency ofccrtain more or less naturally occurring phenomena' The essence 
of qualitative research is therefore diagnostic in that it explores and seek 
explanation so as to understand rather than just describe. 

(c) The use of emic rather than elic analysis. 

It is sensitive to participant's perspectives and their interpretations of situations 

and experiences and takes into account their viewpoint in understanding social 
behaviour. Because of this inherent subjectivity, it has greater potential to 

provide a broader version of theory than quantitative methods that are limited to 

seeking relationships between variables. 

(d) A holistic attempt to synthesise rather than a particularistic attempt to 
analyse. In qualitative research, individual or organisational behaviour are not 
perceived as the outcome of a finite set of discrete variables, but rather as a "lived 

experience of the social setting" ( Cassell and Syrnon, 1994: 5). 
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(e)A, fore inductive than deductive. 

Unlike hýpothetiico-deductive methods where specific a priori theories and 
categorical frameworks directs the process of collection, analysis and 
Interpretation of data, the emphasis in qualitative research is more inductive and 
moves from data to the identification of emerging themes and ideographic 
descriptions and there on to the development of theories. As interpretations come 
via the understanding of these emerging themes and descriptions, there is a 
safeguard against premature adoption of theories and of limiting the scope of 
Inquirv ( Wolfe, 1994). 

(e) F7exzbiliiy in the research process. 

Unlike quantitative research that is highly structured to ensure replicability, there 
is substantial flexibility in qualitative research and the researcher is permitted to 
change and reformulate the research process on the basis of emerging insights. 

(f) Reflerive and interactive role of the researcher. 

Van Mannen described qualitative research as a"a mixture of rational, 
serendipitous, and intuitive process i. n which the personal experiences of the 
researcher are often the key events to be understood and analysed as data" (Van 
Maanen, 1983: 10). This implies that a qualitative researcher is more than an 
uninvolved bystander. As the research takes place in natural settings, there are 
interactions between the researcher and the respondents. The researchers' own 
attributes and perspectives define the nature of these interactions, and would 
subsequently have an impact on the behaviour of those around. Hence the 
researcher becomes part of the social world that he or she is studying and would 
have an impact on the social phenomena being studied. This interactions also 
means that the respondents become involved in the research process. They are no 
longer just subjects of research, instead, they have become participants in the 

research process, 

Qualitative research was adopted for this study because of the above features. The 
focus on context, subjective meanings, emic data colection and inductive analysis 

is more congruent with the philosophical and theoretical perspectives underlying 
this study discussed in section 5.4 and is more appropriate for this exploratory 

study to understand how 'innovatogenic' culture can be nurtured in a Malay 

cultural environment. 
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5.6 ISSUES OF SOUNDNESS AND RIGOUR IN 
QUALITATIVE RESEARCH 

A major criticism of qualitative research is that the validity, reliability and 
generalisibilty of qualitatively derived findings has generally been considered as 
poor ( Miles and HubermarL 1994). Although, researchers have not been too 
concerned about them in the past and have argued that these conventional canons 
are not rele%ant to qualitative research, ( Silverman (! 993) provides an interesting 
discussion on some of the arguments that researchers have used to side step these 
issues), the issue of the soundness of any research project is important and must 
be considered. As Silverman (1993) states, " we cannot be merely satisfied with 
telling convincing stories". However as Blackler and Brown (1983) notes. it 
would be a 'mistake' to assess the adequacy of studies based on qualitative 

epistemologv against positivistic criteria of adequacy. The usual canons of good 

research needs " to be redefined in order to fit the realities qf qualitahve 

research, and the complexities ofsocial phenomena" ( Strauss and Corbin, 1990: 

250). 

5.6.1 CRITERIA TO EVALUATE QUALITATIVE RESEARCH 

Lincoln and Guba (1985) has proposed a set of four criteria to assess the value of 

a qualitative research. These are summarised and compared with conventional 

criteria in table 5.4. It also presents some techniques that can be used to enhance 

value of qualitative research. 

The first criteria judge the 'bellevability'of the findings of the study. The concern 
is for the validity of interpretations, i. e. whether a researcher's conclusion that 'x' 

is the main theme to emerge from the enquiry is valid. The goal is to demonstrate 

that the researcher has gained fiifl access to the knowledge and meanings of the 

informants and has accurately identified and described the subject of enquiry. To 

do this, it is necessary to go beyond the limits of the researcher's own personal 

understanding of the situation and ensure that there is wider validation of what is 

being seen, thought or done. Morgan (1993 ) suggests that this can be done bý 

testing and verifying interpretations as one goes along, through discussions with 

the research participants, and co-researchers and by seeking reactions to 

descriptions and conclusions that are finally drawn. Reason and Rowan (1981) 
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suggest some techniques such as the use of multiple viewpomts. the use of 
'feedback' loops. actively seeking contradictions in the data; convergent validation 
through triangulation of different methods; and comparison with the findings of 
similar studies to achieve this. 

Table 5.4 Establishing Trustworthiness: A Comparison of measures between 
Conventional and Qualitative Research 

Dirriension Conventional aitem used Alternative criteria used for Techniques to enhance 
for quantitative research 

I 

qualitative research value ofqualitative 

I 

research 

Truth Value Internal Validity: the Credibilitv: the extent to Prolonged engagement 
degree to which findings which it truly examines the Prolonged obsem ation 
c-ectly map the subject which it claims to Triangulation 
phenomenon in have examined. Refereritial adequacy 
question. Pea debriefing 

Members checks 
Reflcxivejoumat 

Applicability External Validitv- the Transferabilit-,: die extent Thick description 
degree to which findings to which the findings 

ofa Purposive Sampling 
can be generalised to study can be transferred to a 

I 

Reflexivtjoumal 

I 

other settings similar to context similar to the 
the one in which the context in which it was first 
study occusTed denved. 

Consistency Reliability: the extent to Dependability The extent to Dependability audit 
which findings can be which the res" accounts Reflexivejoumal 
replicated or reproduced, 

I 

fbr the changes tn the 
by anodw inquirer. conditions ofthe 

phenomenon as well as the 

I 

settings orthe research. 

Neutrality 'ity Objectivit)r. die extent , Confirmakithy. the extent to Confirmability audit 
to which findings am 

I 

which the general findings Reflexive journal 

I 

-cc firom Was. ff can be confirmed by the data 

or another vemn. 

SOurcc: Adapted from Eriandson ct &I ( 1993:. 133) 

it th Even though the onus to determine transferabil Y lies with the reader of e 
research who intends to use the findings of a particular research for other 
purposes, Lincoln and Guba (1985) points out that the researcher needs to 

provide the necessary information or data base to enable potential users to 

judge and make decisions about the extent to which the findings from this could be 

applicable to other situations. Hence a comprehensive account of the theoretical 
framework, the research settings, the means of data collection and analysis, and 
the concepts must be provided. 
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The test of dependahU4 rests with the research process itself. The research is 
more dependable if these processes are clear, systematic. well documented and 
provide necessary safeguards against bias ( Robson- 1993). Suggestions to 
enhance this includes the use of audit enquiry and triangulation techniques 
Guba, 1981). Although 'objectivity'is usually not a goal in qualitative research, 
the issue of possible researcher bias should not be ignored. 

COnfirmabilUY is concerned about whether there is enough information to judge 
not only the adequacy of the process but also to assess whether the findings flow 
from the data. There are several suggestions in the literature as to how 
cOnfimiabliltv of a research can be enhanced: 

(i) to explicitiv distinguish between etic analysis ( based on the researcher's own 
presupposition ) and emic analysis ( derived from the conceptual framework of 
those being studied) (StIvernuin, 1993. Kvale, 1983) 

W use inter-rater comparison of coding and explore reasons for any 
disagreements ( Kvale, 1983) 

(iii) use of audit trails by which the research products such as the raw data (field 

notes. interview notes, etc. ); processed data; data reconstruction and synthesis 
products ( codes, patterns, matrices, final report etc. ); process notes ( procedures, 
designs, strategies, etc. ) , materials relating to intentions and dispositions 
(Proposal, personal notes, intentions, expectations etc. ); and instrument 

development information ( forms, schedules, observation formats, etc. ) are 
perused by another person to determine whether the findings and conclusions are 
justified in relation to the these materials (Robson, 1993) 

Ile techniques and approaches adopted to enhance the quality of this study are 
described in the next chapter. 
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5.7 SUMMARY AND CONCLUSION 

The chapter has reviewed the main ontological and epistemological divide that has 
characterised social science studies. The main positions about the nature of 
reality , knowledge and human nature as well as the methodologies associated 
with the postivistic and interpretive paradigms have been discussed. 

"niough the decision on a appropriate research paradigm can often be 
problematic due to the very complex nature of human behaviour, the author has 

Presented sufficient argument based on the purpose and objectives of the study as 
well as the manner in which the main constructs of these study ( innovation 
process, organisational culture and the social cultural environment ) have been 

conceptuallsed. The main points of this arguments can be sununarised as : 

+ The conception of innovation as a social phenomena in which the interplay 
between and among the people and the way they interpret and assign meanings 
Plays an important role has supported the need to use an interpretative ontology. 

*-** Human behaviour is seldom a direct response to objective reality but is 

rather a response to the individual's perception of that reality. In this sense, it is 

not possible to think of human behaviour as purely voluntaristic or deterministic. 
'Mough peoples reality are shaped by reified social constructs such as 
organisations, the subjective interpretation is still relevant as people behave 

according to interpretation and evaluation of what they perceive. 

+ The holistic perspective of culture employed in the study recognises that in 

social constructs such as culture, both the ideational aspects as well as the 
structural manifestations of values and beliefs are both relevant and form an 
integral part of the construct. 

-. *- The structurationist viewpoint of organisations recognises that when 
individuals interact in organisations, there is an ongoing process whereby the 

structuring process of perceiving, interpreting and making sense produces their 

own reality of the organisation's structures such as the rules , operating 
boundaries, hierarchical relationship, communication mechanisms etc. However, 

these structures subsequently influence the structuring process and with time 
becomes reffled and come to be treated as objective realities. 
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*. ** As this is an exploratory study, it is more concerned Nvith gaining new insights 

and understanding of the phenomena rather than verifýing what is known. As 

such hypotetico-deductive approaches would not be effective. 

-. *- The generation and exploitation of ideas is a natural process. which mav be 

unnaturally inhibited by noxiants in the organisation. As such the process of 

promoting innovation is not necessarily enforced on the organisations members. 
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Chapter Six 



Aristotle could have avoided the mistake of thinking that 

women havejewer teeth than men by the simple device of 

asking, Vfr& Aristotle to open her mouth. 
BertrandRussell (Quoted in Peter, 1980: 457)) 

6.1 INTRODUCTION 

Consistent with the philosophical and methodological arguments presented in the 

previous chapter, a qualitative approach to data collection has been adopted in 

this study. The fieldwork was undertaken in two stages: the first stage involved 

conducting unstructured interviews with key informants to elicit attitudes and 

opinions concerning Malay culture and innovation; the second stage was case 

study based, each case study being of one month duration, to assess innovative 

behaviour in three distinct organisational sites in Sarawak. 

The rationale underpinning this process together with an in-depth description of 
the procedures and methods employed in this research, are presented in this 

chapter. 

6.2 RESEARCH STRATEGY 

Five important considerations were taken into account in deciding upon the 

strategy and procedures to be employed in the collection of empirical data. 

(i) they should be consistent vAth the objectives and the conceptual model of the 

study developed in chapter four. 

(11) they should be consistent with the theoretical perspectives and the rationale 
for a qualitative approach as discussed in chapter five and they must be able to 

elicit both the insider's perspectives relating to culture and innovation, as well as 
information concerning the more objective aspects of orgaruisations and 

organisational behaviour. 

173 



Oii) due to lack of empirical knowledge about the subject, data must be 
sufficiently rich in depth and scope in order that explanatory theories may emerge. 

Ov) the strategy must adequately incorporate efforts to enhance the credibility. 
dependability and confirmability of the research outcomes. 

(v) must be pragmatic, and take into account the logistical limitations such as 
time, scope, resources etc. 

6.2.1 RESEARCH FOCUS 

The research process must be designed to address the purpose and key 

propositions of this thesis. Although these have been outlined in earlier chapters , 
it is neCessarv to summarise these here and integrate them writh the discussions 

on research methodology. 

The main conclusion drawn from the review of relevant literature on culture in 

chapter three and the discussion in chapter four is that the (1) innovation 

processes in organisations are culture specific in that the culture of a society 
plays a sigaificant role in determining whether it is desirable( by the individual) 
and acceptable( to the organisation and society ) for individuals in the 
organisation to behave "innovatogenically". Further, the conceptual model in 
chapter four has argued that the (ii) 'motivation, means and capability' for 

innovation producing' behaviours in an organisation depended on creating and 
sustaining an appropriate culture and (iii) that the relevant ideational and 
structural components of this culture must be congruent with each other for 

it to be truly effective.. Ilese are the three main propositions on which the 
research is focused. 

6.2.2 REsEARcH STRATEGY 

The research strategy adopted was to use a step by step approach starting with 
an exploratory stage to generate initial understandings and identifi, emerging 
themes, to be followed by a more focused investigation in which these initial 

themes are explored further within a more defined context of three organisations. 
The process was to build theories inductively at the substantive level as described 

by Glaser and Strauss ( 1967) . In using their Grounded Theory approach, the 

research focus extends not only to report or present the observations, 
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perspectives. opinions etc. of the participants but also to interpret these data and 
deduce theories and explanations embedded therein. 

The research design as illustrated in figure 6.1 has three main components: a 

comprehensive literature review of, relevant materials; two stages of fieldwork. - 

and the associated analysis of data and the production of a thesis. 

ý. V- -ýý 

RESEARCH DESIGN 

STAGE 1: LITERATURE REVIEW m Orgamsshcn&l buwý00rk 
CWtm ard bduam of CWhn an OrgamsaftonW Innovabon 

TrACE L SURVEV o(pwoqmom 
Aftc mW optmý of key utfomwdt 

COMAW CWWC(vakw& bebefL. 
ubbdm and nomn) 
Srawro to fachtate moovatum 
Ln 6w org smoons 

DATA ANALYSIS: To idand(Y 
key att" valum affemm 
vmovunaoc* behwm 
Tochwq- Op- codm mid 

cmqodsabon 

Deu Coaacd» M«bod: 
Umeucwmd m-dm& ultewmm 

Use ilutw wxienw-Ww 
b smwarc Lmmem 
and dmgn 
qmoommm 

Fr(D4G3 

STAGE 3: CASE STUIM 
(i) Evaluate the companiesusuig the 

eight dimensions for assessing 
-ýxtogmc' culture in organisations 

(ii) Evaluate the potential ofeacti ofthis 
dimensions to entuirice or restratnt 
the 'motinacin. means wid capability 
to behave *iMovatogeracaUY'ý 

(w) identify and describe any influence 

ofNialay cultural values on (u) above 
(iv) Identify and evaluate strategies 

and nwharturns used to promote 
innovation 

(v) ldm* and describe any proMerrus 
resulting from the incongruence 
between ideational aspects and 
structural aspects ofthese strategies and 
mechanisins. 

DATA COLLECTIONMETHODS 

(i) Unsmxum; dimcmt- mth ýor 
managers 
senvýtrwtuvd imenlews Mth 
nudde rrmWers 

(iii)Swvey ofemployees perceptiom, 
and opimotts wuvg semt-str=osed 
qtsesttonnatrz 

F (iv) Creadw Climate usmg 
Eknn's utswuneitt 

(V) Rcvi- of wmwy dxtimomts 
311L. 1--i md btairsture DATA ANALYM INTER] 

AND TRWRY BUILDING 

To be systematic the whole process was divided into three stages. Although these 

are presented sequentiaBy, in reality however, the process was more iterative and 
flexible involving constant movement between the different stages. 

Tle use of multiple methods, (in this case an initial survey followed by case 

studies) has been advocated by many researchers ( e. g. Denzin, 1978; Fielding 

and Fielding, 1986 ) as it provides opportunity for triangulation and lends 

greater support to conclusions ( Benbasat Goldstein and Mead, 1987). Apart 

from this " triangulation across methods" ( Denzin, 1978), the research strategy 

also incorporated "within method" triangulation as several techniques were used 

to collect data during the case study. Such triangulation "across methods" and " 

within methods" helps to enhance the credibility and consistency of the findings 
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as information from one source can be confirmed, expanded or enriched by 
information from other sources (Erlandson, 199' )). 

6.3 THE RESEARCH PROCESS 

6.3.1 STAGE ONE: LiTERATURE REVIEW 

A critical review of existing theories and works of other researchers was 
conducted to enhance the researcher's own theoretical sensitivity. Although the 
theories and the ideas derived from previous literature are context specific and 
their indiscriminate use can impose constraints and misdirect the research, this 

review constituted an important part of the whole research process: the 

theoretical background acquired through this process increased the 

understanding of the associated issues. and stimulated a number of questions that 
became the basis of the conceptual model developed in chapter four. The 

background knowledge also gave the researcher a better insight of the subject 

and helped to assign meanings to the data generated by the research. As Strauss 

and Corbin ( 1990 ) observed , 'chance favours the prepared mind' and the 

review was an essential preparation. The ideas and findings of other works formed 

a basis to generate relevant concepts and to recognise the parameters of the 

evolving theories about nurturing an 'innovatogenic' culture in a Malay 

environment. For example, the characterisation of the innovation process in 

organisations in terms of nine behavioural task and challenges, and its use as a 
framework to link process, "innovatogenic" behaviour and cultural values in the 

conceptual model ( as discussed in section 4.3) were derived from ideas drawn 
from the literature. 

'Me four main areas literature reviewed were: 

(i) concepts, theories, and research on various aspects of innovation which 

constitute the discussion in chapter two 

(ii) concepts, theories and research on various aspects of culture in general and 
MalaY culture in particular, constituting the discussion in chapter three. 

(W) concepts, theories and research related to the culturally contingent nature of 

organisational behaviour in general and linnovatogenic' behaviour in particular. 
TMS formed part of the discussion in chapter four 
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(Iv) Philosophy and methodolop- of social science research 

6.3.2 STAGE TWO: FIRST FIELD WORK 

The objective of the first field work was to obtain an emic or insider 
perspective from key informants regarding their conceptions of 
important Malay cultural values associated with innovative behaviour in 
their organisations.. 

(a) Data coffection : in-depth unstructured Interviews 

The in-depth unstructured interview constituted the main method of data 

collection. Interviewing was chosen because it allowed for interaction between 

the researcher and the respondent to understand how individuals construct 

meanings and perceive their environment. As Easterby- Smith et a] (1993) 

commented, in-depth Interviews can provide a rich source of information on 
peoples experiences, opinions, aspirations and feelings and may also shed light on 
the meanings which are attached to words. 

The inherent flexibility of this technique was an important criteria as it was 
possible to probe and explore new issues as well as clarify any ambiguities in 

either the question or the answer. As Willis (1993) commented, the key" to all 
qualitative research lies in a flexible approach. He points out, 

"The qualitative research project is inherently evolutionary in 

nature, and needs to be as flexible as possible to incorporate 

new learning, ani: 4 where necessary, to modify the 
interviewing approach, as the research progress. " (Willis, 

1993) 

As such it was felt that an informal unstructured interviewing approach was the 
best way to capture and understand perceptions of the respondents in relation to 

the management of innovation in their organisation and associated cultural issues. 

In using the interview approach, the researcher himself becomes a verýy powerful 
data gathering instrument - as remarked by Erlandson et al (1993) : 

"Relpng on all its senses, intuition, thoughts andftelings, 
the human instrument can be a very potent andperceptive 
data gathering tooL " (Erlandson et aL 1993: 82) 
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vlarshall and Rossman (1995) terin this particular type of interview as elite 
interviews as the respondents were carefully chosen on the basis of their 
experience and were considered as well-inforined people in the community. 

(b) Organising the interviews 

Although the nature of interview itself was unstructured, they were thoroughly 

planned in advance A letter was sent to each of the interviewees two months 
before the interview which explained the purpose of the research as %vell as the 
general areas which the research intended to explore ( appendix 1). This initial 

briefing was then followed up with a telephone conversation two weeks before the 
interview at which time the appointments were confirined and the purpose and 

scope of the interview was explained . To ensure support and participation of the 

selected respondents, a letter of support was obtained from the Ministry of 
Industrial Development in Sarawak ( appendix 4) and this was enclosed together 

with all correspondence to the prospective respondents. To encourage 

respondents to be open without fear of any reprisals, they were assured of their 

anonymity both in the letter and during the telephone conversations. 

An exhaustive list of questions was prepared, mostly derived from the literature 

review and the researchers own theorising. These were then synthesised and 

summarised to a number of key issues or areas to explore. However, care was 
taken to use this list as a guide only and not to let it restrict spontaneity, 

(c) The interview process 

The interview itself was planned to have three stages: start the interview with a 
few easy, straight forward questions about the respondent's company to set the 

respondent at ease. This was then followed by questions to obtain real insights 

into attitudes and opinions using "what do you think of. and "in your 

opinion..... " type of questions. 'Me interviews were conducted like an informal 

conversation fitting the definition of in-depth interview as "a conversation with 

a purpose" ( Kahn and Cannell, 1957: 149). Finally, the interviews were 

concluded with expression of gratitude and respondents were reassured that their 

contribution was important and that it would be treated in confidence. Although 

this last part may appear trivial, it is most significant in the context of the local 

environment. 

With the permission of the respondents, all the interviews were tape recorded. 
Although the researcher was aware that this might be counter productive and 
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might inhibit the respondents; this was necessary in order to obviate or limit note 
taking and enable the researcher to concentrate on the ideas expressed and on the 

questions to ask. However, there was no demur from any of the respondents and 
the impression gained was the tape recording did not adversely affect the 

interviews in any %vay. As the researcher found that questions relating to their 

own selves made respondents cautious and hesitant, the original idea to obtain 

some demographic information about them was abandoned. Personal matters such 
as their work experience and qualifications were discussed only informally, before 

the beginning of the interview proper ( prior to recording ). 

The inteniews; were conducted between July and Aupst 1994. Initially the first 

five inteniews were conducted by the researcher under the guidance of Dr. 

Robson. Dr. Robson's participation, besides giving the researcher the direction 

and confidence, was also useful in enhancing the credibility and confirmability of 

the research. As Denzin (1970) has suggested, the use of multiple researchers is 

another form of triangulation technique. In this particular case and the researcher 
feels that the diverse background of the two interviewers ( foreign and local) 

served to broaden (1) the range of questions asked, and (ii) the wky the 

researcher interpreted the data. Being a local, there was the possible risk of bias, 

as the researcher's own experience and understanding of the local environment 

would have had an influence on how he interpreted the data. Dr. Robson's 

interpretations served to limit this influence and balance the researcher's own 

perceptions. 

Most of the interviews were individu"y administered at the interviewee's own 

offices which provided opportunity for some general observations. Seven of the 

interviews were conducted outside the respective organisation, over tea or dinner 

and such interviews were normally longer and the respondents were more open in 

the sense that they were often more critical of what was happening in their own 

organisation. 

In conducting the interviews, due attention was paid to the three considerations of 

which all are of direct relevance to the nature and quality of the data acquired. 

(i) Attention and sensitivity to what was being said and how it was being said. 

As the interview progressed, some notes Were made , particularly on the tone, 

the facial expressions and other non-verbal communication - provIding clues to 

the actual meaning of certain statements. 
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(11) Cognitive involvement: considering the ansivers given generating concepts (in 
the mind) as the interview proceeded, and allowing ideas or insights from the 
responses to stimulate other questions. The earlier preparation of an exhaustive 
list of questions was extremely useful for this purpose. 

Oli) Reflection: the researcher strove to constantly reflect upon the data and relate 
them to existing theories of innovation. The theoretical grounding obtained from 

the literature review was useful, particularly in tenns; of enabling interpretation 

and categorisation of responses, indicating potential areas for subsequent probing 
and further questioning. 

(d) The focus 

Although this was an unstructured interview, it was focused on two aspects: 

perceptions of cultural values of Malays that influenced their behaviour in 

organisations and the strategies and mechanisms used by their particular 

organisations to encourage innovation. 

(e) Limitations / problems encountered 

A major problem encountered was side tracking. Too often the respondents 
became carried away with certain aspects or potnts of view and patience and tack 

were necessary to get them back on track without upsetting them. Although both 

Lake (1990) and Willis (1991) has suggested that the standard length of in-depth 

interviews should be between 45 minutes and one hour, most of the interviews 

conducted in this study lasted more than two hours. Several interviews even 
lasted as long as four hours. This is in itself symptomatic of the cultural values of 

the society in two ways: 

* the attitude towards time, where the value seems to be one of taking as much 
time as necessary to accomplish a task to the satisfaction of all concerned 

the extent of the researcher's own regard to the feelings and sensitivities of 
the respondents rendering him hesitant to interrupt. 
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The sample 

Since the goal was to obtain conceptuafly rich and contextually grounded 
theories, the researcher was concerned more for information richness rather than 
information volume. As such there was no compunction to undertake a survey 
of a large number of individuals. As Bower states(1970) " large samples 

... deserve no special standing. The sample is larger but the data is weaker, " 
Instead purposive sampling was used to identify a small number of well 
informed respondents. As Patton (1990) commented: 

"The logic andpower ofpurposeful sampling lies in 

selecting information rich casesfor the study. Information- 

rich cases are thosefrom which one can learn a great deal 

about issues of central importance to the purpose of the 

research. (Patton, 1990: 169)" 

Respondents selected were those who: 

(i) had considerable experience in managing a Malay work force both at 
managerial and operative level. 

(ii) were in a sufficiently senior position in their organisation to hold a 
comprehensive view of the organisation in terms of its structure, the activities, the 
hiStorY, future plans etc. 

From informal discussions with the President of the Burniputra Chambers of 
Commerce of Sarawak, and some well established business executives, an initial 
fist of 30 potential respondents was prepared. To allow for a wider perspective of 
data to emerge, respondents from a variety of organisations and background were 
included. 

From this initial list , 20 respondents were interviewed. In addition four others 

were also interviewed . -rbese were individuals who were brought in by some of 

the respondents to join in the discussion. All of the respondents were from 

organisations where a high proportion of both the work force and management 

were Malays. Only three of these organisations had a higher proportion of non- 
Malay managers; one had a mixture of expatriates, Chinese, other Burniputras 

and some Malay managers and the other two had more Chinese managers. 
Seven were privately owned with the majority shareholders being Malays, two 

were multinationals, one was a ftanchise operation in which a local property was 
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manned through an international ftanchiser, and six were government owned 
businesses or agencies. Ile large number of governmentally owned business 

selected reflects reality. A large proportion of Burniputra managed businesses 

are governmentaIlv owned. These were set up as part of a strategy to develop 

more Bumiputra managers and to accelerate the participation of Bumiputras in 
commerce and industry. ( The main barriers inhibiting the entry of Burniputras 
into business were deemed to be the limitation of capital and management know- 
how) Generally, once established, they were privatised, either through 
management buyouts or through the sale of equity to investors. In fact two of the 

six government owned firms in the sample were in the process of being 

privatised. 

The respondents consisted of fifteen Malays, one Bidayuh one Orang (Au, two 
Chinese and one British. The non Malay managers were included in the sample 

with the hope that their perceptions when compared with the perceptions of the 
Malay managers would provide additional insights. The limited number 
however, again, reflects reality. To elaborate, although there are many Chinese 

managers in the state, in general firms in Sarawak tend to be ethnocentric 

especiaffy at the management level. Hence a Chinese owned firm will have more 
Chinese managers ( even though they may employ a lot of Malay workers) and 
like wise a Malay owned firm would have more Malay managers. 77here were only 
three female respondents (two Malays and one non-Malay Burniputra) 

, agam a 

reflection of reality. Appendix ,. presents the list of respondents and their 

organisations. For purpose of confidentiality the names of the persons interviewed 

and their employing organisations have been changed. 

(g) Data analysis: 

Initially, ten of the twe in 
, nty interviews were transcribed verbatim to allow for - 

depth analysis and iterative comparison during the analysis process. Data analysis 

was mostly inductive and guided by the grounded theory approach suggested by 

Strauss and Corbin (1990) and the 'analytic induction' approach of Blumer and 
Burgess (1986). Both the grounded theory approach and the 'analytic induction' 

approach ensures that the whatever theory generated is embedded in the empirical 
data. As Blumer and Burgess comment : 

"Analytic induction is intended to maintain faithfulness to the 

empirical data while abstracting and generalisingfrom a 
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, elafiveýv small number qfcases. Its aim is to ýPreserve 
plastciýy'by avoiding prior categorisation. No defininon ofa 
class or category of data precedes the selection of data to be 

studied as representative of that class. The data anakysis 
begins before any generalformulations are proposed 
( Blumer and Burgess, 1986: 251) 

This interviews were therefore analysed to identify key values which were then 
coded and categonsed as described in section 7.2 

6.3.3 STAGE THREE: CASE STUDY 

To explore further the general themes and ideas that had emerged ftorn the second 
stage of the research within a more holistic context, three case studies were 
conducted. A case IS described by Stake (1994) as a specific, 'bounded system'; 
with a specific "boundary' within which the characteristic features a Phenomenon 
could be found. Athough it might not be possible to investigate ' the process of 
innovation' in general as a case, it is possible to investigate 'the process of 
innovation' within a sMific company as a case ( e. g. Bengt-AmeVedin 1980; 
Dougherty and Bowman, 1995 ). The advantage of a case study is that it enables 
the researcher to understand the phenomenon in relation to its contexts as 
described by Harley: 

" Case study consists of a detailed investigation, often with 
data collected over time, ofone or more organisations, or 

groups within organisations, with a view to providing an 
analysis of the context and the process involved in the 

phenomenon under study. The phenomenon is not isolated 
from its context, but is ofinterest precisely because it is in 

relation to its context. (Hartley, 1994: 208-209) ". 

A case study therefore has two dimensions: (i) uWysing and understanding the 

context and (ý) exploring the phenomena or the Promses as they unfold within 
that specified context. Consequently case study data is more "holistic" and 

meaningful invol-. ing rich personal interpretations and observations of both 

participants and researcher. This, Hartley observes : 
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-gives the case study a richness, immediacy and graphic 
quality which engages the mind and the imagination of the 
reader in a way which is often more difficult with concepts as 
operationalised in a questionnaire (Hartley, 1994: 210). " 

Case studies can also be distinguished by their approach to theory building, which 
tends generally ( but not exclusively) to be inductive. In case studies, multiple 
means of data collection can be used to explore and probe in-depth the delicate 
and intricate interactions and processes that occur within organisations. As a 
consequence, a large amount of meaningful information ( including informal and 
unusual ) and impressions can be gathered providing a fertile ground for building 

grounded theory (Glaser and Strauss, 1967; Yin, 1984) 

(a) Why A Case Study? 

In general, Bedeian (1984) has shown that many studies considered to be 

to classics" in the field of organisation theory, have utilised the case study method. 
The case study method has also been N%idely used to consider the manner by 

which organisational innovation and change is shaped by both internal and 

external environments ( for example, Biggart, 1977; Burns and Stalker, 1968; 

Lawrence and Lorsch, 1967; Pettigrew and Whipp, 1991, Pettigrew et al, 1992). 

Bessant and Grtmt (1985), for example, have compared the case study method 

with the survey method and conclude that the case study method is a superior 

method to study innovation processes in organisations: it is flexible, provides the 

researcher with the opportuýnity to be involved, and the opportunity to observe 

complex organisational processes in greater detail. Yin (1989) argues similarly 

that : 

"As a research endeavor, the case study contributes uniquely 

to our knowledge of individual, organizational, social and 

political phenomena. Not surprisingly, the case study has 

been a common research strategy in psychology, sociology, 

political science, andplanning .. 
In all of these situations, the 

distinctive needfor case studies arises out of the desire to 

understand complex social phenomena In brief, the case 

study allows investigation to retain the holistic and 
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meaningfid charactenstics ofreal-life events- such as .... 
organizanonal and managerial process... " (Yin, 1989: 14) 

Hagg and Hedlund (1979) describes several perspectives of the case study 
approach that makes it an appropriate method for studying social phenomenon 
such as mnovation in organisations 

O)Tbe first perspective relates to the 'holistic' nature of case study data. Usually, 

if each piece of data is seen in isolation, it can provide very little information. To 

provide useful meaning, the data has to be seen as a part of a wider whole. 

(ii) The second perspective supporting the use of case studies is provided from the 

critique of empiricist notions' that data alone as the basis of knowledge is 
inadequate. As Hagg and Hedlund (1979) cornment, in many fields of social 
inquiry, there is an absence of recognised theory or basic epistemology that can 

guide the researcher in selecting and interpreting 'strategic, data. It is, therefore, 

more advantageous to use an approach that can capture the whole phenomenon 

rather than using methods that prematurely set limits to the field of observations. 

(iii) Their third perspective is that in case study research, there is OPPOrtunity for 

the researcher to become directly involved in the process that he is studying, 

somewhat Ue an action research. This helps to develop trust and understanding 
between the participants and provide the researcher with the opportunity to " 

learn by doing" which flirther enhances the researcher's understanding of the 

process under study. 

As the case study approach provides the opportiulity to explore issues in depth 

and understand them in terms of the context and in relation to the alternative or 

competing interpretations and meanings that individuals may assign such 

contexts, it is consistent with the position adopted in this study (i. e. that 

social reality consists of both the socially constructed meanings held by 

individuals and the reffied context that defines this construction process). By 

establishing dialogue and interpretation between the participants and the 

researcher, it would be possible to obtain progressively deeper insights of the 

meanings and interpretations of participants which can then serve to guide the 

process of theory development 

The exploratory nature of this study also renders the case study an appropriate 

choice: case studies have been found to be " tailor-made for exploring new 
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processes or behaviours or ones which are little understood ( Hart1q. 1994 

: 213). " astheinquirycanbe intensive, context-sensitiveas well as inductive. 

Although the case study approach has definite advantages, there have been 

some criticisms of this approach which must be taken into consideration. These 
include: (i) a case study is not statistically valid and therefore it cannot provide 
any basis for generalisation ( Bedetan 1984, Bateson. 1979) . However, as 
Brý, man (1989) observes, this criticism is based on the erroneous application of 
the statistical notions that treats the case as a sample of one. Although one 
approach to mitigate this problem would be to use multiple cases and increase the 

range and type of organisations; studied ( Yin, 1989), the real argument against 
this criticism is that aim of a case study is not to infer findings from a sample to a 
population, but to generate adequate theoretical inferences with which the 

researcher can engender patterns and create linkages of theoretical importance. 
Hence, unlike hypothesis- testing research that rely on statistical generalisation, 
case studies rely on analytical generallsation ( Yin, 1989) and the cogency of 
theoretical reasoning ( Mitchell, 1983), If these are adequate, then the case has 

served its purpose. As Burgelman comments: 

" Living with these concerns (about the external validity of 
findings) may be a necessary cost ofproWding new insight in 

as yet incompletely documentedprocesses in complex 

organisations.. the purpose ofsuch efforts is primarily to 

generate new insights that are usefulfor building theory 

(Burgelman, 1985: 42). 

Furthermore, (a) as Gurnmesson (1991) has pointed out, if we can really grasp the 
interactions between the various parts of the system and are able to describe these 

using good analytical language, it is possible to make theoretical generalisation 

even from a single case; and (b) even if this was not possible, case studies can 
still elucidate factors that may clarify the phenomenon of interest which can then 
be tested and generalised by survey type of studies or another case study. In this 

sense, case study could be the preliminarýy step in the process towards grand 

generafisation. 

(ii) that case studies are only appropriatefor generating hypotheses, but notfor 

testing them ( Hagg and Hedlum, 19 79; ). While it is true that an important 

feature of a case study is that it does not force the researcher to implicitly exclude 

any variables from his list of concerns, as a consequence of which the data 
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produced is rich and therefore has greater potential for generating theories, this 
however does not mean that case studies cannot be used for verification of 
theories. As case studies provides opportunities for in-depth investigation, theý 

are actualiv more suited to test theories where such in-depth analysis is required 
Hagg and Hedlund. 1979. Br%man, 1989). Furthermore, ev . en a single case study, 

if it is sufficiently divergent from a universal theory, helps to refute the 

universality of the theory and hence contributes in the formulation of a better 

theory. Hence, although case studies are generally useful for generating theories. 

they can also be useful for theory verification. 

(iii) that case studies lack rigour as the methods for gathering and presenting 
information and the procedures for reasoning about data are not as well 

specified as in other approaches (Guba and Lincoln, 1981; Yin, 1989). The best 

way to respond to these criticism is to ensure that the study is conducted in a 

systematic manner. Several measures have been adopted in this study to mininuse 

these methodological problems as discussed in the next section. 

(b) Strategy for case studies 

(i) Using theoretical framework to structure the study and guide the analysis 

To avoid the dangers of being overwhelmed by data and being drawn into 

narrative-rather than theory building, the theoretical framework and the concept 

of 'innovatogenic' behaviour and culture described in chapter four were used as 

guides to give focus to the study. Interview and survey questions and analysis 

were structured around eight key aspects of the companies. These eight aspects 

are based on the 7-S fi-amework used by Peters and Waterman (1982) and Pascale 

(1990) as well as other literature on the effective management of innovation that 

has been reviewed in section 2.5 of chapter two. These eight aspects are 

summarised in table 6.1 

Table 6.1: The eight aspects of organisations analysed 

Strategic Foe= Ilie use ofVision and Mission statements to direct and align the activities of 

orgarusational members; the role ofinnovation in the sulawgic focus ofthe companies; the 

involvement of employees in identi6ing strategic issues and developing associated plans and 

Management Attitude and Orientation: Managemenes attitude towards issues such as status, 

change and mnOMorL risk and failures. - -ij .. thei-imtAtion towards time 

Managenvent/leadership style: The dommant approach employed by, managers in the 

Particular Organisation particularly in how they related with their employees and their decision 
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Careful selection of cases 

The three cases were carefully selected. From 'Fieldwork One' substantial 
information on the activities and general features of the twenty organisations 
involved was available. Based on this information, three companies judged to 
have great potential to provide a broad range of information appropriate for the 
purpose of this study were chosen. Table 6.2 describes the main features of these 
companies: PETCO, CULCO, and ENCO. 

These companies were chosen for two reasons: (i) all the three had innovation as 
an important feature of their activities and (ii) their broad contexts of operations 
differed markedly from one another. 

Table 6.2 Profile of Case Study Organisations. 

Company Description 

PETCO Large multi national firm high technology, production 
oriented; mixed work force including expatriates, 
Chinese, Malays, Indians and other locals; substantial 
number of Malays at both executive and operative level; 
work force generally well qualified and highly trained. 
Long history and well established. 

CULCO Medium sized;, government owned-, involved in service 
related business; work force mostly Malays and other 
natives; mostly low level of academic qualification, but 
involved in highly creativework. 

ENCO Small; privately owried-, very entrepreneurial; involved 
in a variety of business including investment, 
development, construction, and power distribution ; 
About 95% of work force, both at executive and 
operative level, are Malays; most managers are 
academically or professionally qualified. 
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PETCO is a multinational, high technology company that receives both 
management and systems support from its headquarters. It has a substantial 
number of Malay staff both at managerial and operative level who work 
alongside Expatriates. Chinese, Mans and other Burniputras. Most managers 
are academically well qualified and many have had international exposure. It is 
also an environment where many management concepts and ideas from the West 
such as Strategic planning, TQM, Business Re Engineering and Management by 
Walking About have been implemented. 

Because of the size and spread of PETCO and the associated problems of 
logistics and time, the data gathering was limited to the personnel function only. 
The assumption was that data from interviews and surveys within this function 

supplemented with literature and documents on company wide operations would 
provide a fair picture of the organisation. These assumptions were made on the 
basis of the following : 

(i) Staff from the personnel function dealt regularly with staffs from throughout 
the organisation and therefore would have a wider perception of the interactions 

and behaviour of people in the organisation as compared to staff from other 
functions. 

W The focus of the study was on creating an innovative culture , that is , 
creating the conditions that enabled individuals to behave innovatively. In this 

respect, organisational activities that develop, enable and motivate individuals 

such as tra4iing and development, recruitment processes, reward mechanisms, 
communication systems, performance appraisal are likely to be of direct 
relevance. There is a greater likelihood that staff from the personnel functions 

would be much more involved than others in initiating and implementing these 

mechanisms within the organisations. 

(iii) The Personnel Function comprised a greater proportion of Malay staff both 

at the operative and the executive level compared to the rest of the organisation 

and as such the influence of Malay cultural values would be more noticeable here 

than in other functions. 

Ov) PETCO had suggested that the investigation be done at the Personnel function 

as investigating other parts of the organisation would involve problems of 

confidentiality and proprietary information. 
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CULCO is a total institution. It is involved with the preservation as well as the 

commercialisation and marketing of local culture ( dances, food, dress. artefacts, 
and the general %%zv of life) as a product. O%med by the state government, it is in 

a transition stage whereby government grant is being gradually withdrawn with 
the expectation that in the near future, it will be able to generate sufficient revenue 

to support itself 

Most of the staff are not academically qualified but as performers or craftsman 

are actively involved in the practical pursuit of creativity. Tbe staff mixture is 

more homogenous than PETCO as most of the staff are Bumiputras, a major 

Portion of them being Malays. 

ENCO provides a different context. A dynamic organisation owned by a Malay 

entrepreneur. Most of the staff are young and well qualified. and almost all are 
Malays. A rapidly growing company, it began as an investment company with 

interest in a variety of business, but of late it has become diversified and has 

mvolved itself in the management of several of these ventures. 

The selection of three such diverse companies , was to enable a wide range of 
issues to emerge and thereby provide potential for generating relevant theories 

through extrapolation and establishing patterns across cases. Even though a more 
in-depth and thorough analysis would have been possible if the study had involved 

only a single case the above consideration justified a multiple case approach. 

However, the number of cases studied had to be limited to three only because of 

logistic reasons. The terms of the researcher's scholarship permýitted him to be in 

Sarawak for the fieldwork for a maximum three months only and as it was 

planned that the researcher might need to spend at least a month in each company, 

only three cases were possible. 

(iii) Gaining access 

There were two levels to this. The first level was to gain the approval and 

willingness of the company to participate. Letters were sent three months before 

the fieldwork commenced seeking permission from the three companies (appendix 

2), The letter explained why the company was chosen and gave a brief outline of 

what would be investigated and how the researcher proposed to conduct the 

investigation. Gaining this access to the company itself was no problem. The 

Managing Directors of both ENCO and CULCO and the Acting Personnel 

Manager of PETCO had already been interviewed during the previous fieldwork, 
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and they were a%%-are of the broad objectives of the study and were keen to offer 
their support. The official support from the Ministry of Industrial Development 

must have also helped. 

The second level of access was more delicate. This involved getting 'access' to 

useful informants within each firm. Several approaches were used to facilitate 

this: 

*-** In each of the companies the researcher was assigned to a member of senior 
staff as a co-ordinator. During the first few days, the researcher requested the co- 
ordinator to introduce him to as many people as possible. The researcher also 
had personal friends in each of these companies and they too introduced him to 

several of their colleagues. At this stage the researcher did not conduct any 
interviews or have any serious investigation. 

--*- The researcher also spent some time in the canteens of CULCO, just making 
infonnal acquaIntances and making himself a part of the environment. This was 

an ideal way to socialise and to get close to staff Unfortunately this was not 

possible at PETCO and ENCO. ENCO had no canteen or other 'public' places 

where staff could socialise whereas the visit to PETCO coincided with the month 

of Rarnadan ( fasting month of the Muslim calendar) and as such it was not 

appropriate for the researcher to be in the canteen or cafeteria. However, as he 

was placed at the training department he was able to interact informally with 

many of the staff attending training sessions during break periods. 

-. *- From the above general discussions and informal meetings the researcher Nvas 

able to sense the politics of the organisation and to identify the critical people 

with whom he should speak. The researcher then requested the co-ordinator to 

officially communicate with these people and to set up apPOmtments for 

mterviews. 

4- In addition to these fbrmal interviews, the researcher also had several infonnal 

discussions with other members of the staff whenever there was an opportunity 

to do so. 

(iv) Systematic data collection. 

Although the researcher collected data on an ad hoc basis whenever an 

opportunity was available, the main part of the data collection process was 

Planned and conducted systematically. This included: 
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*. * collecting data from all tlu*ee levels of staff : top management, middle 
management and operative staff, 

Top management: In addition to the unstructured inteniews completed in the 
Previous fieldwork, another open-ended interview using a structured schedule 
Was conducted. This interview was done with the Managing Director of ENCO, 

the Resident Manager of CULCO and the Training Manager of PETCO. As 

these were members of top management and had some responsibility for the 

overall functioning of their respective organisations, the purpose of the interview 

was to obtain perceptions of the respondents on the follo,, %ing issues: 

**-* an overview of the organisation: its structure; strategic focus, major policies; 
key activities, as well as the mechanisms and strategies available to enhance 
employee's "innovatogenic" behavioqr. 

*. *# their own orientation: their philosophy and values concerning people and work 

`ý- their perceptions regarding their employees: especially about the cultural 

values of their Malay staff and the impact thereof on their behaviour in the 

organisation 

Middle-Management. In each of the three organisation , eight to fourteen 

executives or middle managers were interviewed. These were managers that were 
identified as those that the researcher " should talk to" after informal discussions 

with a cross section of the staff. The interviews were also open-ended but based 

on a structured schedule ( Appendix 16) . 71e foci of inquiry were the eight 

aspects of organisation as' culture summarised in table 6.1 ( on page 187); their 

own experience of being involved in any innovation process, and their perceptions 
concerning Malay culture and its influence on behaviour within their 

orpmsation. 

Operative Staff. Although there were several informal discussions with some 

Operative staff of the three organisations, the principal means used to collect 

information from them was through two surveys of their opinions and perceptions 

using a structured questionnaire and the standardised Ekvall's Creative Climate 

Questionnaire (Ekvafl et all, 1983). The structured questionnaire was first 

prepared 
in English and then with the help of an officer ftom Dewan Bahasa Dan Pustaka 

in Kuching ( the national agency responsible for the promotion of the use of 

Bahasa Malaysia) both this questionnaire ( appendix 15) and the Ekvall's CCQ 
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(appendix 14) %%ere translated into Bahasa Malaysia. Hence both instruments used 
for the survey were in English as well as in Bahasa Malaysia. 

-*. - The questionnaire consisted of two parts: the first part was concerned with the 

respondents own involvement in contributing ideas in their organisation whereas 
the second part was concerned with their perceptions about the eight aspects of 
the Organisation relating to 'innovatogenic' culture. The researcher discovered that 

requesting for any personal information made the respondents uncomfortable. 
Since it was important that they felt at ease when answering these questionnaires 
Without any fear that the responses could be traced back to them, personal 
information such as age, education level and work experience and position in the 

cOmPanv were not requested. 

4. '* The Ekvall's Creative Climate Questionnaire (CCQ) was used to determine the 
psychological climate of the organisation and assess whether it contributed 
innovation producing behaviour or otherwise. ne CCQ is based on the 

assumption that every individual in an organisation has his/her own perception of 
the climate and describe it on that basis. Ten specific dimensions as described by 
Talbot et a] (1992: 184) and surnmarised below were measured. 
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The manner in which the surveys were conducted in the three organisations 
vaned according to the requirements ( conveyed as suggestions) of the senior 
management. In CULCO, the researcher was invited to attend one of their 
monthly assembfies, at which time he was introduced by the Executive Director 

who also urged all members of the staff to co-operate and support the study, The 

researcher was then given time to explain the purpose of the research and to 
distribute the two sets of questionnaires. Although the researcher was able to go 
through the questionnaire with the respondents, there was no time available for 

any questions and clarifications. However, although the staff were requested to 

contact the researcher if they had any difficulty and needed any clarification, none 
did so. The staff were given two days to complete both the questionnaires and 
deposit them into a box that management had prepared. Although the researcher 
had stressed that their own perceptions and opinions were of primary 
importance and had requested them not to discuss the questionnaire with their 

colleagues, it is not possible to be certain that they had not done so. 
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In PETCO. the co-ordinator arranged different sessions for the researcher to 
conduct the survey. Small groups of about 10 to 15 clerical and operative staff 
were gathered in a conference room where the researcher was able to explain the 
questionnaires and to encourage them to respond. In ENCO (as every body was 
always busy). it was difficult to bring employees together for a briefing or for an 
Organised answering session. Instead, the researcher had to approach the clerical 
and support staff on an individual basis, provide a brief explanation and then 
leave the questionnaires with them to complete at their own convenience. Ile 

questionnaires %vere returned to the researcher through an appointed member of 
administrative staff. 

Company literature and documents 

A variety of company literature and documents in both PETCO (newsletters, 

reports, memos, academic thesis, and training notes)and CULCO ( business plans.. 

minutes of meetings, reports, and manuals ) were reviewed. I'liese provided 

additional insights into the policies and strategies of the companies and gave 

some historical perspective to its activities. In ENCO, no review of literature was 

undertaken mainly because most of the documents and materials available were 
financial in nature and were considered proprietary information. 

6.4 SUMMARY AND CONCLUSION 

The chapter has presented a very comprehensive account of the research and the 

two stages of fieldwork involved. It has presented the rationale for the research 
design employed and has provided justifications for the use of unstructured in- 

depth interviews writh referent individuals in stage one and the case study method 
for stage two. Both stages of data collection are described in detail to facilitate 

readers to understand the context of the research and make decisions about 

generalising the findings to other contexts. 

As the aim of the first fieldwork was to yield some preliminary insights into 

the major cultural values of Malays and their impact on innovation processes, the 

epistemological position adopted at this stage was to use an interpretative 

approach that seeked to understand the frame of reference of the participants. As 

such the research strategy was to conduct in-depth, unstructured interviews with 

selected referent individuals. Ilie method was able to generate a large amount of 
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data rich with descriptions and comments from which several propositions have 
been drawn as described in the next chapter. 

The second field work comprised case studies of three selected companies. The 
focil of the cases were (1) to extend the investigation of Malky values and their 
influence on innovative behaviour within the context of specific organisations 
and (ii) to assess ideational and structural aspect relating to the eight factors 

associated with 'innovatogenic' culture of each of the organisations. 

The chapter has also described several means used to enhance the quality of the 

research, including (i) 'across method traingulation' as two different methods 

case studies and in-depth , unstructured interviews ) and (ii) within method 
trinagulation through use of multiple means of data collection. The 

comprehensive description presented in this chapter with justifications for using 
in-depth interviews and case studies as well as the detailed account of the actual 

process, contributes towards improving the quality of the study. Knowing the type 

of data collected, why they were collected and how they were collected, 

contributes to the reader's interpretation of the findings and assist the reader in 

determining the applicability of the findings presented to other contexts. 

196 



cj, A. pt, cr se've" 



Today Malay values are changing without systematic study 

and without guidance. Anybody can attack the current 
system and set up new values. Ais results in senseless 
conflict and confusion. It is time the Malays realized this 

and thought out the right steps to ensure such a vital and 

potent toot as a system of values was properly usedfor the 

good of the Malay community. 
(Alahathir Mohammed, 'The Challenge, 1986.103) 

7.1 INTRODUCTION 

This chapter presents an analysis of data from two sources: the 

unstructured interviews of selected managers conducted during the first 

fieldwork and the semi structured interviews conducted with executives of 
the three case study companies. The main focus of the analysis i's to extract 

perceptions of a number of cultural values considered to have significant 
influence on the ('innovatogenic') behaviour of Malays in orgarlisations; the 

issues or concerns arising because of these values; and the strategies, if any, 

used by the respondents' organisation to address such concerns. In addition 

several organisation related factors are presented which were found to either 
facilitate or inhibit innovation. Finafly, this chapter presents a number of 

strategies used by the organisations under study that are related to nurturing 

an 'innovatogenic' culture. 

7.2. DATA ANALYSIS. 

Data analysis and coding was conducted using the approach suggested by 

Strauss and Corbin (1990). Initially ten of the transcribed intemews were 

analysed line by line and any ideas, events, observations or incidents in the 
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interview found to relate to the main theme of the study ý% ere given tentative 
codes. The codes and conceptual categories representing cultural values were 
based upon 4 of the 5 key dimensions identified by Muckhohn and 
Strodbeck's (1961 ) relating to culture. In their view, mankind is confronted 
with universally shared problems emerging from basic human nature, his 

relationship with fellow beings, his orientanon to time. the modality of his 

activities, and his relationship to nature. All conceptual categories derived 
in the line by line analysis were then orgarlised and summarised within a 
matrix framework consisting of the four categories: relationship with nature, 
relationship with others, time orientation and activity orientation. These 

categories of cultural orientation were then matched with associated 
problems/issues as well as any strategies or mechanism related thereto. 
Appendix 9 illustrates this coding process using a portion of interview data 
form PETCO where as appendix 8 is an example of an organised summary 

of one the interviews. 

The next stage of the analysis was to study the conceptual labels and codes 
developed thus far and relate these concepts to similar concepts from the 

other interviews to form meaningful categories of themes. Some of the 
dimensions and indicators proposed by Hofstede (1980) and Trompenaars 

(1993) were used here as categories or themes around which the data were 

organised . 
Once a set of major themes and associated categories and 

subcategorise were identified, data from the rest of the interviews were 
incorporated direcdy into the analysis. Table 7.2 on page 209 illustrates 

how several concepts were related to generate a central theme of 

collectivism. 

The subsequent sections present the analysis structured around the aforesaid 
four key cultural dimensions following the format used by Morgan (1988). 

Where appropriate, direct quotations are employed to elucidate important 

issues and concepts. One danger normally associated with presenting 

qualitative data is that key ideas may become lost in the narrative. To avoid 

this, to as great a degree as possible, the key ideas are summarised and 

presented in tables . 
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7.3 RELATING WITH OTHERS. 

As Mahathir (1970) observed. "the main motivatingforce for the Mala 
,v Ivas 

to appear light in the eveS of God and his ft/low man. " Consequently, the 
value SvStem of the Malavs seems to be based upon a collaboratiVe and 
interdependent world view. The presence of trust and harmonious long term 

relations were deemed crucial to effective work performances. In the words of 
one interviewee, 

11 ... everything in a Malay society depends on relationship. 
We believe that the only way to live and work smoothly is to 
be sensitive and understand and protect thefteling of 

others so that we can build harmonious relations from 

which we obtain satisfaction andfuolment" (Mr. Hasron: 

Managing Director MCO ) 

The respondents identified several values related to this category. These 

included: 

7.3.1 COLLECTIVISM 

(a) Value orientation 

Attachment and identification with groups and willingness of individuals to 

subordinate their own interests to those of the group seems to be a key 

feature of the Malay society. As pointed out by the Managing Director of 
ENCO, this is reflected in many of Malay practices such as praying in 

congregations (sembayang berjemaah ); collective decision making 

musyawarah) and doing things through mutual help (ýgotong royong). 
Although some of the respondents have commented that the Malay society is 
becoming increasingly more individualistic with greater focus on personal 

achievement and admiration for individual success , the general view was 
that Malays as a whole preferred to Nvork collectively. Individualism is still 
frowned upon as expressed by the General Manager of INS URCO: 

.f they work individually they are bound toface some ".. i 

problems because there are certain elements in the culture 

that tend to look at people who are individualistic in a 

negative way. " (Mr. Ahmad, General Manager, INSURCO) 
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This is particularly relevant to the question of being creative and innovative. 
Several respondents perceived their staff to be more comfortable in taking 
initiatives and coming up with new ideas as a group rather than as 
individuals (CULCO, PETCO). 

(b) Issues and problems: 
The three main issues that respondents associated vAth the collective nature 
of the Malays were: 

(i) Their collective nature enhanced team spirit, facilitated team building 

and encouraged communication and the sharing of information across 
boundaries. The willingness to give and take support amongst members of a 

group or the organisation was found to help in implementing and 

accomplishing tasks, Mr. Mill of PETCO, an expatriate from Britain 

described the Malays as having 'very strong co-operative spirit' and being, 

'Sensitive to the needs andjeelings of others' and without 'ego problems' 

which he found to enable them to work well in teams. He observed: 

F? ... one of the positive thing here is that people are very good 

working as teams and coming in as an expatriate, I can see 

that Malaysians are generally more sensitive to people and 
better at co-operating with people than maybe the 

Europeans "(Mr. Mill, Acting Personnel Manager of PETCO 

(ii) They are very sensitive about the image and position of Malays and 
their religion and are very motivated to protect and dignify this status and 
image. A good illustration of this is provided by the MD of ENCO. in 

relating the history of ENCO he reminisced: 

"... because when we looked around us at that time, wefelt 

embarrassed as there was no Malay or Bumiputra group 

that we could talk of with pride.... and our dream was to 

make ENCO a corporate business that Bumiputras can be 

proud of '(Mr. Zaidin, Managing Director. ENCO) 

In this respect, the motivation to prove they were as good and as capable as 

others, especially the Chinese was particularly strong as illustrated by the 
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reason wh,. - Mr. Hashim of DEVCO gave up a comfortable job to venture 
into business: 

"But I took- the risk .. I wanted to prove that ifthe Chinese 

could do it, I can do it also " (Mr. Hashim, Managing 
Director. DEPICO) 

(iii) 'Me concern for harmony and cohesiveness within groups dampened 
individual competitive spirit as suggested by the comment from the Acting 
Director of CITYCO: 

"It is not possible to cultivate competitive spirit in a 
collective Malav environment because it involvesfeelings; 

competme actions can hurtfeelings and cause 

splits ... which people want to avoid. Mr. Shidi, Director 

C17YCO) 

Similarly the Acting Personnel Manager of PETCO found that because of 
their concern to maintain this cohesiveness, the staff of PETCO were 
unhappy with any effort that differentiated the members of 'the group': such 
was perceived to be divisive. For example, when there was plan to review 
the remuneration system so that there was greater differentiation between 

those who performed well and those who didn't in PETCO, the comment 
from some of the staff Nvas : 

"no.. no don't differentiate too much,... we work as a team 

ifyou differentiate too much, you create divisions and we 
don't want that. " (Mr. Mill, Acting Personnel Manager, 

PETCO) 

This desire of members to keep pace with the rest of the group was also 
found to affect the motivation of individuals, particularly if they x-vere 
either too slow compared to the others or the group was too slow for them ( 

CULCO). 

(iv) Group members have been found to sacrifice their own interests or 
limit their o%%m activities if they felt that these would jeopardise the interest 

of the group. As a resultý this has " limited the potentialfor the individual 
to shine and contribute effectively" ( Mr. Zaidin; Managing Director, 
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ENCO). For example, individual members have been found to be reluctant 
to contribute ideas for "'fiear that these ideas may result in eXtra work for 
the group, as a result of which his or her acceptance by the group Mai, also 
be qýected. " (Mr. Mat, Managing Director. cULCO). In some cases. 
individuals have avoided contributing any new ideas because those who 
contributed new ideas regularly have been branded as 'gago' ( busybody or 
smart aleck ) or seen as egoistic (CULCO, MARTCO, ENCO). 

The following comment seems to encapsulate the general attitude of the 

managers interviewed: 

'Malays take collectivism as the norm ... the norm says this is 

the way ..... so whether it is progressive or regressive 

doesn't matter because what matters is the realisation that 

this is the way people will behave. The norm say that 

collectivity is good because it makes everybody harmonious 

... so that is the best way" (Mr. Shidi, Director, CITYCO) 

As such, the strategy adopted by most of the organisations was to use the 

collectivist tendency to their best advantage, rather than to attempt to 

promote individualism. 

Most of the respondents felt that the natural preference of Malays to work in 

groups contributed to making team and teamwork effective in Malay 

organisations. All the respondents reported the use of some form of team or 

work groups in their own organisations. As Mr. Suzri of MARTCO 

expressed: 

"The synergistic advantage where people can naturally work 

together is very important .. we must retain this, it makes 

teamwork easier and at the end of the day, it is teamwork 

that determines the success of the organisation. " (Mr. Suzri, 

Managing Director, M4RTCO) 

However, despite this popular perception that the Collective nature of Malays 

enabled them to work well in tcams, the General Manager of INSURCO and 

the Managing Director of CEMCO cautioned that this is not necessarily the 

case. As they observed: 

"the main reasonfor their getting together is not the task-, 

but the social contact.. as such, there is a lot ofsocialising 
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and very little concern. for the task ..... take 'kenduri' (feast) 
for example. many people come to help ...... far more than 
what is needed to get the job done and they spend the whole 
night talking .... that is their kampong life style and they tend 
to bring that to their workplace and as a result they could be 

ve? y inefficient and ineffective. " (Mr. Ahmad, General 

manager, INSURCO) 

and 

" the 'clannish'nature ofthe Malays can be problematic. 
Their sense ofbelonging to a particular group can be so 
strong that it can be the cause ofsplits amongst the Malays. 
Often there are pockets ofsmaller groups within a larger 

group and ifone person is appointed a leader, then all 

sorts ofpolitics creeps in and they will be (more) busy 

shooting each other and building camps than getting the job 
done. (Mr Phil, Managing Director, CFMC0 ) 

SinýWar concern about such faction forrnation was also raised by Mr. Zaidin 

of ENCO and Mr. Ahmad of INSURCO. 

(c). Strategy: A group oriented approach to encouraging innovation 

Several respondents emphasised the strategic use of teams, highlighting the 
importance of appropriate mechanisms to develop, train and facilitate their 

members . Examples of such mechanisms include: 

Set the'abifity to work well in tearns'as an important criteria for recruitment 
(CULCO, PETCO, MYCO) 

Institute specific policies and training and development programs that focus 

on developMg team building and team work skills (CULCO, CITYCO, 

PETCO) 

Provide recognition and praise on group basis rather than on individual 

basis (ENCO, MARTCO, CULCO) 
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A major group oriented approach to encouraging innovation consisted the 
employment of formally structured Nvork groups of which a number is listed 
in 7.1 

Table 7.1 Examples of Formal Work Groups or Teams 

Organisation Structured Work Groups 

CULCO Proica Evaluation Teams (PET) 
AIRCO, UTMCO, CITYCO, I 
FRANCO. Quality Control Circles (QCC) 

MARTCO, PETCO Quality Improvement Teams QM 
FG7ASCO 

I 

QCC, Work linprovement Teams (M 

In as far as promoting innovation was concerned, these groups were 

reported to be useful in the following ways, consistent with the review as 

presented in chapter two. 

As a springboard for generating ideas 

As Mr. Mill, the acting Personnel Manager of PETCO commented, 'ýPeqple 

are generally much happier taking initiatives and coming up with ideas as 

a group than as individuals" This is also reflected in several other 

organisations where the respondents commented that problem solving and 

idea generation in their organisations are mostly done by using groups 
TELCO, CULCO, ENCO, PETCO). Formal work groups such as QCC, 

PET, QIT were employed to get staff to identify work related problems and 
find their own solutions. CITYCO, for example, regards participation in 

groups like QCC as a training for the staff to voice out their ideas and in 

MARTCO, using groups for generating ideas was found to bring about a 
feeling of ownership as the ideas were attributed to particular groups; there 

was a feeling of "this group presented that .. and this group presented this" 

(Mr. Suzri, Managing Director., MARTCO) 

In addition, a further group based strategy which is more ad-hoc was to 

involve as many staff as possible to participate in discussions and decision 

making. A popular mechanism was the use of brainstorming ( TELCO, 

ENCO, CULCO, PETCO, SEDCO). CULCO for example makes extensive 

use of 'extended' brainstorming whereby brainstorming sessions are held with 

both those that are directly responsible or affected by the particular 

problem as well as several other staff selected at random. 
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(ii) As a medium to promote interaction amongst individuals. 

Several respondents emphasised that work groups such as QCC served a 
social need that was regarded by some of the respondents as being more 
important than their instrumental value in generating ideas and 
implementing projects. The comment by Mr. Shidi of CITYCO illustrates 
this point. 

"Although the principal reason for having QCC is to 
provide the members with an opportunity to discuss their 
own work relatedproblems and come up with solutions, for 
us, another major objective is that the whole process of 
QCC which provide an opportunityfor people to get 
together and interact. Although the process isfairlyformal, 
there was a lot ofinformal relationship and bonding. This 

was important to its as it developed team spirit. (Mr. Shidi. 
Director, C17TCO) 

A similar sentiment was expressed by Mr. Suzri of MARTCO: 

" QIT is centred aroundpeople ... interaction amongst 
people. 7he project itseý( is not the major issue. It is more of 
getting them together andftel some commitment to each 
other " (Mr. Suzn, Managing Director, AIARTCO) 

However, the author would argue that 'innovation and 'interaction' 

considerations are not as mutually exclusive as expressed here. As discussed 

earlier in section 4.4.2 of chapter four, there is a close link between 'free and 
open interaction' and 'innovation'. 

As a platfom for individual success. 

One of the challenges in a collectivistic society as highlighted by several 

respondents is to provide opportunities for individuals to shine. Companies 

such as ENCO, CULCO, and MARTCO reported that they addressed this 
issue by using teams and work groups as platforms for individual members 

to actualise their potential. The following comment illustrates this: : 

". 
-. the individuals must not be held back, .... as they are the 

potential leaders, we must extract them out andprovide the 

opportunityfor them to realise their potential. OIT helps. 

Although it is a team effort, it does provide opportunityfor 
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individuals to express themselves and achieve something. 
(Mr. Suzrz, Managing Director. M4RTCO ) 

and 

"... the message is, grow individually, but as a member of the 
family.. in the teams we create a lot of opportunitiesfor 
individual success as well as team success. " (Mr. Mat, 

Managing Director, CULCO) 

In all three of these organisations, management encouraged and facilitated 
both leaders and their team members to work closely, and because these 
leaders were chosen by the members themselves, they generally received 

good support from their followers. In leading the teams, they develop their 

own communication and social sUls and enhanced their own potential. Ile 

success of the team was taken by management as the success of the leader as 

well as of the individual members of the team. In MARTCO, for example., if 

an individual had an idea that was worth considering, the idea was not 

evaluated by management, instead, it was forwarded to a small team with 

the comment " So and so has this idea, what do you all think. " And then 

during implementation, management ensured that the initial contributor 

played a main part, thereby creating a situation where individuals worked on 
their own ideas with the support of a group. 

(iv) As a platform to develop competitiveness. 

Although the general concern for the feeling of others and the desire to 

maintain harmonious relationship sho,. vm by the Malays seemed to inhibit the 

spirit of individual entrepreneurship and competitiveness and restrain the 

pursuit of individual goals, the sense of belonging to a particular group has 

been used as a competitive force. Malays were generally thought to be more 

ready to compete as a group than as individuals, ( TELCO, PETCO, 

INSURCO, AIRCO, ENCO) because then they are able "to compete 

without the associated dangers of social risk "( Mr. Shah, General 

Manager, AIRCO). 

Two ways by which collective competition was encouraged were identified. 

The first, unrelated to work based teams, but nevertheless of interest was to 

compete as a race, that is as a Malay or a Bumiputra . 
Organisations such as 

ENCO, DEVCO, and CULCO, have used ( or exploited) the intrinsic 

motivation of the Malays to prove that they can be as good as others. 
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particularly the Chinese, to stimulate their competitive spirit. This element 
of Malky pride was particularly noticeable in ENCO, where the desire to 
establish the credibility of the Malays was a major driving force and formed 

a central basis of its operating strategies In relating the history of ENCO, 
the Managing Director reminisced: 

". - -because when we looked around us at that time, we felt 

embarrassed as there was no Malay or Bumiputra group 
that we could talk ofwith pride.... and our dream was to 
make ENCO a corporate business that Bumiputras can be 

proud of "(Mr. Zaidin, Managing Director. ENCO) 

And this drmn has been the driving force behind ENCO and is evident in 

many of its activities such as Mr. Zaidin , the Managing Director, revealed 
thev 

(i) recruit only individuals who had similar zeal and commitment to promote 
the position of the Malays, 

(ii) act as an umbrella organisation to other Malay companies; supporting 
them by taking on major contracts and sharing these contracts with other 
Malay firms. 

(iii) constantly impress upon the staff that their efforts represented the 

efforts of the Malays and that it is their responsibility to protect or enhance 
the image by proving that they are as good or better than the Chinese. Tle 

Chinese are used as a group to emulate or compete against. 'Fhe approach is: 

"if the Chinese can do it, we can do better". 

The second method was to proactively encourage competing with external 

entities or between groups within the Organisation. CITYCO, for example, 

regularly participated in various competitions organised by the government 
because it found that such participation "rallied the staff together to 

achieve a common goal". CULCO had a simflar experience when 

participation in national dance competitions rejuvenate the entire 

organisation and provided a common goal and challenge for the staff to 

work together and achieve. 

Most of the special function work groups such as Quality Control Circles 

(QCC), Work Improvement Teams(WIT) and Quality Improvement Teams 
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(QM are designed to provide sorne element of competition Whereby the 
groups that produced the best ideas or projects are given recognition and 
some form of reward. Quality Control Circles are particularly popular 
because of this competitive element. QCC's are aggressively promoted by the 
governinent through the efforts of the National Productivity Council (NPC) 
which organises yearly conventions at both state and national levels. Ilese 
conventions are avenues for competition and circles compete at 
organisational levels to quaI4 to compete and win at state and national 
conventions. As Mr. Shidi of CITYCO described: 

" You know, QCC is a big thing in Sarawak and Malaysia 

... and the competition is a big thing It is just like the 
Malaysia cup passion. So when our circles participates, 
there is a lot of enthusiasm and all round support... and 

though we have not won yet. we have done very well and 

everyone is very proud ... 
.. (Air. Shidi, Director, CITYCO) 

Because of this participating in Quality Control Circles seems to be 

positively regarded and was considered as a source of pride in organisations 
like CITYCO and UTILCO. 

d. Collectivism: Values, issues, and strategies. 

Table 7.2 summarises the key ideas embedded in the above discussion about 
the key cultural values and associated issues and problems and relevant 

strategies to promote innovation. 
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Table 7.2: Aspects of Collectivism 
V Values C Issues and Concerns Stratee, 

I. pre rdlOng Style: Preferred to %orm un 
WO Pre : Positive: The desire to promote E" P Major str&Le& was to e.,. plolt 
ý ý 

and groups &and te-amý to contribute team. to tribq c on n 

ý 

the image, ofMalays semes as 4 he h c collectivism through extensive use 
,. n Wh uss 'deas as I WOUP than, as indi"dtaus li, ro"P ,, d. s up an mo, mouvaW, co-opcraUve spirit oftearns and groups. Team are 

A AtUtude towarrols co- C ! Jib enhances teamwork and shart% th used as platform for individual 
Ud.. am 

z. 

oPersUon stad comptutio": Per- z Z am 
: 

Utim, 

[ 

fV of information and communication f' success, as a sociad mecharusm 
Is , to -V ", up basis Pref!, to compete on Voup basis - on 

"'r 
across boundaries. for interactions amonpt statE as a 

rather UýW- as uýXlMduiila, basis for competition, and as 
emphasis upon ccýopemon and Nq Negative: Dampen individual springboard for generating ideas 

Vions ,. g PM Support, spirit of'gwong 
ý 
competitive spirit and motivation to 

rOYO. 4. regIrded VVW interest excel. ]units individuals 
above individual intereg mouvation to excel: the need to 
Recopition: pride taken in conform to the group inhibits 

collective achievemem prefcrrea contribution and pursuit of new 
Praise, and limelight be gwen to Z. ýC ideas. 

WWAP than to individual Team tend to be more onentated 
'Clafts": tendency to facu. to mea social needs than task 
formation uW identLficauon with needs; claraush, nature of Malays 

very specific Foups found to cause splits in 

CoUectlve Declision Nfakinfr. organisations. 
Decision making throctgb 
. musyaww& 

strosag sea" or sikgi.. ce 

aud prWe: sensitive and 

emmonal about unage ofMala%. s 

and ISIAM strong support and 

comautment for efforts seen as 
linked to promote the image and 

position ofthe Mal" and 

7.3.2 HIERARCHY/POWER DISTANCE. 

(a)Value orientation: 
Another prominent aspect of relationship amongst Malays described by the 
respondents was their ready acceptance of hierarchical relationships. The 
Principal feature of this value seems to be the respect accorded to seniority 
and authority. Subordinates were expected to show compliance and 
deference to their superiors and questioning or challenging the authority of 
the superiors by the subordinates was considered as improper (AIRCO, 
MARTCO, CULCO). The norm of the society was to accept that 
superiors, because of their position, age or status had more wisdom than 
the subordinates and that any subordinates who questioned or challenged 
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tMs wisdom was '"kurang ajar' ( qf improper upbringing) or was trying 
to show off'( Mr. Shidi, Director, CITYCO). As one respondent observed: 

"Malay socieýv attaches a lot ofimportance to hierarckv ... 
you know, in the kampongs, the kampong elders makes all 
the major decisions 

... the elders. the parents, the teachers, 
the superiors are looked on as wise people, and the respect 

for the elder's opinions is instilled into you. You will not 
readily say that the elders are wrong. Ifyou openly went 
against them, you will he regarded as disloyal, as having 

poor upbringing. So it is quite ingrained... " (Mr. Suzri, 
Managing Director, ALARTCO) 

Consequently, there seems to be great concern amongst those who work with 
Malay superiors to accord proper respect by (i) avoiding open criticism and 
chaHenge of superiors ideas, and (ii) observing the appropriate level of 
cordiality and formality. As Mr. Mill of PETCO observed, failure to accord 
the appropriate respect could have an adverse impact on subordinates work. 
He recounts: 

f# respectfor seniority andface ... that is something that all the expatpiates, 
here must learn, to manage cordiality, formality and titles as well. I have 

to be careful about titles such as Datuk, Tan Sfi, Tuan Haji ... be respectful 
in that way .... What 1 mean is, as long as one is sensitive and respectful, it 

gives you all the gain. You tend to get things done quite fast, whereas ýf 

You t? y to push on, then you willfindyourseýstuck and it will take twice as 
long to do something "(Mr. Mill, Acting Personnel Manager, PETCO) 

The desire to maintain respect was strong not only amongst the superiors 
but also the subordinates. Subordinates were found to value the respect 
that their superiors had for them and would work hard to maintain this 

respect. As Mr. Mat of CULCO observed: 

" thisfear of losing respect., it is a two way thing. If I 

respect them, I expect them to respect me in return.. and 
there is a bigfear amongst my subordinates of losing the 

respect that I have for them. A lot of things that they do is to 

ensure that I will continue to respect them" (Mr. Mat, 

Managing Director, CULCO) 
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--Uthough in general, respect seem to be accorded to individuals more by 

virtue of their position and seniority rather than their actual 
achievement or expertise, some respondents felt that this particular value 
of the Malays was changing as reflected in the following comment: 

" Unlike before, not every ideafrom the top is swallowed as 
the gospel truth. The younger, especially overseas educated 
Malays, are more discerning and now respectfor an idea is 
based on knowledge and expertise rather than the status of 
the source" (Mr. Shah, General Manager, AIRCO) 

However, as Mr. Suzri of MARTCO states, superiors still " have this 
patronising attitude ... sort of 'who are you to tell us'attitude and expect to 
be respected by virtue of their position and seniority. " and likemise, wHe 
the subordinates may gnunble at the back, they still do not challenge so 

openly "because if they argue, even if they are tight, they would be 

considered 'kurang ajar' not only by their superiors but also kv their 

peers ". 

A related issue is one of 'saving face' which is discussed further in section 
7.3.3. 

Another feature of the hierarchical relationship is that the relationship 
between superiors and subordinates are marked by the need to differentiate 

and make obvious the differences in status. A gap was expected and, in 

many cases, desired in the relationship. Hence, several of the respondents 

emphasised that while they wanted their relationship with their subordinates 

to be close and friendly 
, they had to have ground rules to ensure that 

their subordinates will not become too familiar ( ENCO, CLTLCO, 

AIRCOJ. There was concern amongst these respondents that if their 

subordinates became too familiar, they might not respect them. 

Some respondents also felt that the subordinates also tend to maintain a gap 
in their interaction with the superiors ( CITYCO, PRESSCO. ) As Mr. Shidi 

experienced, it is difficult to get them to feel and relate as equals; there 

always seemed to be a hmit as to how close they were willing to interact 

with their superiors. 

'7 eat with them, I train with them, ]play with them, ]pray 

with them and try to be accepted as one of them, but the gap 
is still there. There is always s gap ... some barrier in their 
interaction. They stillfeel that we are their superiors and 
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they still do notfeel comforiable to break that boundary. 

Mr. Shidj, Director, CITYCO) 

(b) Issues and problems: 
(i) A major outcome of the desire to show respect and save superiors 'face' 

was that it was found to inhibit the challenge process (CULCO, CITYCO, 

PETCO, MARTCO). As challenging superiors was generafly regarded by 

both their superiors and their peers as being disrespectful, the tendency was 
for subordinates to accept superiors ideas and decisions without questions or 
criticisms even if they knew that these ideas are wrong as suggested by the 

follming conunent: 

"... everybody knows that the boss talks a lot qfnonsense a 
lot of the time, but they don't want to create waves. They 

want to be in his good books. In their heart, they may be 

sq)dng that the guy is talking nonsense, but the usual 

response is.. ýves.. yes that is a vepy good idea'... If the boss 

says 'black is while', they will say, ýes! how come we didn't 

see that before' " (Mr. Mat, Managing Director, CULCO ) 

Such a tendency, if widely prevalent, would obviously limit the process of 
debate and discussion and proper evaluation of ideas in Malay organisations 

with obvious detriment to the challenging of existing practices, the denvative 

of new practices, the specification of alternative courses of action all of 

which are crucial to the innovation process. 

(ii) Time and effort was spent on packaging ideas so that they did not 

offend or under-mine the respect for the superiors (CULCO, ENCO, 

AIRCO). Mr. Shah of AIRCO, for example, took two months to write a 

report of a study that he took just two weeks to research as he wanted to 

make sure that the report would not offend or reflect poorly on his superiors. 

In general, any challenge to the superior's ideas has to be done very tactfWly 

and in private with a view to saving face ( CONSCO, PETCO, CITYCO, 

AIRCO). Also, as Mr. Shah observed. individuals who did not have the 

ability to argue or put foz-%,., ard their ideas without being disrespectful felt it 

safer to play the ', yes man' or 'fiollouý the leader' game in order to avoid 

potential upset and conflict ( CITYCO, AIRCO. PETCO). This was 

particularly visible in PRESCO where even the Managing Director appeared 

content just to implement the directives from the owner and the Chief 
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Executive. This limited debate and discussion of ideas and thereby inhibited 

creati-vity 

(iii) Ideas are judged Nvith much reference to who suggested the idea: there 
is tendency to far more readily accept ideas suggested or supported by 

superiors. For example Mr. Mat felt that: 

" because you are a nobody, no matter how gOodyour idea 

maybe, it is deemed to be no good unless it has the support 
ofsomeone senior "(Mr. Mat, Managing Director, 

CULCO). 

Ov) Respect and hierarchy was found to have impacted strongly upon the 

commuzueation processes also. As Ms. Sulian and Mr. Mat of CULCO 

observed, meetings and discussions seem to be structured by an element of 
respect. There %N-as a tendency to wait for the most senior person to speak 
before other junior members spoke and if a person of cermin rank forwarded 

an idea, it required someone of higher rank to challenge the idea, and only 
then would others be willing to discuss it. This limited spontanciq, and open 
discussions that are important for the creative process. 

If subordinates are reluctant to give ftank and direct feedback, there is 

greater potential for creating misunderstandings and false impressions. As 

several respondents reported, subordinates were careful not to offend their 

superiors, and to communicate only what they perceived would please them 
(CULCO, TELCO, CITYCO, INSURCO, PETCO). As a result, true 
feelings and opinions %vere often not revealed. . 

(c) Strategies for innovation: Promoting criticism and debate in a 
hierarchical culture 

Despite the various problems mentioned above, there is general feeling that 
the respect for authority and seniority is a desirable asset rather than a total 
liability ( AIRCO. CULCO, C17YCO ). It has been described as providing 

order and the basis for a consistent and harmonious relationship which was 

very important for MalavS. Hence several respondents such as Mr. Mat of 
CULCO. Mr Shah of AIRCO, Mr. Zaidin of ENCO and Mr. Shidi of 
CITYCO have argued that hierarchical relationship and the associated 

respect for senýiorjtv must be maintained. As one respondent expressed. 

"We cannot remove the element of respect. for seniors firom 

our socien-... that is an imporiant value. for the Malays. So 
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we need to maintain respect andforward our ideas without 
being disrespectNI" (Mr. Shah, GeneralManager, AIRCO) 

There seems to be two problems associated with this issue. The firsi 
problem relates to how subordinates can bring forth criticisms and contradict 
their supenors without offending them. The second is how superiors can 
encourage and promote confidence in subordinates to criticise their ideas and 
give alternative suggestions. 

The main strategy adopted by some Malay executives to address the first 

problem seems to be one of 'respecoiul challenge' with which they can 
'disagree without being disagreeable' The main features of this strategy are 
(i) to disagree, criticise or challenge privately , and (ii) to do it with tact and 
politeness (CULCO, AJRCO, ENCO, CONSCO ). Mr. Zaidin of ENCO 

and Mr Yong of CONSCO, for example, find that, when chaflenging a 
superior, the style, tone, and particularly timing were important 

considerations. The language is often very apologetic and full of disclaimers 
(e. g. 'I may be wrong but... ') and apologies (e. g. 'minta maaj' ). In this 

respect, Mr. Shidi of CULCO finds the 'hahasa holus'(pobte language) of 
the Malay language useful to get the message across in a polite and 
respectfW manner. The approach is often tentative as described by Mr. 
Shidi of CffYCO : 

" (the challengers)... will not be direct in puttingforth their 

own ideas. They will circumvent and be tentative and will be 

more forthcoming only if there is some indication of interest 
firom the superior. " (Mr. Shidi, Acting Director, CITYCO. ) 

Usually 
, the merits of the idea are expressed first , before cautiousIN, 

Pointing out possible limitations or areas of concern and alternatives are 
su&--ested only if the superior is interested. The important thing was to 
present it in a way that doesn't look as challenging or threatening the 
superior's position. As several respondents felt (PETCO, ENCO, CULCO, 
CONSCO, DEVCO ), central to this strategy of 'respectful challenge' is the 
ability for individuals to be able to package and 'soft sell' rather than 'hard 

sell'ideas. Mr. Hashim of DEVCO, for example, uses what he calls the '3 
R' approach to package and sell his ideas:. that is using respect, reason and 
ensuring the facts reflect reality. As long as this approach of Uctful 

challenge' was employed, getting ideas across was not a major problem, 
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However, some of the younger Malays executives, seems to regard this 
approach as wasting time and inefficient and feel that what was required was 
to change the whole concept of how subordinates should relate with their 
superiors. As one respondent expressed: 

" there is a need to change how they(subordinates) should 
relate with their superiors .... theform of respect has to 

change. Respect should not mean keeping quiet even when 
one knows that he or she can contribute. " (Mr. Ahmad, 
General Manager, INSURCO) 

Most of the respondents noted that the critical factor to address the second 
problem and overcome the reluctance of subordinates to question, criticise, or 
challenge their superiors was the subordinate's perception about the attitude 
of the superior. As Mr. Suzri of MARTCO and Mr. Mat of CULCO 

observed: 

"... hence the subordinates reaction would depend on how 

the leader communicates his idea ... his delivery. Ifit implied 

that the manager is not interested in comments, the 

subordinates =ý, either withdraw and grumble at the back 

or retaliate ky boycotting the idea. " (Mr. Suzrf, Managing 

Director, M4RTCO) 

and 

"ýf the superior maintains that 'ifyou challenge me, you are 

against me ... you are either with me or against me'kind of 

attitude, then eveiyboýy will clam up . But if the superior 

says 'hey, I am jusi as much in the dark as you guys, this is 
just an idea, ... what do You all think qfit... 'andgenuinely 

welcomes suggestions, subordinates will be more willing to 

give frankfeedback" (Mr. Mat, Managing Director, 

CULCO) 

In addition to this ver)- open and receptive attitude to criticism and challenge 
from subordinates. several other mechanisms and special efforts have been 

used by the respondentsr or their organisations encourage employees to be 

more assertive and challenge orientated . 
Some specific mechanisms 

includes: 
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(a) ground rules: In organisations such as CULCO, AIRCO, ENCO, for 

example, specific ground rules are established. These ground rules makes it 
legitimate for subordinates to raise questions or counter superiors' ideas and 
arguments, and at the same time sets the conditions and the limits to ensure 
that there will be no 'free for all' conflict. It would appear that Malay 

subordinates are more prepared to discuss and debate under such conditions 
(CULCO, AIRCO). 

( b) culture of crificism: In several of these organisations top management 
actively solicited criticisms and fimik discussion through their open attitude 
and by deliberately creating situations for debate and arguments ( ENCO, 
CITYCO, TELCO, CULCO )- as suggested in the folloAing comment: 

T is not a matter ofthanging the subordinates and asking 
them to question more... it is more ofme having to go down 

and start questioning our own ideas with them.... to make the 

managers below me confident enough to challenge me ... 
they must know that I want to be challenged Only then they 

will be prepared to do so. I have to stage the situation. 
First, I am careful not to create the impression that I know 

everything and deliberaiety lookfor or create situations or 

opportuniiiesfor subordinates to argue back ]pick- on 
issues which I know they can win .... and I let them win 

through rational and not emotional reasons. In our sociel), 

there is a tendenc to argue emotionally rather than y 

rationalky. So I have to consciously steer them to argue with 

reasons. They must know that they won based on reason, not 

emotions ... so it is like a sandiwara (drama) " (Mr. Shah, 

General manager, AIRCO) 

The attitude and values of the chief executive seems to set the culture for the 

rest of the organisation. For example, Mr Shidi of CITYCO, Mr. Zaidin of 
ENCO, Mr. Yong of CONSCO, Mr. Murni of SEDCO, and Ms Sulian of 
CULCO all described that the very receptive and approachable attitude of 

their superiors as one of the most positive characteristics of their 

organisations and as instrumental in creating a culture of open debate and 
discussion.. In contrast, Mr. Shah of AIRCO finds that the very reserved 
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approach of his Chairman to be one of the most frustrating aspect of his job 

and one that has bred conservatism and status quo throughout his 

organisation. Similarly in PRESSCO, the staff were almost totally dependent 
upon the o"mer and Managing Editor to make all the decisions and were 
content simply to just implement them. 

(c) Training: particularly Assertiveness Training, to educate and reorientate 
staff to consider the process of challenging and giving fi-ank- comments as a 
desirable process of adding value which enhances rather than impedes staff 
members personal advancement instead of as a confrontation to be avoided at 
all costs (PETCO, CITYCO, INSURCO, GASCO, ). In PETCO, TELCO 
and ENCO for example, staff were exposed, through cross posting, overseas 
training and visits, to situations where people discussed and argued iNrithout 
being upset or offended. Such exposure has helped in making their oNN-n staff 
more forthcoming With their own ideas. 

Although several respondents actively encouraged this culture of criticism ( 
CITYCO, ENCO, PETCOJ a few raised concerns that if this was not 
properly controlled and managed , 

it might lead to (i) a culture of conflict 

and (ý) subordinates not respecting the superiors. As stated earlier, Malays 
do expect their superiors to be in charge and on top of situations. As Mr. 

Shidi comments: 

Pr we have to be careful not to create a culture of challenging 
just because challenging is considered good --. where people 

challenge out ofhabit without knowing the rationalefor 
doing so. What we want is a balanced environment,... 

cautious but comfortable, neither tooftarful nor too 
familiar. " (Mr. Shidi, Director, CITYCO) 

Ile main strategy to promote closer interaction and bridge the gap in 

relationships between superior and subordinates seems to be by facilitating 

both formal and informal social interactions. Most of the organisations had 

sports and recreation clubs and had regular social functions. Some of these 

are institutionalised like the Saturday morning assembly and get together 

session in CMCO, the weekJy sembcýwng berjemaah (praying together) 

sessions in ENCO, and the monthly Toastmaster sessions in MARTCO. 

The objective of these social programmes seems to be more on makmg 
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subordinates feel comfortable with status differences rather than to remove 
them as commented by Mr. Shidj of CITYCO: 

" We don't encourage non-hierarchy what we encourage is 

openness. It is difficult to ask them to justforget about the 
differences in status and mixfreely. That wilIjust not work. 
So what we try to do is to make themfeel comfortable with 
the differences in their status and still interact openly. " (Mr. 
Shidi, Director, CIrYCO). 

Most of the respondents felt that what was important A-as for the superior 
to be sensitive and reach out to their subordinates to create better 

understanding between them ( CULCO, CITYCO, SEDCO, CONSCO, 

FINCO, R-4NCO). As Mr Shah of AIRCO expressed: 

" ýf. Wu let the staff, then they will keep a distance. You have 

to go down and talk to them ... interact with them. " 

Many of the respondents found that subordinates appreciated and were more 

open and comfortable to communicate their ideas if the superiors talked to 

them at their own work place rather then the confines of the superiors office 

or meeting rooms ( CULCO, AIRCO, FINCO, INNCO). As Mr. Mat of 
CULCO and Mr. Shah of AIRCO observed: 

f, Yff ... yes, there is a lot of the boss coming down to the sta. 

rather than expecting the staff to go up to him. -you see ?f 

they were to come up to me, I may not be in the rightframe 

qf mind, or I may not befree and my reaction mayput them 

off ... but when Igo to them, I amfree and they are at ease 

because I make it very casual. Initialtv they were cautious 

that I am checking up on them but now they know that I am 

just going around to get theirfeedback.... sobothareeasy 

and this is when you can have communication. Now this 

culture has passed down. The other managers are doing ii 

also. And we do thisfor problem solving also. When we have 

a problem, we go down to the spot and call the people on 

the ground, ask what they think and. vou can see a lot Qf 

ideas coming up. " (Mr. Mat, Managing Director. CULCO) 
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and 

"I talk to them... I keep inviting them to come up with ideas, 

mostly in informal places ... in their work-place where they 

are more comfortable and I listen to them... I must listen to 

them " (Mr. Shah, General Manager, AIRCO) 

Another mechanism to develop better relationship between superiors and 
subordinates was training, particularly on communication and interpersonal 

skills. PETCO for example had a specific training and development 

programme on managing relationship that had three main aspects: 

(i) develop trust and confidence in each other 
(ii) develop communication and interpersonal skills 
(iij) develop supervisor's sensitivity and to be more open n-ýinded and positive 
about negative feedback as well as developing subordinates to be more 
assertive and confident in their own ideas and the ability to communicate this 
ideas. 

d. Hierarchy: values, issues and strategy 

Table 7.3 sununarises the key ideas related to the key cultural values and the 

associated issues and strategies relating to hierarchy. 
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Table 7.3: Aspects of Hierarchical Relationship 

V! Iues Issues and Concerns StrateXv 
aspect for sesuorky and Positive: Prmides sense of Nbintain respect for superiority 

Dudior"r. issues ofssatusý tities order and predictability m relating and authority. Reorientate 
and Position importaM concern for with each other perceptions regarding process of 
superiors face' Enable manVers to assert their challenging ideas 
Ascribed status: individuals influenoc and authority easily Assertive naming. 
accorded nmpect more because Tnurung on packaging and 'soft 

OfPosltion WA Me rather dw Negative: ideas am evaluated selling idem 

achievement on the basis ofwho contributed the Create open and receptive 
Distance: relationship dict"cil idea rather than the ment ofthe environment. 
by differences in statw Both idea; concern for respect and Set Ground rules to legitunize 

subordmates and wipenors expect savingface' inhibit challenge chaerge and confiontsuon of 
and desire a gap or differences in process; ideas. 

their status , 
hawe . matter ho. too much focus hou to pn=t and Insututionalise social events to 

close Ory are, they do not relate *sell'the idea rather then the idea promote interactions. 
as equals. itself; encourage Status quo; 

tendency to be 'yes men'and 
follow the leader 

Status diffitrences cause problems 
in communication and fire 

exchange, of idess. 

7.3.3 PERSONALISM RELATIONSBP. 

(a) Value orientation 

Basically, how a Malay individual deals v%ith another individual seems to 
depend on the nature of his or her personal relationship %vith the other 
person. In general, there seems to be a tendency to do their utmost best, even 
to the extent of disregarding rules, procedures and established practices to 
support and help those with whom they have good relationship. On the other 
hand, the absence of such relationship could restrict interaction and even 
cause tension and conflicts. For example, several respondents perceived that 
Malay individuals were more receptive to work related issues if their 
supervisors had taken the initiative to build rapport, trust and establish 
personal relationship with them ( UrILCO. ENCO, FRANCO, GASCO, 
PETCO). Consequently the task of developing and maintaining good 
personal relationship is seen to be more important than other organisational 
tasks - according to one respondent: 

being nice and caring is more important than being effective 
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Other key features of this personabsed relationship as identified from the 
interview data includes: 

G) trust., The main foundation of relationships seems to be trust; 
individuals seem to feel safe and relate closely only when there is trust ( 
CULCO, ). Several respondent perceived that the willingness for Malays to 
be frank and have open and honest communication depended on how much 
they trusted the other party. As Mi. Mat commented: 

... people are willing to be outspoken andfrank only when 
they know the people... the group that they trust andfeel 
safe with... that is when they can afford to be honest, sincere 
and straightforward. " (Mr. Mat, Managing Director, 
CULCO). 

Trust is also the most important criteria by which Malays select their own 
leaders. For example, the basis by which individuals were accepted as 
informal leaders in CULCO, PETCO, GASCO, and FINCO was trust; they 
can influence others because they could be trusted. 

Trust seem to be dependent on a person's loyalty and commitment as a 
friend rather than his or her abilfty or accomplishment. As Mr. Kassim 

of FINCO explained: 

I cannot cultivate trust by showing how capable or clever I 

am. That does not matter much. not matters is how loyal 

and committed am I to them ... as ofiriend That is what 
builds trust. " (Mr. Kassim, Managing Director: FINCO) 

(ii) reciprocity: the personal relationship seems to be characterised by a 
feeling of reciprocal obligations whereby one feels obligated to repay 
favours that he or she has received from another Malay. On the other hand, it 
is also normal for individuals to harbour hurt or anger and seek retribution 
even after a long time. Hence there is a long term perspective in all 
interpersonal dealings. In the words of Mr. Shidi of CITYCO: 

'7 cannot offend him... as Imqv need his help one dqv" (MR. 

Shidi, Director, CITYCO) 

and 

"They keep their grievances at heart for a long time and 
retaliate when the time is right. Individuals are therqfore 

221 



careful not to damage the Yace'of leadersforfear that they 
will be punished later. " (Mr. Shidi, Director, CITYCO) 

(111) harmony: Malays seem to regard that without harmony and pleasant 
relationships in the work place, it will not only be difficult to achieve long 
term success, the work itself will have not have any meaningful gratification 
(CULCO). As such they are very sensitive and concerned about protecting 
both their own feelings and those of the people with whom they work 
CrrYCO). According to Mr. Ahmad of INSURCO: 

". 
- -in general, Malays are sensitive in that they don't want to 

hurt and they don't want to be hurt" (Mr. Ahmad. General 
Manager, INSURCO 

0y) Indirect retaliation: Several respondents has commented that MalaYs 

were not comfortable with direct confrontation. Instead it was common to 
retaliate through indirect means whenever the), felt a wrong had been done. 
Two common means seems to be the use of poison letters and witchcraft or 
black magic ( CULCO, FRANCO, CIPCO), As Mr. Mat of CULCO 

commented: 

" One ofthe problem is that when they are not happy with 
you, they do not talk it out with you. Instead they resort to 
writing poison letters or using witchcraft and black magic. I 

Myse? fhave been threatened with black magic by one qf my 

staff So it is quite common. It is a threat within which all 

managers and supervisors have to operate in here. And it is 

not an idle treat as I know ofmany victims of these sort qf 
practices. " (Mr. Mat, Managing Director, CULCO) 

The consequence of these was that the people become vejý, cautious of 
upsetting others and managers and supervisors tend to avoid taking 
disciplinary actions because of their fear that they may become %lictims of 
black magic. 

(N)particularistic: although the culture is argued to be collectivistic. Malays 

expect to be treated differenfly and given special considerations particularly 
by their superiors. Hence they appreciate superiors who take time to 

understand them individually and who are willing to appýy rules and 
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regulations with due considerations to their own situations. As Mr. Mat of 
CULCO expressed: 

........ each one of the stqff is different and they like to be 

treated as dfferent individuals. We have to relate to them on 
individual basis. In qppýying the rules and regulations we 
have to show that we have taken special consideration for 

their individual situation. " (Mr. Mat, Managing Director, 

CULCO) 
(Vi) fiace': It is very important for Malays to protect their own 'mariah' or 
'face' as well as the'face'of others. 

As one of the respondent conunented: 
ft 

... everyone, no matter whether he is very high or low in the 

hierarchy will have to protect others 'maruah' A leader who 

is careful and considerate about his subordinates 'maruah' 

will be well respected and the support of the subordinates 

will come naturally. " 

As such, all actions having negative impact on a person's self esteem and 
dignity are clearly avoided. (PETCO, ENCO, CULCO). 

(b) Issues and problems 

There are several consequences arising from their desire to build and 

maintain harmonious personal relationship vAth others. These includes : 

(i) As Malays were emotionally attached to their ideas, they tend to be 

sensitive if their ideas do not receive due attention ( CULCO) or are hurt if 

their ideas are criticised. T'hey also feel that if their ideas were criticised or if 

their decisions were found to be erroneous, it would imply incapability and 
be damaging to reputation and 'face'. Hence there is a reluctance to 

forward any ideas or opinions or to make decisions (CULCO) and to be 

very concerned about how they should present their ideas as suggested in 

the following comment: 

...... their main concern is 'will I make afool of myself. So 

they pay a lot ofattention to the structure of questions or 

suggestions to ensure that they sound smart" (Mr. Mat, 

Managing Director, CULCO) 

223 



Like,, Nise they ývere deemed reluctant to criticise or challenge other's ideas 

to avoid hurting Ehem and to protect their relationship. ( TMARTCO. 
CITYCO. CULCO). 

(11) Arguments and conflict were perceived as counterproductive and seen as 
both damaging hannony and souring personal relationships ( CITYCO. 
CULCO. PETCO. DEVCO, TELCO). For example, one respondent 
describe that : 

" We want to create masyarahat harmoni (a harmonious 

society) ... so conflict does not have a place in this because 

basically we ivant to live peacefully. We don't want to make 

people unhappy.. we don't want to have grudges against 

others. In this respect, I think that Malaysians are looking at 

things positively" (Mr. Hashim, General Manager, DEVCO) 

Consequently Malaý s were perceived to be very accommodative , tolerant 

and compromising and reticent to engage in conflict, debate, and 

argument. However, when they do get involved in conflicts and arguments, 

their main concern is their emotional need to win and save their own ' face' 

irrespective of the merit of their arguments. The net effect Is a tendency to 

shy away from debates and discussions to generate new ideas as well as the 

rational evaluation of such ideas. 

(iii) The uinportance attached to personal relationship with superiors can 

affect their motivation at work as observed by Mr. Hass of GASCO : 

"... if they have good relationship with their supervisor, they 

will work to deathfor him ... and on the other hand, if the 

relationship is not good the subordinates may accept the 

superiors directives but will not go out of their way to 

support it. " (Afr, Hass, Senior HR Manager, GASCO) 

(iv) Malay superiors are very concemed with being viewed as a 'nice' 

person. Hence decisions or actions that may have negative material or 

emotional effects on employees (CULCO, MARTCO) were avoided if 

possible. Supervisors were found to avoid criticising their subordinates 

mistakes and had a tendency to condone poor quality work ( AIRCO, 

CULCO) 
- They were also found to be unwilling to give frank feedback to 

avoid upsetting the employees (INNCO). 
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In CULCO for example, two of their promising staff declined promotion for 
fear that as leaders they might have to take unpleasant actions which may 
damage the very good relations that they have N%ith their colleagues. 

(v) Malays employees were found willing to communicate their Oevances 

and dissatisfaction and to give fi-ank feedback only to people that are very 
close to and they reafly trusted as illustrated by this comment from Mr 
Ahmad of INSURCO: 

" Since criticisms are taken personally, it takes close 

personal relationship to overcome this. IfI know YOU verY 

well and ifyou know me very well, then arguing like this is 

not a problem" (Mr. Ahmad, General Manager, INSURCO) 

(c)Strategy: Promoting innovation through trust, harmony and 
personalised relationship. 

Two main strategies were identified. 

(a) Managers consciously develop and promote personal relationships at the 

work place by adopting a more humanistic approach where much 
consideration is given to the emotional needs of individuals in addition to the 

needs of the task ( CITYCO, AIRCO, TELCO, CULCO). 

Specific actions to facilitate this include: 

- ideas were not treated as ideas per se. They were viewed as extensions of 
the person and as such treated with great sensitivity to human feelings 

AIRCO). 

-sharing of information to build trust ( CULCO, TELCO) 

-commitment to decisions that have been decided jointly. 

-following up criticisms, admonishments and censures with rebuilding of the 

relationship through personal communication. "IfI knock them, then I bring 

them up again " approach (PETCO, ENCO, CULCO) 

(b) Investing in relationship by doing favours and giving help with the belief 

that these would be repaid with reciprocal favours. ENCO's chairman for 

example, believes that "business is managing relationships" and that 

knowing people and having the right connections is critical for business 

success. As such investing and building relationship With people is seen as a 
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verv important pan of ENCO's business. As the '. Ianagmg Director of 
ENCO describe: 

" HB is veq committed to building relationship. He is 

always helping othersfrom all levels because he believes 

that one day they can help him. The connection is not always 
with the top people. He believes that even office boYs can 
help in ways that can save lot ofmoney or create new 
opportunities that may bring in a lot ofmonq" (Mr. Zaidin, 

Managing Director, ENCO) 

(d) Personalised relationship: Values, issues and strategies 

These main features of the personalised relation are sununarised in table 
7.4. 

7.3.4 IMPRECISE AND CONTEXT ORIENTED COMMUNICATION 

(a) Value orientation. 
The ways by which Malays commumcate seems to be veiy much dictated by 

their sensitivity to protect feelings and face as well as showing proper respect 
and on the whole seem to be deliberately 'censored' to be imprecise and 

ambiguous. The main features of these are: - 

(i) Not open: Several respondents describe that Malays are very cautious 

and controlled in expressing their feelings and opinions. Any disagreements 

or dissatisfactions are normally kept hidden and expressed only to those with 

whom they have very good personal relationships (PETCO, CULCO, 

AIRCO). As Mr. Shidi of CrTYCO comments: 

". .. the society is not so open... givingfrank opinions can be 

seen as being abrasive, lots of issues are not openly 

expressed as there is a lot ofconcern about savingface and 

about thefeelings of others " (Mr. Shidi, Director, CITYCOJ 
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Table 7.4: Aspects of Personalised Relationship 

Values 
TMIC the basis for personaused 

rclatjonshipý: hcse determines 
how twidimcluals relse vALh their 

supenors and perform their Lask. 
Hanwassr. %wy concerned about 

mituilauung harromr, avoid 

actions that are perceived to 

create discord and damage 

relationship. !, W" believe in 
being " bertolak anixe or 

tolerant and compromising so as to 

avoid conflict and hurung Wien 
Difflased: No separation bemeen 

work and persoruil matters, How a 
MaLey deals vnth others at the 

work depends on his personal 

relaitionshipuith them 

ParUcialaristic: Expect to be 

&Fven special cortuderabons And 

treated as trubvidualz 
Face. All actions am directed 

towards protecting a permits face 

as what others in the society think 

ofan individual is considered to 

be Very UnponAUL 

Reciprocity-. Feeling duty-bound 

or obliged to repay kindness and 

fwvciursý likewise they also keep 

thew grievances for a long time 

and riewisc oaly when the time is 

Positive: 

Posimv relationship build 

cornmitment and loyalty, increase 

motivation to do well so as to 

- good personal 

relationship. 

Personslised relationship build 

trust which facansic open and 

Communication 

Negative: 

Open to exploitation by 

leaden; break do" in personal 

relationship damage mW and 

affect workn relationship. 

Desire to maintain personal 

mWonship leads to compromise 

ofrules and regulations and 

Vesater concern for feelings than 

task 

Concern for 'face'and harmiftous 

relation aLw inhibits criticisuilL 

challenging or being involved in 

conflict of idem. 

Feelings not communicated openly, 

leading to nusioramunication and 

misundersunding. 

The main stracqly seem to manage 
relationship. In ENCO. ". here is a 
deliberate strategy of 

investmg in personalised 
relationship with the 
belief knowing people is critical 
for business succesc likewise in 
CULCO. managers are urged to 

manages their staffiridniduadly, 
giving special considerations to 

individual needs and 

circumstances. 
Work outcome such as ideas 
contributed by employees, their 
work output etc. am treated as 
extension ofthe emploý 
themscl%, es and as such cn6cism or 

comments about them are made 
with sewitivity and consider, stion 
to the employees feeltrup. 
Increase sharing of information to 
build tinisc Example, in CULCO 

employees are given monthly 
feedback on financial performance 
and staff are welcome to question 
and seek clarification. 

(ii) In&rect: Several interviewees felt that generafly Malays did not like to 
be frank and direct, especially if they had something to say that is perceived 

as sensitive and having the potential to damage relationship or 'face' of the 

other party. To do so would imply that they are insensitive and inconsiderate 

and therefore would be scorned by others( CULCO, AIRCO, ). The normal 

approach seems to be to coat these message in pleasantries or to talk about 
it in a round about way, implying the message rather than being direct to the 

powt. 
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Similarly, response to negative or unfavourable message i's often not direct. 
Whi-le they react silently to the message, it might be followed xvith more 
drastic reaction such as withdrawal or retaliation in the future. 

(ifi) Highly contextual: Several respondents commented it would be difficult 

to understand the message without understanding the context of the 

conimunication ( CULCO, CITYCO, INNCO) because much of the 

communication is implied by what was not said rather than what was said. 
To understand these Wdden message, it was necessary to understand the non- 
verbal aspect of the communication as well as the context in which the 

communication is made, particularly the social relations of the people 
involved as commented by Mr. Mill of PETCO: 

" The challenge is to understand the hidden message.. - the 
bit that they do not say openly because very often this is the 

most important part of the message. It is there, butyou have 

to understand the total context to be able to see it. It is very 

subtle ... so I listen. I take my time to listen and t7 to 

understand the real message, but it is not always easy. 
(Mr. Mill. Acting Personnel Manager, PETCO) 

(b) Issues and Problems 

Ile comment from Mr. Shah about the way his Executive Director 

responded to his challenge reflects the principal problem associated %Nrith the 
way Malays communicate.. 

" Ifyou tell him something that he doesn't agree, he will not 

say anything ... so we cannot argue. Ifhe said 'no this is not 

, pight'then we could explain or present counter arguments. It 

would be easier. But he just sits there and don't say 

anything. So what do you do? " 

Basically it causes communication breakdown and makes it difficult for those 

invOlved to accurately understand the situation and take appropriate action. 

For example, Mr Zaidin of ENCO find that: 

"when ftelings and opinions are kept hidden or expressed 
indirectly, there is tendency to misinterpret reality. For 

example, when subordinates are silent, it is often wrongly 

228 



perceived ky their superiors as consent or supportfor their 
ideas and hence perpetuate their erroneous perception and 
thinking. " (Mr. Zaidin, Managing Director, EIVCO) 

(c) Strategies 

(i) Use intermediaries to communicate ( PETCO, CULCO. CITYCO) 
- 

In 

CULCO, for example, management has a systematic approach whereby 
trusted uiformal leaders are identified and used to get more accurate 
information from the staff as well as to transmit messages, especiaUy 

unfavourable messages to the staff. Similarly the employees also used 
intermediaries that they were close to and they could trust rather than 

communicate directly. Meetings, for example, are held in sessions to enable 

staff to discuss %%ith this informal leaders and convey their opinions and 

feelings through them to be discussed at the subsequent session of the 

meeting. 

(ii) Uses informa4 private communications to supplement formal 

communication: (TELCO, PETCO, CITYCO, INSURCO ). Several 

respondents stated that they used a lot of informal communication especiallý 

after meetings and outside work situations to provide personal explanation 

and gauge their feelings. For example, Mr Ahmad of INSURCO state: 

"It works... when you get close and discuss the issues 

personally in veryfrank andprivate manner so that their 

face'is not at risk, then they willing to be more open and 
frank Aey can befrank if the enwronment is right" 
(Mr. Ahmad, GeneralManager, INSURCO) 

The above discussion relating to the key values, associated issues and 

strategies are summarised in table 7.5 
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Table 7.5 Communication: values, issues and strategies 
Values I Issues and Concerns StraieWv 

Hiddenisim open: Positive: Focus on idonrial interpersonal 
Feelinp am not expressed openly. Maintains harmony and protect coffirnunication 
DISSaUsfactionsAtsaWternenits 'face' and self unage Cultivate uust by sharing 
are Lept hidden. Reduce few and stress of being MfOM=on 
Indirect humiliated in front of others. Use Lrifornial leaders as 
Vot direct and fianiL. ezpecmLly in Negative: I Lnterrnedianes to communicate 
tOrnmianic" nq; unv or Hidden orý tricomplece Managers go down to employe" 
w1favOUrable messW, tend to cccrA7x=cabm alcrease work place where they are more 
coat Mesaw with ples, "U&IM problems oftruscommunications; comfortable to communicate 
talk in a round about way to saiply inhibits free flow oficleasand Discuss work related issues dunng 
the inessar rather than C=Wg restricts critical evaluation of ideas. social interactions after worlL 
directly to the point 
Contest dopinsiSesit 

-Much Of what is comimunicaed is 
implied by what wits not and and 
by Nvcý message often very 
much linked to the conum 

7.3.5 JEALOUSY 

(a) Value orient2tion 
Several respondents cornmented, that Malays are basically jealous people 
( HOTCO, MARTCO, ENCO, CITYCO). Mr. Suzri and Mr. Shidi 

attributes this to their cultural heritage of wanting uniformity or 
homogeneity without much differentiation. Ilerefore, when one of the 
members achieve success it create differences and cause the unsuccessful 
one to feel inferior and resent those that have been successful ( ENCO, 
DEVCO, CITYCO). Often this feeling of jealousy is manifested by 

negative reactions such as sabotage as described by Mr. Shidi of CITYCO 

and Mr. Sharn of HOTCO 

"Basically Malays prefer homogeneity, feel comfortable 
when they are all the same. But with NEP, some are 

succeeding economically more than others. This creates 
differentiation and highlights the others as being 

'unsuccessful' So it creates animosity andjealousy. They 

would rather see others succeed than one of their own. The 

tendency was if the guy succeed, bring him down... literally 
(Mr. Shidj, Director, CITYCO) 
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and 

".. thesefteling ofjealouslv continue toflourish in the minds 

ofMalays in that if another Malqv happen to achieve a 

measure ofsuccess, then it is quite commonfor some of the 

others to discredit him behind his back and to poison the 

minds of others against him to bring him down. ... using 

poison letters and fimah'is very common in the Malay 

society. "(Mr. Sham, General Manager, HOTCO) 

However, several respondents felt that this value is changing for two reasons 
( DEVCO, MARTCO, CITYCO). First, programs such as'konsep payong'I 
has helped to instil the idea that the success of individuals can be shared with 

the group and that individual success is actually a 'Malay' success. 
Secondly, with the implementation of the New Economic Policy and rapid 

economic growth, there is already much differentiation in the Malay society 

such that need for homogeneity seems to be waning . 

(b) Issues and problems 

Jealousy produces negative reactions such as withdrawing support and even 
deliberate acts of sabotage ( ENCO, DEVCO, CITYCO) and there appears 

to be two consequences as expressed w the followmg comment: 

".. this creates two problems. First successful individuals are 

cautious of being criticised wondering whether the criticism 

is genuine or an act ofsabotage. This also demotivate some 

individuals whofeels that the associated risk ofsabotage is 

not worth the success. Secondly, people avoid criticising 

others in case this is perceived as jealousy (Mr. Shidi, 

Director, CIYTCO) 

1 The literal meaning is 'Umbrella Concept'. This is a strategy employed to develop Bumiputra 
entrepreneurs whereby selected Bumiputra business were nurtured and supported with by giving 
business opportunities, financial support, training and technical support with the understanding that 
these companies would support other business by sharing these business opportunities through 
subcontracting and vendor system. 
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(c) Strategy. 

One approach to address this problem has been to attribute the success of the 
individual to the group and direct public praise and accolade to the group 
rather than the indi%idual such that the individuals success is regard as the 

success of the group (ENCO). ENCO also has a deliberate strateg.,, - of 

maintaining low profile as a company in order to avoid atUacting attention 

and resentment to the success of the organisation and its owner. 

The kn- values and the associated issues as well as the strategies employed 

are suffunarised in table 7.6 

Table 7.6 Jealousy: values, issues and strategies 

Values Issues and Concerns Strategy 
R-t the success and Segative: Read negatively by Attribute the success to the group 

aduevement ofpeers &S: z LS. U= sabotaging or withdrawing support rather than the indhiduall 

as reflecMig d*u own Creates animosity and tension. Clearly highlight how the success 

Inadequacies and fadures affecting Dernouvates individual from of the inclividual will bernefit the 

their oum standing in the standingout and encourage 'low whole group 

community profile' for few that they will Maintain a low profile strategy like 

become victims ofiesJous feeling' ENCO 

of others. 

7.4 MODALITY OF ACTIVITIES ORIENTATION 

Modalitv of activities refers to the focus or the main orientation of the 

activities of a particular group. It is not a question of whether they are 

passive or active, but rather, it reflects how individuals approached their 

work and the extent work-related concerns affected their lives. Three main 

orientations have been in&rred by YJuckhohn and Strodtbeck (1961) 'being' 

oriented that is, to act out one's feeling as they are experienced), 'doing' 

oriented striving hard to achieve or accomplish something) or 'containing' 

oriented a balanced orientation). In this study five major aspects of work 

are investigated to determine the principal focus of the activities of the 

Malays and to determine whether the Malays are 'being', 'doing' or 

fcontainiiig' oriented. 

As described in section 7.3, Malays were generally found to accord more 

significance to aspects of relationship and rank rather than achievement 

suggesting a more 'being' orientation than 'doing' orientation. This 
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particular value seem to be a major determinant of their activity. As 

perceived by several respondents (IMARTCO. ENCO, AIRCO), Malays felt 

under pressure to identify themselves closely with their society: trvirig to be 
different or unique was not viewed in a positive light. Describing this as a 
'herd' mentality Mr. Suzri of MARTCO explains: 

11 this 'herd' mentality is caused by an unconscious pressure 

upon the individual tofit in and do what everyone else is 
doing because those who did something extra or different 

are regarded negatively as 'gago'or 'kae k7ang "'(Mr. 

Sum Managing Director-AIARTCO) 

Another respondent regarded individuals who did not conform te 

established norms or who regularly challenged the status quo as potential 
trouble makers. He reasons: 

"I don't know whether we should encourage these people... 
because they are not normal. They will not see the way other 

people see things. To them the mind is free and they can 

think in whatever way they like. I don't think that these 

people who easily break awayfrom the basic norms will be 

goodfor the society because everybody will be doing their 

Own thing in their own way ... it will be dangerous. 

(Mr. Shah, General Manager, AIRCO) 

The impression gamed is Of a tendency for Malays to 'fit in' and act in 

accordance to group and societal noms, often to the detriment of the 
effective performance of any particular task in hand. As expressed by Mr. 
Zaidin of ENCO: 

"... we are not suppose to be different. We are supposed to 

conform. We are not encouraged to be creative. " 

Several other values have been found to be associated with this need to 

conform. These are: 

7.4.1 MAINTAINING TBE STATUS QUO 

(a) value orientation 
As they strive to conform and fit in with the society, Malays were found to 

welcome the status quo and were not very comfortable "rith change and 
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uncertainty ( INSURCO. CIPCO, UTILCO, CULCO). As one respondent 
commented: 

'7 think it is ývpical qfMaiays not to do something new. He 

is more comfbrtable in a stable and secure environment, 
where he knows what he has to do to be accepted in the 

crowd Thus he is more likely to seek status quo and do 

things as usual. (Mr. Musa, General Manager, CIPCO) 

Another respondent put the problem down to complacence. 

"... in terms of action and effort, I think that the Malays are 

comparable with the Chinese. The only difference is the 
desire level- they are contented very easily as opposed to 

the Chinese who are not that easily satisfied and keep on 

strivingfor more. " (Mr. Shidi, Director, CITYCO) 

However in addition to a general reluctance to and lack of motivation for 

change, Ms Maznah of UrILCO felt a major problem to be a general lack of 
awareness of the need for change. She explains: 

"the situation is more like the frog that died in the warm 

water that was boiled slowly. Just as the frog did not notice 

the change in temperature and the threat to its life, Malays 

are also not aware that the environment is changing and that 

itposes a threat to their survival. " (Ms. Maznah, Senior 

Manager, Corporate Semces, UTILCO) 

However, most respondents were keen to point out that although Malays 
favoured the status quo and did not actively seek change, this did not mean 
that they were totally opposed to change either. In fact many respondents ( 
TELCO, INSURCO, MARTCO, INNCO) described them as very adaptive 

citing the changes they have undergone from being a peasant society to a 
fairly entrepreneurial society in a relatively short time as a testament of their 

adaptability. As Mr. Ahmad of INSURCO attests: 

"Malays are very adaptable. The fact that they have 

changed so much within the last ten tofifteen years proves 

this. They are now more willing to venture and are more 

comfortable working with set targets and goals... A lot of 

their values have changed.. " (Mrý Ahmad, General 

Manager, INSURCO) 
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Their attitude to change depended on their perception of the benefit it would 
bring to themselves and to their orgaruisations. As INIr. Mill of PETCO 
observed, if they were convinced of the benefit, then they embraced change 
readilv. 

"It was important to establish a clear link between 
innovation (and change) and the benefit to both the 
Organisation and individuals. The thing that will generate 
Innovation is when they could see a direct link- between the 
challenge and their efforts and how it mattered to the 
business and how it mattered to them. " (Mr. Mill, Acting 
Personnel Manager, PETCO) 

(b) Issues and concerns 
One major consequence of the three values of (i) wanting to conform to the 

group, (10 maintain status quo and (iii) becoming easily satisfied with what 
they have achieved was that it deprived them of their motivation to explore 

new and novel ways to advance further, stifling their creativity and 
inhibiting the introduction of new ideas ( CULCO, PRESSCO). Individuals 

for example were reluctant to forward new ideas as they were concerned that 

theY would be branded " gago" orbusy-body'. 

(c) Strategies 

Mr. Frankie, the head of training in PETCO viewed it necessary to highlight 

the risks and consequences of maintaining the status quo. As he pointed out 

"we had to orchestrate the change.. highlight the imminent 

crisis if we did not change, if this was not done people, 

would not pay attention. " (Mr. Frankie, Head, Training 

DeDt., PETCO) 

Apart from creating the awareness for change, the experience at MARTCO 

and CrI"YCO was that the change itself must be well thought out and 

properly executed. Rigorous analyses were conducted and the reasons for the 

change were clearly established. Staff were then provided wM the necessary 
infonnation and training and only then did implementation occur. As Mr. 

Suzri discovered 
, the staff must be given time to understand the 'whys' and 

the 'hows' of the change. He explains: 
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"ýfgiven time to understand all these, then it is easier to 
integrate the staff with the change ... but ifyou. force it too 

much, without analysing and lqýpng the groundwork.. it is 

just like telling somebotv to do hisjob without telling him 

what he is supposed 16 do. He is going to get lost and get 

tepset. " (Mr. Suzri, Managing Director, AMRTCO) 

Tle above discussion on maintaining status quo is surnmarised in table 7.7 

Table 7.7: Maintaining status quo: values, issues and strategies 
Values Issues and Concerns Strategy 

Hard mentailitr. deum to 'fit in' Positive. Easy to control Change is orchestrated: crisis 

with the group. Strom pressum beimmow ofindividual members situation are deliberately created to 

to follow the weepted nornis moil in the group. highlight the danger of not changing 

practicm Negative. Desire to conformi Changes are implemented 

Maintain Statm Quo: Seek discourage individuals from doing gradually. A lot of time and effort 

sloiations in which one knows things; dLffcmntlv is spent on ensuring that the 

what he or she has to do to be positive: Can be very adaptive and members are convinced of the 

accepted in the FoW. Resist corrunitted to change once benefit of the change and how they 

change unless convinced ofthe convinced ofits benefit. can cownbute. 

benefit to self and the group- Negative: desire to maintain 

Easily contented and cormlacent. stattis quo as well as the few that 

Unaware of the risk ofw they mWY be branded 'gap' for 

changing, viggesting new ideas decrease 

Mom 'being' oriented than mouvation to be creative. 

'dolftg' oriented Being' orientation places more 

ecaphaxis on existing status 

relationship and tend to jr- 

achieverment and expert use. 

7.4.2 SELF -EFFACING 

(a) Value Orientation 

Malays were described as valuing modesty and humility and disapproving of 

those who 'go on ego trip'or 'blow their own trumpet'. As a result they 

were usually humble about their own ability and achievement and preferred 

to keep a low profile. They were described as normally feeling uncomfortable 

when singled out and placed in the limelight even when the public 

recognition and praise was deserved and tied to their own achievements. As 

Mr. Shidi of CITYCO observed: 
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"Malays are vety modest .... to its modesty is a virtue. So we 
tend to be uncomfortable when praised publicly. ... though 

we like being recognised and praised in private " (Mr. Shidi, 
Director, CI7TCO) 

Two main ways by which this value of modesty is manifested at work are: 

(i) They tend to underrate their own achievement and do not make serious 
efforts to claim credit (ENCO, ) 

(ii) Although they like to be recogaised and appreciated for doing good work, 
they seem to prefer this to be done privately. They are very conscious and 
embarrassed if they are singled out and praised publicly (ENCO, AIRCO, 
CIWCO). Thm main reasons were mentioned: 

(a) They are concerned and uncomfortable when differentiated from other 

members of their group. They are happier when praise is accorded to the 

whole group rather than to them as an indMduals. 

(b) They fear that they will be ostracised or ridiculed by others (AIRCO) 

(c) It stems from their inability to give praise( DEVCO, CITYCO). Malays 

in general are reported as not very good at giving praise. The manner in 

which praise is deliVered, in particular, whether sincere or not, impacts 

strongly on how it is received and there is a tendency to praise for the sake of 

praising rather than being sincere as reflected in this statement: 

reaction to praise depends on perceived sincerity and 
how it is conveyed. The problem is Malays are not 

comfortable praising othem They do not know how to praise 

... and do not regard it as important. (Mr. Hashim, 

Managing Director, DEVCO) . 

However in some companies change has occurred in this respect. For 

example, TELCO and HOTCO have found that, contrary to the above belief, 

public praising has been %yelcomed and appreciated. 
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(b) Issues and problems: 

Two problems associated with this value of self-effacing could be infýrred: 

0) the tendency of the Malays to underrate their own achievement affects 
their own self esteem and confidence (ENCO, CITYCO) as illustrated in the 
following remark: 

".. because they underrate their capabilities and 
achievements, it affects their confidence... so they are 

reluctant to voice out their ideas and to criticise... " 

(MrShidi, Director, CITYCO) 

and (ii) reward mechanisms such as praise and public recognition can be 

embarrassing and became a source of distress rather than motivation 
(CITYCO, AIRCO). 

(c) Strategies 

Although there seems to be some risk attached to praising and recognising 
individual achievements publicly, praising and recognition schemes such as 
'employees of the month award' (TELCO, MARTCO, HOTCO, CITYCO, 

AIRCO, ENCO) and 'suggestion of the month award' ( GASCO; PETCO, 

SEDCO, UTELCO) seems to be widely used. However, two factors seems to 
be important in using praise and award schemes - 

(i) the praise or recognition is linked to the group: Some companies like 
AIRCO and ENCO placed greater emphasis on giving public praise and 
recognition to the group and recognise individuals more privately. 
Mternatively, as Mr. Suzri of MARTCO and Mr. Shidi of CITYCO 

expressed, it was important to relate clearly the benefit that the individual's 

achievement has brought or will bring to the group. As they note: 

it ... we use praise a lot One of the objective of our Monday 

morning assemblies is to recognise those staff who have 

done well andpraise them publicly. But to make sure that it 

does not result in unwanted reactionfrom others, we are 

careful to point out how the individual's achievement will 
bring benefit to the group, so that the group will alsofeel 

that the individual is worthy of such credits "(Mr. Suzri, 

Managing Director, MARTCO). 
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and 

"create a culture where good work is regularly praised. - but 
the praise is done privateýyfirsr The individual is called in 

andpraised in privatefirst and then only made public. And 

when it is made public. the achievement of the individual is 

associated with the success ofthe group" (Mr. Shidi, 
Director, CIZTCO) 

(ii) give praise and recognition professionally: In some organisations like 
TELCO, GASCO, HOTCO the Malay staff were found to be happy to be 

recognised and praised publicly. Mr. Nazim of TELCO spoke of the pride 
associated with winning their 'employee of the month' award: 

this is because such awards are taken very seriously and 
is very difficult to get Only those who really deserve it are 
given the award. It is notjust an attractive carrot, but a 
source ofpnde andprestige " (Mr. Nazim, Regional 
Manager, TELCO) 

Similarly, several respondents thought it important to "institutionalise" 

praise so that it is given consistently, objectively and professionally 
SEDCO, CONSCO, CITYCO, AIRCO) as reflected in the following 

comment: 

" there is a need to create a culture so that all good work- is 

regularly praised and balanced with constructive crincism 

and without any element offavourifism "(Mr. Shidi, 

Director, C17YCO) 

Hence whether praise works or not wfll depend on how it is given and the 

context in which it is given. In general, public praise can work if it is given 

sincerely, consistently and if the achievement of the individual being praised 

can be shown to bring benefit for the group as a whole. 

The key values, issues and strategies relating to self effacing are summarised 
in table 7.8. 
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Table 7.8: Self effacing- values, issues and strategies 
Values Issues and Concerns Strategy 

Values humility and medemy; Posidw. lea risk of unhealthy praise "th ns t" vo " ' 'I r m i 
tend to be humble about own competition and power clashes. 

' 
Zipient 

feel sJ t 
ha 

s to be how th: 
ability Mid *chjeVe,, m, Nolpitive: clearly linked with contribution of 
People who'blowthetrowri UrJerr" one's own the individual and how it has 
m4nPet * faced clutapproval. achievernent and capabiljýy affects bcnefitted. the company as; a whole . Want to be appreciated and self esteem and confidence. 
recoFused for good work but Lack ofassertiveness may result in Praising publicly is supported with 
emb&TSssed to be in limelight quality ideas not being pushed privitte recognition. 

forward. In some orprusations, praise is 
Discomfort with public praise institutionalised to ensure that it is 

chscouniges managers fiom using given consistently and fairly 
prime as an important tool for conveyed and properly. 
motnuort, Assertive training to incuilcate 

individuals to be more confident and 
to more willinil; to forward their = 
I and opinions. 

7.4.3 AVOIDS DECISION MAIGNG AND CONTRIBUTING IDEAS 

Value Orientation 

Several respondents described that there was a tendency amongst the Malays 

to avoid making decisions and forwarding new ideas as they regard these as 
the responsibility of their superiors and felt safer not to trespass into their 
boss's area of responsibility ( AIRCO, PETCO, CITYCO, MARTCO). In 

the words of Mr. Shidi: 

" They still expect that we give them all the answers. So 

when the ask a question and if we posed the question back y 
to them , their reaction is to protest and complain. ... 'when 

we ask the managers or supenors some questions, they push 
it back to us and ask us to think.. ' That is their reaction. 
They are not happy because it has been their nature to 

expect decisions and ideas to comefrom their leaders" (Mr. 

Shidi, Director, CITYCO) 

Such an attitude can be attributed to a general lack of confidence stemming 
from an upbringing which has not trained individuals for decision making, 

and to the 'traditional' attitude of superiors that they are wholly responsible 

for decision making. As Mr. Shah comments: 
"all our decisions have been madefor us by ourparents, our 

teachers, our leaders 
... so we have not been trained to 
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think. Thinking is a skill that we have not mastered because 

of our upbringing " (AIRCO) 

Key aspects of this value include 

(1) dependence on authoritative leaders : an expectation of leaders to know 

even. thing and to depend on them to make all the decisions and provide all 
the answers (PETCO, ENCO, DEVCO, 

"As a leader, he must be seen to be one-tip on the others. 

... to know more than the others. The people expect that he 

must be one-up" (Mr. Zaidin, Managing Director, ENCO) 

(ii) a preferencefor structured tasks: Malays employees seem to prefer their 
duties to be clearly defined so that they are spared from having to make 
decisions. For example, an average employee in a Malay organisation tends 
not to make an independent judgement when faced -with a choice while 
perforn-dng his/her job, unless he or she has sufficient knowledge that the 

udgement will be backed up by superiors with whom he or she has a good 
personal relationship (HOTCO, NURTCO, CIPCO) - 

(iii) concern for style : Malays are concerned about form and style. To them 

not only must their ideas be good ideas, but they must also be presented 
'beautifully,... Hence if they did not have the right words to express the ideas 
'beautifWly', the idea would not be put forward. (CULCO, CITYCO) 

Oji) Decision making by consensus: Several respondents found that Malays 

Nvere happier to make decision by consensus ( PETCO, CITYCO, CULCO) 

for then, they would not be personally accountable for their success or 
failure. However once they have decided, they are committed to the decision 

even to the extent of being willing to suffer pain as a consequence of that 
decision (CITYCO, CULCO). 

(b) Issues and Problems 

(i) The passive attitude of wanting everything decided restricts discussion 

and restrains initiative: "even when they had theflexibility to do something 

they would rather wait and be told what to do" ( Mr. Suzri , Managing 

Director, MARTCO). Hence, while the Malays are good at executing 
decisions ( PETCO, CFrYCO, MARTCO ), a culture of dependency is 
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created. discussion and cross fertilisation of ideas are inhibited and the 
status quo is reinforced " The problem is well illustrated by IMr. Nfill's 

obsemation: 

"... ýf. Vcu want execution we have got good execution. The 
difficulty is when , you need somebody to use their initiative, 

... if they discover what they are doing is notproducing the 
desired result.. they would not use their initiative to make 
variations and come back- and say 'actually I did it 
differently because the situation was different' orfeeding 
straight back and say 'hang on a second, I can't quite do it 

this way because of such and such reasons' That does not 
happen. " (Mr. Mill, Acting Personnel Manager, PETCO) 

Oll) Several respondents felt that because of their conditioning, Malay 

employees Avere silent at conimunication situations such as meetings and 

interviews not because they had no ideas, but more because they AN-ere not 

Confident enough to articulate them (TELCO, CULCO). In some cases, 

when they did articulate their ideas, they were too nervous to present them 

coherently. If the superior was not duly sensitive, employees would tend to 

clam up and withdraw from participation. 

(iv) Because leaders are expected to be in charge and to know more than 
their subordinates , some (a) are reluctant to teach or impart all they know 

to their subordinates fbr fear that their subordinates may become more 
knowledgeable then them ( TELCO) (b) become defensive and refuse to 

change opinions when chaflenged ( ENCO) for fear that to allow this would 

reflect on them as ineffective leaders. 

(c)Strategies 

Four conunon ways to encourage individuals to contribute ideas and make 
decisions were highlighted by the respondents. These are 

(a) push subordinates for ideas and decisions. Several respondents stated 

that they exercised pressure and insisted that their subordinates come up 

Nvith their own idea and make their own decisions about how to make things 

work in their own area. While they would be willing discuss and provide the 

necessary inforination and support, they strove to ensure that ideas and 
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decisions came from their subordinates (AIRCO. PETCO. MARTCO). As 
Mr. Mill of PETCO illustrate: 

"When I assign them some piece of work- or a problem that 
needs some solutiom their usual reaction would be to 
present me with a draft ofalternatives. But they would not 
be committed to any particular alternative. nen I ask- them 

for their recommendation, their reaction would be to try and 
find out my own preference. I have to insist on their 
recommendations. If they need_fiirther iqtbrmation, I give it 
to them, but I don'tprovide the solutions. I will return their 
proposal and ask them to come back with their 
recommendation. That is one way how we get them to make 
decisions. " (MrMill, Acting Personnel Manager, PETCO) 

(b) set challenges, Malay employees were viewed to be responsive to 
challenges or crisis situations. Tberefore one way to get them to contribute 
was to set challenging targets and goals which would force them to do things 
differently. Tle Unit Margin Enhancement program in PETCO is one 
example where staff have responded ivell to the challenge to reduce the 
operating budget and come up with innovative ideas. 

(c) use groups for decision making and generating ideas. As most of the 
respondents commented, Malays were much happier to generate ideas and 
make decisions collectively. Hence using groups and teams is very common, 
and one of the most popular mechanism is brainstorming ( ENCO, CULCO, 
PETCO, TELCO, AIRCO). Brainstorming sessions were found to be 

popular because with proper ground rules, these sessions were regarded as 
special fbrums "where it was legitimate to be open and frank and 
Participants were more willing to give and accept criticisms" (Mr. Zaidin 

, Managing Director, ENCO) 

(d) create an emotionally safe and supportive environment: This includes: 

- providing emotional support with reassurance and encouragement (ENCO) 

such as " .. don't worry.. you are amongfriends... you will not be 

Penalised " (Mr. Zaidin, Managing Director, ENCO) 

- being sensitive to the fact that their 5taff may be nervous and 
uncomfortable and therefore can be incoherent when required to fonvard 
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ideas. The superior provides help to stnicture and develop their 
subordinate's ideas. (CULCO, TELCO). As Mr. Mat of CULCO stated: 

"I have seen two k7nd of chairmen at meetings. The first is 

quick to make negative comments and reject an idea if it 
does not make sense. The second ýIpe however takes time to 

paraphrase the question andfind out what exactly the 
individual meant and helps the individual to restructure and 
express it more clearly. That is what we try to do here" (Mr. 
Mal, Monag7ng Director CULCO) 

- all ideas are treated very seriously to cut down the fear of ridicule. Idea 

evaluation is done systematically and care is taken not to rush into criticism. 
The positive aspect of an idea is highlighted even if the idea is ultimately 

rejected. If necessary, post decision discussions are conducted with the staff 

member who contributed the idea to explain why his or her ideas was not 
accepted and to both soothe feelings and encourage future contributions 
(CULCO). 

The above discussion on decision making is surnmarised in table 7.9. 

Table 7.9: Decision maldng: values, issues and strategies 

Values Issues and Concerns Stratery 
Believe that decision making is iNegative: Creates a culture of Creating a supportive ermixinment 
the sup"iers, rspensibluty. not dependency in which there are no penalties for 

theirs. Focus on consensus leads to making wrong decisions, 

Avoids decision making because compromises rather than searching Provide support during the 

they are considered as having high for the best idea. implementation of the decision. 

Ncial rhjL Tendency to mid situation that arc Using groups to make decisions. 

Prefer decision makhag by arribiguous or uncertain restricts Setting challenM goals and targets 

comensus so as to avoid direct experimeritation and trying out new that force alternative thinking and to 

accountability. ideas. make decisions. 

Prefer str%Wured dedsim insiting 

sitillitiom as opposed to those with 
high degree of uncertainty 

7.4.4 ATTrITJDE TO LEARNLNG 

(a) Value orientation 

There were two main aspects of learning that were perceived as important 

and relevant by the respondents: first, the type of knowledge that Malays 
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preferred to learn and second]y. how they liked to learn. Based on these 
two aspects. the major themes on learning identified from the study are: 

(i)fiinction -oriented learning: Several respondents described that Malays 

regarded learning and sharing knowledge as a duty and a form of 'ibadah' ( 

worship)( CULCO, CITYCO, FINCO, INNCO). Hence they were described 

as enthusiastic. willing and fast learners. For example, Mr. Shidi, Mr. 
Nazim and Mr. Masran of CITYCO, TELCO, and INNCO respectively all 
regarded the success of their organisations in achieving impressive results 
despite being in new business as a "testament of their ability to learnfast". 

However, some felt that in normal circumstances, Malays were apathetic and 
reluctant learners and that they learned only when it was forced upon them. 
Even then, they were inclined to learn only things that were directly related 
to their own work and ignored aspects that are not related as irrelevant. As 
Mr. Zaidin of ENCO and Mr. Sham of HOTCO observed: 

Nowadavs, we have this problem of 'tidakpathy'with the 
Malays as there is a tendency to treat something outside 

their own immediate responsibility as no concern oftheirs 

and to show no interest in learning it... They make 

themselves uneducated Instead offorging ahead and 
learning new things they give all kinds of excusesfor not 
learning. They avoid learning unless forced to. They want 

opportunities ... 
but they don'tpreparefor it" (Mr. Zaidin, 

Managing Director, ENCO) 

and 

" ... ifyou send a Chinesefor a course or seminar that has 

nothing to do with his work, he will take it as an opportunity 

to improve himsetf But ifyou send a Malay, he will take it 

as a waste of time. Though this is changing and there is 

more willingness amongst the Malays to learn new things, it 

is still a big problem" (Mr. Sham, General manager, 
HOTCO) 

( ii) holistic knowledge: Another factor that influenced willingness and 

motivation to learn was the 'value-content' of the knowledge. They seem to 

be more interested and attracted to learning situations that not only impartcd 

knowledge but also developed or reinforced positive values. As Mr. Masron 

of INNCO and Mr. Kassim of FINCO observed, Malay employees were 
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generallN, wary of learning something perceived to have no bearing on 
enhancing values or which would be in conflict with established values and 
beliefs. 

"what they learn has to be meaningfid to them. In the case 
of the Malays it means contributing to their character and .I 
notjust building on their skills or knowledge. They would be 

motivated if theyfelt that what the learn will contribute to y 
their image as lorang baik'(a goodperson) " (Mr. Masron, 
Managing Director, IAWCO) 

and 

" 
... how they react to new knowledge depends on whether 

this knowledge conflicts with their established values .... 
especially Islamic values. If they had some doubt theY will 
reject it. They would only learn something if they were quite 

confident that it did not undermine what they believed in. "( 

Mr. Kassim, Managing Director, ENCO) 

(c) learning style: The preferred learning style of the Malays has been 

variously referred to as guided, directed and structured (TELCO, 
INSURCO, CULCO, AIRCO) and Malays have been described as being 

more willing and comfortable to have someone teach them rather than learn 

on their own. The dominant model of learning seems to be apprenticeship 
based on the concept of 'tunjuk ajar' ( teaching through demonstration) as 
they seek 'expert' advice and show preference to learn only from those 

whorn they perceive to know better. The following observations from Mr. 
Ahmad of INSURCO, and Mr. Suff of PETCO illustrates this: 

" we are Jnfluenced by our 'berguru'culture. So whenever we 

want to learn something, we lookfor a ýguru'to teach us. We 
learn well by their example. Show us how it is done and we 

pick it up veryfast. It is not like my case when I left teaching 

to involve in insurance, I had to learn the whole business by 

mysetf There was no one to teach me.... I don't think most 
Malqys would have been comfortable in that kind of 

situation. Malays are generally not very comfortable when 

they have to learn on their own. " (Mr. Ahmad, General 

Manager, INSURCO). 
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and 

". -. there is a need to exploit the potennal ofmentoring as I 

think itfits the Malay's values. .. as I think that this is how 
they learn best. ... look at how Ma4ys learn at 'selcolah 

pondok' ... at gelanggang silat'... there is a lot o mentorship 
total mentorship, I think, because the students acquire not 

only the skills and knowledge, but also values and attitude 
from their guru... " (Mr. Suff, Deputy Head of Training, 
PETCO) 

In general Malays have been described as generally good and effective 
learners in structured situation, but find it uncomfortable in unstructured 
situations where they had to explore and learn on their own (AIRCO, 
CULCO, ENCO). 

(b) Issues and concerns. 

Three key concerns have been highbghted. 

W One of the main concern is that the lack of initiative to find out and learn 

on their own as well as their reluctance to team anything that is not directly 

related to their work. This limits the opportunity to explore and discover 

new knowledge ( CULCO, CITYCO, TELCO). Ile consequence of 
filtermg and restricting what they learn is that it would develop a very 
limited knowledge base and a narrow perspective of their work, thus 
limiting their creativity and innovativeness as commented by Mr. Zaidin of 
ENCO: 

"Ifpeople have knowledge ofa particular issue, then they 

will talk about it and if they talk about it then they can spot 

opportunities that can lead them to change, but ifpeaple are 

reluctant to learn, creativity and change are impeded" 

Mr Zaidin, Managing Director, EVCO) 

(OBecause knowledge is highly valued by the society, to be ignorant is 

considered a very serious shortcoming. As a result, individuals were 

reluctant to admit ignorance, when they did not know something . 
As one 

respondent commented, "they ( empkyees) would even pretend to 

understand instructions and refrain from asking questions when they were 
in doubt as to show their ignorance would be damaging to their se4f 

esteem. " ( Mr. Shah, General Manager, HOTCO) They also avoided 
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participating in discussions and giving suggestions for fear that these would 
reveal their ignorance and cause loss of *face'. 

(111) As Malays preferred to learn only from those whom they perceived to 
know better than themselves, they tend to ignore the potential of learning 
from their peers or their subordinates. This tends to limit the sharing of 
experiences and learrung from each other in groups. 

(c) Strategies 

Four different strategies to address these problems can be inferred from the 
inter-view responses. 

(1) Learning together as a group through joint problem solving: A common 

method was to learn together on the job where managers join their 

subordinates and instead of teaching them, they learn from each other by 

solving problems together, 

".. learning is enhanced by doing a lot of things together. The 

role of the senior staff is to provide encouragement and 

support rather than actually telling their subordinates what 
to do or how to do it. " (Mr. Shidf, Director, CITYCO) 

Two factors seems to encourage this type of behaviour, (a) organisations 

such as CULCO, TELCO, ENCO, TELCO, CITYCO were involved in 

business that are "new" to most of the staff , including top management. As 

a result, managers and supervisor also lacked the expertise as well as the 

experience to teach others, and (b) the dynamic state of business 

environment where technologies, methods and approaches becomes obsolete 

very fast. Hence, it was necessary for everyone including top management 
to keep on learning newer technologies and know-how. According to Mr. 

Shidi of CITYCO and Mr. Mat of CULCO: 

"They (the employees) have to learn on their own, -they 
cannot hope to be taught the tricks of the trade by their 

managers or their supervisors because most times these 

People are also quite new to the situation and are also 
learning at the same time " (Mr. Shidi, Director, CHTCO) 
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and 

"the business environment is so dynamic .. things are 
changing sofast that whatever knowledge that we have 
becomes obsolete veryfast. There are so many new things to 
learn 

... but who is going to 'tunjuk ajar? So what happens 

is that we all learn together, And there is more exploring 

and experimenting together in this process. (Mr. Mat, 
Managing Director. CULCO) 

(ii) Mentoring: IN PETCO, there was a special mentor mentee program 
whereby new employees are paired with experienced seniors to learn on the 

job. Simýilarly TELCO uses teams where junior members are paired together 

with more experienced senior staff so that they can learn from them. 
MARTCO and FRANCO also had similar schemes especially in their 

marketing departments where new staff were 'attached' to more experienced 
senior staff to learn from them. . 

(iii) Broaden job description and role expectations of individuals: 
Organisations such as ENCO, SEDCO, CULCO had very general job 
descriptions and staff were assigned a variety of roles and task or had 

multiskilling programs which necessitated individuals to learn a broad 

range of skills and knowledge. A dancer in CULCO, for example, was not 

only a dancer, but also a telephone operator, a customer liaison officer, and a 
ticketing clerk. In this way, employees were forced to develop a broader 

Perspective of their own job as well as to learn new skills and knowledge. 

(iv) create a learning culture. Many of the respondents mentioned that one 
of the key focus of their organisation was to create a learning culture where 
individuals are encouraged to learn and share their knowledge with others 
ENCO, CITYCO, MARTCO, PETCO, CULCO). In ENCO, for example, 
top management themselves set the example by reading vvidely and sharing 
their knowledge through fon-nal and informal discussions. As Mr. Zaidin 

expressed: 

"I encourage my staff to be educated because that is when 

they can see things. ... their perception... their vision expands. 
We don't allow tunnel vision here. You work here, you must 
be informed on a variety of subjects .... ... get busy and learn 

because that is the wqv we want to operate. And they must 
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share what they learn with others because as you know in 

Islam. it is our responsibility to share knowledge. Even HB 

and myse4(have regular discussions and seminars with the 

staff to share what we have read.... so they must share. " (Mr. 

Zaidin. Managing Director, ENCO) 

The main ideas of the above discussion on lean-ling is sununarised in table 
7.10 

Table 7.10: Learning: values, issues and strategies 
Values Issues and Concerns StrateZ- 

Learning and shismigoftnowtedge poWttye: Motivation to ]cam and Group or team learriml; where the 

is regarded as a form ofworsWp or share knowledge is high because emphasis is to learn from each 

'ibadah 
. those perceived to be thu Is regarded as an act of other and solve problems Logrther, 

'Icarned' am accorded high worship. Mentonng whereby junior staffare 

respect 4. gative: Preference to be taught attached to senior and more 

Tend to learn only those things that by others leads to lack ofinitiative atperienced staff so that they can 

are am to be'usefid% seek to learn on their own. team from each other. 

learning situations that contribute Tend to learn only those thmgs Use broadjob deumptions and 

to holistic development rather than that they perceived to be directly 'stretching assignments' ýiuch 

just knowledge. clued to their work Consequently makes it necessary for indhiduals 

Prefer to leam under structirw their knowledge base and outlook to learn and do difrerent and new 

situation ftm dboac they perceive to tend to be narrow things. 

be more knowledgeable than to Because of the unpottance attached Create learning culture where the 

learn on their own. to being knowlcdgebblcý semor managers take uuuwve to 

individuals tend to hide their sham knowledge and expenence 

-illtioraince' by keeping quiet and with others. 

refto ftorn asking q--. 

prefinmee to learn only from those 

pc=ived to be more 

knowledgeable leads them to 

igrwra ON potential of learning 
from their peers and subordinates. 

7.4.5 TENAciTy 

Value orientation 
Contrary to the common description of the Malays in the literature as lazy 

and lacking persistence , most of the respondents felt that the Malays were 

generally loyal, committed, very hard working and able to work well under 

pressure (TELCO, CULCO, CITYCO, AIRCO) as described by ', Ivir. Shidi 

of CITYCO: 
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"Afalcývs are very hardworbng... they are willing to work 
you know even under pressure. Tellthem what to do and 
they will do it. Thiq enjoy doing it ..... and they have a high 

level ofperseverance. They will keep on trying until their 

objective is achieved If the 
,y cannot achieve it in one way, 

they will try other ways. " (Mr. Shidi, Director, CITYCO) 

However although they were persistent and not easily discouraged by 

setbacks, they were not seen as being obdurate as observed by Mr. Shah. 

FF although they are persistent and not easily discouraged kv 

setbacks, they are more sensible .... when they realise that 

they have thed their best and have not been successful, they 

will move on. " (Mr. Shah, General Manager, AIRCO) 

Because of these values , several respondents found that Malays are very 
good at executing orders and implementing decisions CITYCO, CULCO, 
PETCO, INSURCO). 

Table 7.11: Tenacity: values and issues 

Values Issues and Concerns 
LayaL --d. and very hard workm& Positive: Very good at executing orders and 

P-19 implemenung decisions 

Work well under pressure. 

7.5 RELATING WITH TBE ENVIRONNENT: 

It is possible to identify two major values from the respondents perceptions 

to characterise how Malays relate to their environment. 

7.5.1 OUTER- DIRECTED. 

(a) Value orientation 

Although some respondents reported that the younger and well educated 
Malays are 'inner directed'( CULCO, DEVCO) most of the respondents, 
however, felt that in general most Malays were more externally directed . 
They were viewed to depend on and to attribute their successes and failures 

to external factors as described by Mr. Mat. of CULCO. 
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IF 
... traditionally they have negative attitude and tend to 

blame the system or othersfor their ownfailures. Hence 

they do not take responsibility fior their own success and 
failures 

...... attributing it to some externalfactors (Mr. 
Mat. CULCO). 

Two major factors seems to contribute to these: 

(i) it emanates from their concern about what others vvifl think of their 

activities as well as their desire to maintain harmony and status quo as 
discussed in section 7.3.3 and section 7.4.1 In general they seem to feel 

that they must adapt and fit in with their environment( particularly the social 

environment) rather than impose their own will and upset it. . 
Hence they 

tend to seek the opinions of others before doing something and compromise 
their own objectives and needs 'and bend over their backs to please others' 
(Mr. Sham, General Manager, HOTCO). Moreover, they depend on their 

social environment as an important support mechanism that provides 
inf6rination, advice and assistance in their work and therefore invest time 

and effort to build and maintain a strong network of personal relationships, 
both within and outside the organisation. 

(ii) their belief that everything has been fated and decreed by the All Mighty 

and that all their success and fkilures is predetennined and is not entirely 
dependent upon their own effort. 

(b) Issues and concerns 

(i) One outcome of these external locus of control was that Malays were 

viewed to have a dependent rather than a competitive mentality ( ENCO) 

and preferred to conform rather than venture out, 

(ii) The social network that Malays cultivate through building personal 

relationships has been described as a sensitive antennae or external sensor 
for gleaming information from the environment as well as a major source of 
influence that determined their actions. ( PETCO, ENCO, CULCO, 

MARTCO) 

(ii) They were described as having very strong identification vAth social 

units that are based on race, religion or region and tend to feel very 

strongly about issues that affected the Malays, Islam or their State 

(CULCO, PETCO, DEVCO, AIRCO ). Hence they were found to be to be 
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easily motivated to do sornething if it were perceived that it would protect or 
Promote the position of these social institutions ( ENCO, CITYCO, 
AIRCO). 

(iii) A tendency was highlighted for Malays to blame others for their faures 

and overlook their o%%m limitations and weaknesses. As a result, these 
failures are not used as learning situations as nothing is done to correct 
them. 

(iv) A difficulty was pointed out in motivating those with the fatalistic 

attitude, those believed that as everything has been fated, their effort would 
not have any consequence on the outcomes. 

(c) Strategies. 

(i) Some of the organisations such as CITYCO and MARTCO try to 

educate and train individuals to assess and recognise their own weakness 
and strengths. They are also given trainitig as well as support to audit 
projects and activities and are encouraged to objectively evaluate their 
mistakes and failures. This was to reduce the 'tendency to pointfingers at 
others' as well as to take responsibility to remedy the problem. 

(ii) Several respondents ( FINCO, INNCO, ENCO) also expressed that to 

motivate the Malays it was important to educate them of the progressive 

nature of Islam and that 'Allah subhanahu wa ta'ala does not change the 

condition of a people until they change what is in their own selves (Holy 

Quran 13: 11)" and call on them as Muslims to constantly examine their 

own internal conditions and work hard and change to improve themselves. 
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Table 7.12: Outer Directed: values, issues and strategies 
Values Issues and Concerns Stratelly 

Verv strong sonsa, orallegiance Positive: Truting in SWOT ina)ysis and to 

for their social institution ( race. Their desire to protect and audit own success and failures. 
religion. Larnpong) promote the position of their social Use messages from Islam that 

Very concerned about pleasing instrution is a Powerful motivator command Muslims to constantly 

othm and fitting in with the social The social environment can be a eumine their own condition and 

environment, very sensitive antemae and provide work hard to change and improve 
Dependent on the social valuable information. themselves. 

environment for informatiorL 

advice, and suppom Negative. Leads to a dependent 

Attribute success and failures to rather than competitive mentahry. 

eliternal factors especially 'takdir' Tend to place blame on cmemal 

or'law, factors for ovm failures and 

weakness=. 

Fatalistic attitude that every%hing is 

foreordained limits perseverance 

and to give up uying harder. 

7.5.2 THIE AVOIDANCE OF UNCERTAINTY AND RISK 

The Malays were not perceived as venturesome individuals , instead they 
found to avoid taking risk (AIRCO, DEVCO, ) and to be cautious and 

Nvithdra%v from unfamiliar situations as described by Mr. Suff of PETCO : 

". -. generally Malays are risk averse .. they will not willingly 

accept anything that has an element ofrisk or that they are 

not sure of. 

Although several respondents attributed this aversion to risk to their negative 

attitude towards gambling which is prohibited in Islarn, Mr. Steve of 
PETCO.. however, felt that it was more because of their lack of confidence 

and ability in assessing risk. This probably explains why, the more educated 

and exposed Malays were found to be more willing to take on nsk and face 

ambiguous situatlons (PETCO, DEVCO, TELCO). 

(b) Issues and concerns 

The Malays were perceived to be conservative and more inclined to search 
for 'safe' ideas that they have used successfully in the past rather than 

experiment with ne%v ideas. Discomfort with unfamiliar situation also caused 

them to avoid interacting vAth people that they were not familiar %vith as well 

as to avoid thinking about or discussing about unfamiliar issues. 
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The outcome of these attitude was that it inhibit their creati%itv and 
innovative behaviour. 

(c) Strategies: 

Several approaches have been adopted by some of the responding companies: 

(i) Several respondents ( PETCO, AIRCO, MARTCO, CULCO, CITYCO) 

stated that an important part of their job was to give regular pep talks to 
their staff to build their confidence and emphasise the importance of being 
innovative and creative to the organisation as %veil as their own 

advancement and to encourage staff to take calculated risk. Top management 

also attempted to create a spirit of adventure by constantly inspiring them 

with the message that 'nothing ventured, nothing gained(CULCO) and that 
'nothing is impossible' (ENCO) or 'everything is possible' ( CMCO) and 

through their own attitudes and actions. 

(ii)lle setting of very broad job descriptions and assignments with 

uncertain outcomes to force individuals to assess risks and to make their 

own judgements and decisions ( ENCO, CrTYCO). Individuals are given the 
freedom and the support to make their own decisions and to implement such 
decisions successfully. 

(iii) reduce perceived risk by not penalising failures and providing support 
in terms of management's commitment and resources. In CITYCO, ENCO 

and GASCO for example, staff were given mvard for taking initiative and 

experimenting even if their effort ended as a failure. In CULCO and 
INNCO, groups were used to experiment with new ideas in order to minimise 
the perceived risk at an individual level. 

Table 7.13 Uncertainty and risk: values, issues and strategies 

Values Issues and Concerns Strategy 
Risk averse; avoids uncertatnty Negative: Lack of confidence to Cre-, a culture ofadventure and 

assess risk leading to adopt only develop the attitude that nothing is 

, safe' and tested idess. impossible. 
Avoidance of unismilur tssucs or Broad assignments with uncenain 

situations and reluctance to mteract outcome to train staff to assess 
with unfamiliar people restncts potential risk. 

cmatmty Create 'blame free' cufture. 
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7.6 RELATING TO TWE 

Two main issues relevant to the purpose of this study were raised by the 
respondents. The first is concerned %%ith the attitude of the Malays towards 
time in ternis. of punctuality, sense of urgency and working according to 
schedules. Ile other aspect deals with the orientation of their activities with 
respect to time, that is how they use the experience of tinýe in detennining 
their actions. In this sense they can either be pastý present or future ( short 
term or longterm oriented) 

7.6.1 SENSE OF URGENCY 

(a) Value orientation 
One of the principal criticism of IMalaysians in general and the Malays in 

particular found in the in the literature is their lackadaisical attitude to time 
( Mohd. Kama] Hassan 1994, Mahathir Mohamed, 1970 ). Although 

several respondents (ENCO, PETCO, CULCO) did describe the Malays as 
lacking in sense of urgency and having less concern for schedules and 
deadlines, a number of respondents ( INSURCO, TELCO, SEDCO) argued 
that Malays were actually very conscious and disciplined about time. Mr. 

Ahmad of INSURCO, for example, argued that a regard for time and 
punctuality can be seen in matters such as the observance of the time of 
daily prayers, and matters of protocol in dealing with important personalities. 
He argues that two factors contribute to the erroneous impression that 
Malays have no regard for time. The first relates to matters of priority. In 

Western culture, for example, it is deemed important to get the job done on 
time and time spent on social pleasantries is considered as waste of time. To 

the Malays, however, building and maintaining relationships is felt more 
important than task accomplishment and therefore willingly spend more time 

on maintaining this even at the expense of not being able to execute their task 

according to schedule. The second factor was that the traditional Malay 

environment was relaxed and less dominated by schedules than the West. 

However, some respondents have argued that this did not mean that Malays 

are not sensitive to time. For example, according to Mr. Ahmad : 

" it is not that they don't have time discipline... it very much 
depends on the environment. "ile they tend to be relaxed 
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and take their time in the Kampongs, they can easiýy adapt 

and be very time sensitive in an environment where time is 

regarded as precious. Like in our business... My stqff have a 

sense ofurgency because the nature of insurance business is 

very time sensitive. ... we cannotfor example send in 

reminder to renew a clients policy after it has expired I see 
Malays adapting very well in this respect. " (Mr. Ahmad, 

General Afanager, INSURCO) 

What seems to be the case is not that the Malays had no regard for time, 

rather it is a matter of what they considered to be important. Iley have a 

more 'elastic' or 'rubber' concept of time in the sense that rather then being 

tied to a schedule they feel that it is more important to take as much time as 

necessary to deal with the sensitivities of the issues ( ENCO, PETCO) As 

Mr. Zaidin states: 

"Ifwe talk about time management, we are probably not so 

efficient, but to us it is more important that we take as much 

time as necessary to properly address an issue. .. in meetings 
for example, we are veryflexible about the schedule in the 

agenda because we feel that as long as they are willing to 

talk their hearts out, it is important that we take time to 

listen to them. " (Mr. Zaidin, Managing Director, ENCO) 

(b) Issues and concerns 

Despite the argument by some of the respondents that Malays have become 

more sensitive about value of time , 
Malavs were still found to be easilv 

flustered by very scheduled-oriented and time-conscious approach. Even in 

organisations such as TELCO and INSURCO where Malays have been 

described as being more time conscious and have a greater sense of 

urgency, there were problems of time management and scheduling 

activities. Individuals believed that as much time as necessary should be 

taken to address issues so that all affected parties are happy ( TELCO, 

INSURCO). They were also found to be lost or to be withdrawn during 

meetings and discussions if there was no time made available for social 

Preliminaries and interactions (PETCO, ENCO, CULC 0) . 
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Table 7.14 Sense of Urgency : values, issues and strategies 
Values rssues and Concerns Strategy 

Disciplined About punctuality in Negative: Uncomfortable with time AJIOCate time for Social 

certain matten such as prayers conmou& schedule onented preliminaries: use loose schedule% 

and protocol, but otherwise tend to approach. Tend to procrastinate or so that Malays do not feel that thev 
be ICU tune conscious. put off an action if it is perceived are being rushed. 

Accord more importance to taknig to have social risk 

time to cram people feelinp 

than to accomplishing task on 

schedule. 
En general. Malays feel 

uncomfortable when rushed 

7.6.2 SHORT TERM ORIENTATION. 

(a) Value orientation. 
Tle common perception amongst the respondent (LJTILCO, CULCO. 

ENCO, ) is that Malays are generagy short term oriented and were not good 

at long term and strategic planning. Mr. Mat of CULCO, for example, 

observed that : 

" Malays are generally not visionary and are not able to 

anticWte the consequences of their actions.... hence they 

tend to be more reactive and short term oriented " (Mr. 

Mat, Managing Director, CULCO) 

Another respondent find that the Malays tend to be more spontaneous 
"and as such were not so comfortable setting targets and working towards 
these targets. "( Mr. Ahmad, General Manager, INS URCO) 

However, several respondent felt that this was changing and that more and 
more Malays are looking and planning ahead and are becoming more and 

more long term oriented (ENCO, INSURCO, TELCO, DEVCO, CITYCO). 

Attributing this change to the pressure from the environment , Mr. Hashim 

of DEVCO observes that: 

"the befiefthat Malays are generally short term is no longer 

true. Ae pressure from the environment, especially the 

urban environment has made it necessary to plan ahead and 

work- towards achieving some long term goals. The attitude 
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of 'bas pagi, makan pagi, bas petang, makan petang 12 is 
quite dead" (Mr. Hashim, Managing Director, DETICO) 

Whether individuals are short or long term oriented seemed to depend on 
their levels of knowledge and exposure. Generally the more exposed and 
knowledgeable they were, the more long tenn they tended to be ( ENCO) 

(b) Issues and concerns: 
Individuals with a short term orientation were thought to be more reactive , 
and as such were more concerned with solutions for immediate problems 
rather than with looking ahead and seeking opportunities (SEDCO, ENCO, 
CULCO, UTILCO). 71e consequence was that they were more passive and 

reacted to situation rather than being proactive and think strategically about 
their future actions. On the other hand, those who were long term oriented 

were found to be more conscious of the consequences of their actions and to 
be more comfortable thinking in term of alternatives. Several respondents 
(Cn'YCO, ENCO, GASCO, PETCO) also perceived those with long term 

orientation were more target oriented and willing to be 'stretched' to meet 
challenging targets. 

(c)Strategy 

Ile common strategy seems to be to develop a culture of long-term 

onentation, by setting long term goals and targets at organisational level and 
by pressuring individuals to set their own long term targets and to plan their 

activities. Many of the organisations ( e. g. CULCO, PETCO, ENCO, 
CITYCO ) also reported that the staff were involved in setting targets and 
developing annual operating plans. 

Table 7.15 Time orientation : values, issues and strategies 

Values Issues and Concerns Strategy 
GenwxUy short term oriented: Nepdve. - Tend to be reactive Inwrew exposa" and Imowledge; 

Prefer to ad sporstanewsly rather and more cowamed with SO long term goals and Mrsets to 

than according to set plans_ jmmecfiaw problem rather than 'fo=' indMdua4 to look ahead 

loobog ahead and plartmog future and plan their activities. 
actions. 

2A common Malay saying. The literal translation is'to work in the morning for the morning's meal and to Work 
in the evening for the evening's meal'. It refers to the short term attitude of those Nvho onl%'%-ork to meet their 
mmediate needs without being concerned about the future. 
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7.7 OTHER ISSUES AND PROBLEMS 

In sections 7.3 to 7.6 a number of cultural values thought relevant to the 

encouragement of creativity and innovation in Malay organisations have 

been put forward, together with a number of active strategies which take 

such values into account 

Apart from these, however, the respondents has also highlighted some 
important issues and concerns brought on by other factors %%ithin the 

organisation. and these are presented in this section. Although there were 

many issues raised, the analysis has focus only on those issues that (i) may 

apply in general across organisations and (ii) and about which there was a 
lack of much empirical information in the literature. 

7.7.1 NIANAGEMENT ORIENTATION 

(i) Conflicting interest: As described in section 6.3.2(f), many Bumiputra 

firms are actually owned by the state government. In such cases, political 

appointees and government servants are often appointed to senior executive 

positions. Such appointments Nvere viewed to have led to several problems 

particularly in AIRCO and to some extent in UTILCO and CIPCO and 
CULCO such as: 

(a) The appointees brought with them a bureaucratic experience with very 
little or no knowledge in the management of a commercial organisation. As 

a result they tend to be conservative and had an attitude of not Nvanting to 
'rock the boat'. Furthermore, the rigid management style practised by these 

appointees were often in conflict with the, flexibility required to manage the 
firms effectively. 

(b) Decisions of such individuals tended to be tinted ikith politics and bore 

very litdc resemblance to commercial objectives 

(c) There was induced complacency as government Support meant easy 

access to resources, an assured market and less pressure to make profit. 
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(ii) Too much emphasis on achieving efficiency and profit related 
objectives. 

Some of the respondents ( MARTCO. ENCO, PETCO) felt that there was 
too much focus on reducing costs, increasing efficiency and maximising 
profit in their organisatiOns which had a negative impact on nurturing 
creativity and 'innovatogenic' behaviour. Mr. Mill of PETCO, for example, 
saw this as the message emphasised by top management in communication to 
the employees by way of company literature and the company's performance 
award scheme. In this particular scheme, awards were given to those who 
had worked hard and efficiently as opposed to those who had come up with 
good ideas. He further observes: 

"The messagefrom the top management sometimes does not 

communicate the importance of innovation. There is greater 
focus on doing things effectively and efficiently as opposed 
to doing new and different things. For example, every time 

staffpick up something about the company, all they read 

about is cost cutting, and how we are doing in terms ofgas 

and oil production, how much we have spent on salary 
increases .... seldom about creativity and innovation. " (Mr. 

Mill, Acting Personnel Manager, PETCO) 

Some respondents also felt that the pressure to achieve profit and efficiency 
targets did not promote experimentation and innovation as the push to meet 
these targets caused staff to focus on improving what they have been doing 

as opposed to looking ahead and venture to do different things. As Mr. Suzri 

of MARTCO expressed: 

to 
... the key objective that was given to me and which I was 

always reminded ofat board meetings was profit. So we 
became very profit oriented. Everything is profit oriented 

such that you see things too much infront ofyou rather 

than thinking ahead. Your perception becomes too closed 

circuit. " (Mr. Sum Managing Director, AWTCO) 

Using profit and efficiency targets as principal indicators of individual or 

organisational performance was also found to make staff more short term 

oriented; to be more cost conscious; and to regard time and resources 

required for trýing new things as an unnecessary expenditure that should be 

avoided rather than regarding these as important investments essential for 

the future (PETCO, AIRCO, MARTCO). 

261 



(Iii) Overlooking the importance of incremental innovation. 

Message from top management sometimes does not communicate the 
importance of incremental innovation. While big radical innovations are 

easily recognised, contributors of small ideas are easily forgotten. As there 

are numericafly more of these, their combined contribution is very 
significant, but this is usually not recognised as observed by Mr. Suzri of 
MARTCO: 

" individuals who come up with small ideas are easily 
forgotten or denied in this country. We only highlight big 

time achievers. But they are onlyfew. There may be 

thousand oflittle guys whose ideas all add up to something 
big. These are the guys who actually work on the ground... 

who actually does the things and many times have to 

improvise in many ways to make things work" (Mr. Suzri, 

Managing Director, AMRTCO) 

7.7.2 ORGANISATIONAL CLIMATEXULTURE 

Several aspects of the organisational culture and/or climate were identified 

by the respondents as a major factor in either facilitating or inhibiting 

"innovatogenic" behaviour. This included: 

(i) Blame Culture: Respondents from PETCO, AIRCO, and UTILCO 

talked of the problems 'blame culture' in their organisations which 
discouraged individuals from doing things differently as 'making mjstakes 
was seen as jeopardising one's carrier' ( Mr. Shah, General Manager, 
AIRCO). 

In PETCO, for example, an employees opinion survey found that they felt 

discouraged and scared to use their initiatives and do things differently 

because of the likelihood that if something went wrong, they would be 

blamed. 

On the other hand, respondents from SEDCO, ENCO, CITYCO, and 
TELCO felt that the employees were more willing to take risk and try things 
differently in these organisations as mistakes were not necessarily penalised. 
If things did go wrong, top management was more focused on providing 
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support to overcome the problems rather than pointing fingers to assign 
blame. To illustrate. Mr. Nazim of TELCO describes: 

" even at the lowest level, people contribute ideas ... it is 
already a culture in TELCO. We have been able to inculcate 

this kind ofthinking into our staff. There is noftar, no 
limitations, or constraints because they know that we don't 
blame anybo, ýy even when they do not succeed .. so they are 
4 Wing to try. And they know that if they get into problems, 
they can come to usfor help 

... we help then ... not blame 

them" (Mr. Nazim, General Manager, TELCO) 

(ii)Secretive culture: One of the problem faced by Mr. Shah in trýing to get 
more contribution from the staff was that the staff were ignorant about what 
was going on in the organisation. Top management were very secretive. Even 

essential information necessary for the staff to perform their core duties was 
regarded as confidential and kept secret. Consequently, as Mr Shah 
described, the staff were indifferent about what went on and were contented 
to do as they were told. 

On the other hand, staff participation and contribution in terms of ideas and 
suggestions was perceived to be higher in organisations such as TELCO, 
ENCO 

, 
CITYCO, and PETCO where management trusted the subordinates 

and had no restriction on sharing information. As Mr. Nazim of TELCO felt: 

" It is important that the staff have timely and up to date 

information ... 
both the broadpicture and the details. Only 

then will they make less mistakes and have more confidence 
to make their own decisions. Without the necessary 
information they are not likely to think of many ideas and 

make goodjudgements. That is why we make sure that they 
have all the necessary information. " 

(iii) pressure. Two different opinions were obtained from the respondents. 
Respondents from CONSCO, FINCO and PETCO, for example, felt that a 

certain amount of pressure at work was necessary to drive individual staff to 
look for alternative ways to achieve their goals and targets more effectively 

and efficiently. However, as Mr. Mill of PETCO and Mr. Kassirn of FINCO 

acknowledged, staff in their organisation were constantly under pressure, 

either because of heavy work load or because they were inundated with 
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problems as a result of which they were '*busy fire 
-fighting and reacting to 

crisis rather than planning ahead and looking for new opportunities " 
( Mr. Mill, Acting Personnel Manager, PETCO ). As such they had no time 
to reflect and experiment with different ideas. 

00 need for consistency: Trying ne%v things and taking risk was perceived 

as being against the 'consistent, dependable and tested image or climate 
that PETCO was expected to project as a contractor to PETRONAS ; and 

which was expected of FINCO and INSURCO whose activities were closely 

regulated by BANK NEGARA ( the central bank of Malaysia). As 

respondents from these three organisations expressed, the challenge that they 
faced was to maintain a core culture of consistency and at the same time 

liberate the organisation to be creative and innovative. 

7.7.3 PERFORMANCE APPRAISAL. 

Although many of the respondents claimed that being innovative and creative 

was an important part of their company's performance assessment, it was 

also evident that most had no reliable means to measure and assess the 

innovativeness of their staff. As Mr. Mill of PETCO argued, the 

consequence is that innovation and creativity tends not to be measured and 

appraised, thus creating an impression amongst the staff that these were not 
important. He observed: 

"... of the three elements of our Human Resource StrateD,, 

we have several mechanisms to adequately address 

efficiency and effectiveness, but we are not sure how to 

measure and reward innovativeness and creativity ... so 

these tend not to be measured and appraised.. . and as these 

are not appraised then it is assumed that they are not 

important. " (Mr. Mill, Acting Personnel Manager, PETCO) 

7.7.4. ORGANISATIONAL STRUCTURE 

Respondents from FRANCO, AIRCO, CULCO thought the 
hierarchical and segmented structure of their organisations to limit 

interaction between people of different levels and the inhibit the 

process of contributing ideas. For example, Mr. Shah found that ideas 
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from lower down in AIRCO had very little chance of being adopted 
because of the number of levels they had to go through. Similarly, Ms. 
Sulian of CULCO found that the formal structure was restrictive in as 
far as implementing new ideas was concerned. Instead she found that 
it was more effective to work through informal channels within the 
organisation. Other organisations such as TELCO, ENCO, WNCO, 

and DEVCO also found that having a flexible and informal structure 
of interlinked relationships where there was extensive 'boundary 
crossing' activities facilitated contribution and the exchange of ideas. 
However, as Mr. Mill of PETCO commented, an organic, flexible 

structure was not very suitable in PETCO as it had to project itself as 
a stable, safe, procedure based operator to PETRONAS. In his 

opinion, in the conditions under which PETCO operated ( high risk, 
long term operation and the need to comply strictly with the 

requirements as a contractor to PETRONAS ), the benefit of an 
efficient and smooth running bureaucracy was higher than those of a 
lose and flexible organic form of organisation. 

7.8 STRATEGEES. 

Although some of the strategies and mechanisms used to address the issues 

and concerns brought about by the cultural values of the Malays have 

already been discussed in earlier sections, it is necessary to focus on a 

number of other practices employed in such organisations of relevance to 
fostering an 'innovatogenic' culture. This section discuss six such strategies. 

7.8.1 SHARING EXPERIENCE 

As TELCO operated as an independent entity with its own budgets, targets 

and accountability, sharing its experience with other sister companies and 
learning from this experience was a problem. Often there was duplication of 

effort or unnecessary mistakes committed by one sister company which could 

have been avoided had there been greater awareness of what other regional 

companies within die same group were doing. To tackle this problem 

TELCO dopted a systematic approach to sharing of experiences. Most of the 

activities of TELCO are carried out by project teams, and such teams are 
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required to prepare reports. These reports are first discussed at regional 
levels. This is the principal platform where experiences are pooled betNveen 
branches and operating units. Both hard copies and copies in electronic form 

are also transmitted to central office as well as to TELCO's Academy, the 
department responsible for training. These reports are available for any units 
to access through e-mail if necessary. The academy has a special unit which 
is responsible for recei,, ing and developing these reports into case materials 
for training purposes. Whenever there was a significant issue ( either a 
problem or an opportunity) the academy organise brainstornung sessions 
with the chiefs of all the regional companies and central office staff where 

the case is discussed with the help of an experienced facilitator. The regional 

managers then share their experience with his or her staff and in this way, the 
lessons are cascaded from the centre to regional branches and operating 

urats. 

Mr. Nazim and Mr. Soffi of TELCO describe these process as extremely 
useful and illustrate with an example: 

if 
... we had a site and we needed to erect a tower, but the 

project team neglected to consider the aviation aspect .. it 

was on theflightpath. It was supposed to be a 300feet 

tower, but because it would disrupt normalflight on the 

route, we had to reduce the height. A paper was prepared by 

the project team and it was discussed As a result ofthis we 
decided to re-site two other towers that we were going to 
built ... one in Marudi and the other in Kota Kinabalu. No 

one waspenalised. but the lessonfrom the incident was 
shared and because of that we were able to avoid similar 
mistakes in Marudi and Kota Kinabalu" (Mr. Nazim, 
Regional Manager, TELCO) 

IMPACT, used by PETCO is quite similar. It is a training program in which 

training co-ordinators work closely with line managers to identify problems 

and issues and develop these into case materials. T11ese cases are then used in 

training sessions where multidisciplinary teams consisting of staff from 

different departments discuss the problem , generate solutions and make 

presentations to the management team. This helps both to highlight and 

share the problem amongst the management team as well as to develop real 
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solutions to existing problems. A training co-ordinator commented that 
IMPACT was one of their most successful training program to promote 
innovation as it i's designed to increase the participants willingness to accept 
uncertainty as they learn to work on new ventures, with new people and 
%0thout a clear idea of what the outcome would be. 

7.8.2 Learning and development. 

(i) Many of the organisations had some specific mechanisms to develop the 

capability of its staff . In MARTCO there was two such mechanisms. The 
first is an institutionalised system in which it was mandatory for the staff 
to be actively involved in community work and/or sports associations. Tle 

objective is to use these involvement as a training ground to broaden their 

outlook and develop leadership capabilities and people management skills. 
As Mr. SUM describes: 

I can't say that these type of involvement are not work- 

related because they are alwqys related.... such involvement 

contribute to their achievements at work, ... they develop 

social skills andpeople managing skills .... and meeting and 
interacting with peoplefrom dýfferentfields and 
back-grounds helps to broaden their outlook-, builds their 

confidence and makes them more creative and innovative in 

their work. They are able to see thingsfrom different angles 

.... that is why I am allfor such involvement as a strategy 
for people development" (Mr. Suzri, Managing Director, 

MARTCO) 

This professional and social involvement also promoted networking, giving 

access to pertinent information. However 
, this is only useful if the person 

has the attitude that the boundaries of his work extends to this sort of 
involvement and is sensitive to these opportunities . As Mr. Suzri remarked, 
"there are some who come across a lot of valuable information but cannot 

relate it to their work because they separate their workfrom their social 
involvement" 

To avoid this, the program is conducted systematically. The associations or 

clubs for involvement are carefully chosen; and must meet the interests of 

the individual and must also be able to provide the training that the 

particular staff needs. The staff are given time off for such involvement 
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which is monitored from time to time to ensure that it does contribute to the 

staffs development. 

(ii) The other mechanism available in MARTCO , vas the Toastmaster's 

public speaking program. MARTCO was one of the first companies in 

Malaysia to have an active Toastmaster program . 
The objectives thereof is 

to enhance the staffs communication skills and to develop their confidence 
to express themselves. As Mr. Suzri explains: . 

"... the reason I brought in Toastmasters was because Ifelt 

many of them were lack7ng confidence in their ability to 

communicate ... 
Toastmasters has helped to develop their self 

confidence. In Toastmasters, they learn to organise and 

express ideas, to speak confidently, and are more willing to 

give and accept criticism as this is an important part of the 

Tbastmasters program. " 

(iii) One of the principal means by which key management staff in ENCO 

are developed is through exposure. The Chairman brings them along for 

meetings and discussions with top business executives exposing them to the 

thinking and philosophy of successful managers and entrepreneurs. Apart 

from being a learning experience, it was also a very powerfW motivator as 

illustrated by Mr. Zaidin's comments: 

"... IfHB (the Chairman) has an opportunity to meet 

somebody, for instance a CEO ofa company, he has no 

qualms about bringing us along to listen to them. I was 

invited to Hong Kong last year, just to have a one hour 

session with THE Robert Kwouk, the sugar king. HB said to 

me, 'come and meet Robert Kwouk, .. it is a rare opportunity 

to sit down and listen to him' And I was very happyjust to 

listen to his philosophy of doing business. It was just like an 

hour oflecture, but very personalised, How many people 

would get that kind of opportunity.. how many organisations 

are willing to do thatfor their people down there... how 

many people have the opportunity to meet people beyond 

their peer group! " (Mr. Zaidin, Managing Director, ENCO) 

(iv) Another innovative approach for staff development was the cross- 

posting scheme in PETCO. This involved an exchange of staff between 

sister companies. While the incoming expatriate brought along experience 
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71e findings from this chapter relating to the %vork values of the Malays and 
its impact on innovation process as well as the strategies employed by Malay 

orgawsations to promote innovation are discussed further in chapter nine 
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and know how to share with the local staff, the outgoing local staff is 
thrown in the deep end and assigned to do ajob in his host company. Tlat 
demands a lot of learning... learning the language, learning how to operate 
with a different team of people, and learning how to operate in different 

culture. Hence staff that have gone overseas on cross posting and have 

progressed well has demonstrated that he or she can learn and change and 
has developed. As Mr. Mill of PETCO comments: 

"Somebody who has been exposed as an expatriate and has 

progressed has shown that he is able to learn, adapt and 
change and that he has the ability to perform. Now that is a 

powerful piece of information. You can'tfind that out about 
somebody ifhe is sitting in the same environment. " (Mr. 
Mill, Acting Personnel Manager, PETCO) 

7.8.3 Networking 

ENCO has a core strategy in which the principal focus was to establish 

personal links with people from all walks of life in the believe that these links 

would provide information, ideas and valuable help in the future. Key 

aspects of this strategy are: 

(i) aH new emplovees have to meet at least four people a day as part of their 

normal work routine and report who they have met to the Managing 

Director. They are made to do so until meeting others and developing links 
becomes a natural process. 

(ii) playing golf is a weekly activity for all management executives. They are 
sponsored and given time off and encouraged to build external links through 

playing golf 

(iii) invest by giving donations, financial support for special causes, and 
entertainment with the belief that these would be rewarded later. The 

Chairman's philosophy on this is: 

"ifyou spend to entertain someone, don't expect immediate 

returns.. it will be there later. " (Mr. Zaidin, Managing 

Director, ENCO) 
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7.8. Staying Prime 

Established companies like PETCO. UTILCO, MARTCO and PRESSCO 
faced the problem of being mature companies where stable conditions 
created an increasing reliance on what has worked on the past and 
consequentl,, , stifled entrepreneurship and creativity. For example, the fact 

that PRESSCO is the oldest and most established press in the state induced a 
state of complacency amongst its members who were " so set in their own 
ways of doing things that it was dýfficult to get them to accept different 

approaches" (Mr. Dollah, Managing Director, PRESSCO). 

To address this problem, MARTCO has a strategy which it calls, 'staying 

prime'. The strategy involved creating a feeling amongst the staff that they " 
have not arrived but that they were still growing". As part of this strategy, 

new life cycles were created by forn-dng new ventures and through greater 
decentralisation of responsibilities. Also, each year, management assign a 

number of key projects that would contribute towards the company's vision 

and goals. The projects are assigned to them rather than them choosing 

something that they wished to tackle in order to ensure that it would be 

something new and challenging. As Ivir. Suzri explains: 

"... if we don't put in something new, something more 
interesting and challengingfrom time to time, they run out 

of ideas. So we have to change that ... vary that. Otherwise it 

would become very monotonous. (Mr. Suzri, Managing 

Director, MARTCO) 

I'he challenge was to use these projects to get every member of the 

Organisation to work through small groups and achieve 'Prime' in their own 

areas of responsibility. By doing so, the management hopes to keep the 

Organisation perpetually in prime so that it can continuously rejuvenate itself 

7.9 SUMMARY AND CONCLUSION: 

The first part of the data analysis presented in this chapter has focused on 

three key aspects : (i) the identification of several important work related 

values of the Malays of Sarawak that are perceived to have a significant 
influence on their behaviour (ii) the issues and concerns relating to these 
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influence on innovation processes in Malay organisations. and (iii) the 
major strategies employed to address these issues and concerns. The rest of 
the chapter has identified several orgarusational factors that have been found 

to have significant impact on the process of generating new ideas in INIalay 
organisations as well as a number of specific strategies that has been 

effectively employed by some of the respondent's organisations to promote 
creatiVirv and umovation. 

The rich descriptive data presented in this chapter show that the technique of 
in depth interview with key informants that was employed in the study has 
been usefW and effective in extracting the personal observations and 
experiences of participants as well as their interpretations of events occurring 
in the Malay society and organisations and from which analytical induction 

can be made to provide explanations that are 'grounded' in data. 

Furthermore, as most of the issues presented here were raised independently 

by the respondents themselves, without being 'directed' by structured 

questions, the similarity of issues being raised attest to the reliabdity of the 

method. 

While the findings relating to Malay work values provide the much needed 

empirical support to most of the values described in the literature review in 

section 3.7. of chapter three, many of the key values identified in this 

chapter are also independently collaborated by the work of Asma Abdullah 

(1996) that was published only recently. Furthermore, the study has also 
identified two major category of values that have not been mentioned in any 

previous literature that deserve to be explored further. 'nese relate to how 

Malays learn and their reaction to the success of other Malays. 

The findings suggest that Malay work values are not homogeneous. Two sets 

of values were identified: one that seemed to determine the attitude and 

norms of a major section of the Malay society that can be considered as the 
'dominant values' and another that is less prevalent but which nevertheless 

seems to have an important impact on the innovation processes in Malay 

organisations that are considered as 'variant values'. The nature of these 

values are elaborated further in section 9.2.1 of chapter nine. 

The dominant values identified in the study suggest that in general. the 

Malays are driven by a collaborative and interdependent world view in which 
building and sustaining a harmonious, supportive and long term relationship 

seems to be the prime concern an requirement of the Malay social network 
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and an integral aspect of how they work. Accordingly, their main concern 
appears to be to gain acceptance and to be regarded favourably by others. 
As a result, their own actions seems to be very much deterrnined by their 
concern about how others will feel, whether they would approve and support 
a particular action and whether that action could hurt personal relationships 
and feelings. Because of this, the way the operate within organisations; seem 
to be greatly influenced by values such as respect for seniority and authority, 
and a concern for status, 'face', and harmony. 

The major consequence of the dominant values described in the chapter can 
be summarised as 

(I) they tend to be more emotional than to be rational and objective. 

(ii) they tend to avoid fi-ank and open discussions. Feelings and ideas are not 
communicated openly and confrontations on work related issues are 
avoided to prevent discordance and to maintain harmony. Consequently, 

they seem to be more willing to seek compromise rather than to seek the 
best solution. 

(1ý) it was difficult to separate work matters from personal matters. They 

are emotionally attached to their ideas and their work and are easily hurt if 

their ideas or work was criticised. 

(iv) they are cautious and avoid uncertainty and change as these are 

perceived to have the potential risk of darnaging existing relatip'nship, 

(v) they preferred structured learning situation in which they can learn from 

their superiors and are less comfortable to explore and learn on their own. 

(vi)Malays do not like to be hurried or pressured. It was more important for 

them to take as much time as necessary to ensure that relations are smooth 

than to meet certain scbedules. 

These values in general affected the challenge process and inhibited the 

generation as well as the critical evaluation of ideas and are therefore 

generally not conducive to the creative stage of the innovation process. On 

the other hand, values such as their deference to authority, preference to 

work collectively, regard of work as a form of worship, their commitment to 

group goals, and their capacity for hard work and perseverance suggest that 

they are good for the implementation stage of the innovation process, 
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Most of the respondents described themselves more in terms of the 'variant 
values' than the 'dominant values'. These values seem to be associated more 
ý%Ith those that well qualified, and have been exposed to a different culture. 
The findings also suggest that most of the innovative activities in the 

respondents organisations were driven'by individuals with these variant 
values as they were found to be more N%illing to challenge status quo, take 

risk, and communicate their ideas and opinions more openly. 

The findings also indicate that in general , the strategies employed by Malay 

orgarlisations to promote innovation seem to have three key features: 

(i) The process of finding and implementing new ideas tend to be leader 
directed and seemed to depend very much on the attitude and values of the 
leader. The leaders had to plky an active role to solicit and champion new 
ideas. Ideas that did not originate from the leader or those that did not have 

the support of the leaders or the top management are often not able to gain 
the support of others also. 

(ii) Cultivate a different set of values and / or use appropriate 'ground rules' 
to create a different social context and conditions in which social 
interactions such as open criticism, direct and frank communication, open 

challenge of ideas and willingness to take risk and experiment are 
encouraged and perceived positively as adding value to the Organisation. For 

example, in many companies, brain storming sessions are generally 

considered and accepted as special forums where it is legitimate for 
individuals to be open and frank with their opinions and criticism of ideas 

are accepted. 

(iii) Most of the companies have adopted group based approaches to both 

generate and evaluate ideas as %veil as to implement them. This seems to be 
favoured as Malays seemed to be more conformable contributing ideas as a 
group and take collectively responsibility to implement them. However, the 
findings also suggest that these group oriented approach also required 
facilitation by the leaders as well as appropriate ground rules because in 

interactive groups, the fear of making mistakes and of losing 'face' as well 

as the desire to avoid conflict and maintain harmony can inhibit individuals 

from forwarding their ideas and opinions freely. 
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We created something, so there is satisfaction; something that is useful, so 
there is a sense ofpurpose; and Hw did it as a team, so there isfriendship. 

(A respondent, ENCO) 

S. I INTRODUCTION 

This chapter presents the analysis of data collected in the three case studies. First a 
brief description of the background of the three case companies is provided 
followed by a brief description of the process used to analyse the data. Two levels 

of analysis are presented. The first level is focused upon the attitudes and 
behaviour of individual employees in the three companies %vith regard to their 

personal involvement in contributing ideas and suggestions as wel] as their attitudes 

and preferences regarding several aspects of their work. The second level analyses 
the companies using the seven aspects of organisations relevant to 'innovatogenic' 

culture as described in section 6.3.3 of chapter six ( summarised in table 6.1), 

From this analysis, (i) the 'pro-innovatogenic' or anti-innovatogenic' impact of 
Malay cultural values, and (ii) notable strategies and /or mechanisms relevant to 

promoting 'innovatogenic' culture are identified. Finally, the innovativeness of each 

of the three companies is assessed. 

8.2 INTRODUCTION TO COMPANIES 

8.2.1 PETCO 

PETCO is a member of a group of companies owned and operated by an Anglo- 

Dutch oil and gas multinational in Malaysia. The headquarters of the Malaysian 

operations is in Kuala Lumpur which decides the major policies and sets certain 

perfor7nance requirements for all the operating companies in Malaysia. However 

the strategies and operational plans of each of the operating company is prepared 
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by the company itself in accordance with the guidelines and specifications proVided 
by PETCO's international headquarters in the Hague and in London. 

PETCO's Operations 

PETCO is involved in the downstream activity of exploration and production of oil 
and gas in Sarawak. Although its administrative headquarters are based in Miri, its 
activities cover a wider geographical area includeing both onshore and offshore 
Sarawak, Sabah and the island of Labuan. PETCO has been operating in Nfiri for 
more than 100 years and exerts a strong influence on the socio-economic structure 
of its relatively small community. At present PETCO produces about 160,000 b/d 
of oil (with 50% interest in another 100,000 b/d oil in the Baram Delta in joint 
venture with Petronas Carigali). It also produces some 2.7 billion standard cu ft 
of natural gas per annum which is exported after liquefaction by an associate 
company to Japan, Korea and Taiwan. PETCO also has a small crude distalation 
refinery with a throughput of 33,000 b/d in Lutong, Sarawak 

PETCO's Status 

PETCO works as a contractor to the National Oil Corporation of Malaysia 

( Petronas) under an arrangement that allows PETCO to share the production of oil 

and gas under terms that vaiy from area to area. Generally the contract has a time 
limit after which the acreage has to be relinquished, unless an extension can be 

negotiated. So time is of essence in all that PETCO does and its long term future 

depends not only on its effectiveness and efficiency in finding and producing more 

oil and gas but also on its ability to maintain a close relationship with Petronas and 
in being able to negotiate new contracts. 

Petronas is closely involved in all aspects of PETCO's activities, particularly in 

approving all development and operational expenditures. Petronas also owns all the 
physical assets that PETCO uses, hence the company considers that its only and 
greatest asset are its people and their knowledge (SSB/SSPC 1 1992 ) 
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PETCO in 1996. 

PETCO is currently undergoing a major Business Re Engineering Process wMch is 

expected to bring about a drastic transformation in the %N-ay the company operates. 
Many of the responses obtained during the interviews and surveys and the findings 

should be interpreted in the context of this transition. 

As explained in section 6.3.3 , the focus of this study in PETCO is the personnel 
function, which comprises about 250 staff ( as compared to about 2400 for the 

whole of PETCO) of whom about 45% are Malays. PETCO is generally 
recognised as a very well managed company, and has won several av., ards including 

the Asian Institute of Management A"ard for Innovative Human Resource 
Management in 1991 and 1992 and the Sarawak Chief Mfiiister's Award for 

Excellence in Management in 1993. 

8.2.2 ENCO 

ENCO was incorporated in 1986 when the activities of several companies which 
were then mainly related to investment in plantations and marketing of fertilisers 

and textbooks were consolidated under a holding company. Now, in 1996, there are 
38 companies under the umbrella of ENCO holdings. ENCO has also changed 
from being an investment only company in the past to taking over the core 
management of several key businesses. However, as each of these companies are 

managed as separate entities, the focus of study here is on the holding company 

only. There are about fifty staff of which 12 of them are at management and senior 

executive level. 98% of the staff at all levels are Malays. ENCO has a strong 
reputation amongst the local business community as being one of the most 
successful and pioneering Malay companies. 

ENCO's Activities. 

ENCO is a 'Burniputra' sole proprietorship oN%med by a Mala-v Entrepreneur and is 

involved in seven main areas of business: plantation, property and construction, 

transport and travel, power and telecommunications.. trading, investment, and 

timber. Although it is a holding company. ENCO is involved in the direct 

management of some of the companies. As these companies are operated as 

separate entities, the activities at ENCO are mostly focused on four main areas, (i) 
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identifýing, evaluating new business opportunities and starting new ventures (10 

trouble shooting' and ironing out any problems faced bythe operating companies 
(iii) developing and finding new markets and (iv) carring out 'public relations' 

work- for the group. 

While most of its operations in the past has been limited to Sarawak, it has 

expanded recently to Kuala Lumpur where it is developing commercial properties 

and is venturing into education related businesses. 

ENCO in 1996 

There are two major activities ongoing in ENCO at the moment. The first is a 

process of restructuring the organisation. Consultants are now reviewing the whole 

structure and activities of the group and will soon submit proposals for 

restructuring and reorganisation. The second major activity is to seek listing and 

become the first Malay owned and managed company from Sarawak to be listed on 
the Malaysian Stock Exchange. 

8.2.3 CULCO 

CULCO operates a cultural complex set up by the Sarawak Economic 

Development Corporation (SEDC) in 1990 as part of its effort to develop the 

State's tourism industry. Although it was set up by a government agency and is 

responsible to the government, it operates very much as an independent business 

unit. It has about 180 staff, of which only one is non-Burniputra and most of these 

(about 60% ) are Malays. 28 families, accounting for about 30 percent of the staff 
( including most of the senior management) live within the complex. Although 

relatively new. CULCO has been recognised as one of the most innovative 

companies within the SEDC stable and has won numerous national and 

international awards ( including TDC Gold Award, 1990; PATA Culture Gold 

Award, 199 1; and ASEANTA Classic Award, 1992 ). 
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CULCO's Activities. 

CULCO has two main activities: 

(i)the exploitation of culture as a commercial product. This is its main activity and 
the focus is to develop and market products based on various aspects of the local 

culture such as: dances, music, art, handicrafts, games, food and clothing. This is 
done in three ways: (a) CULCO operates a 'living museum' where the guest can 
experience the lifestyle and culture of the major ethnic groups of Sarawak; (b) 
CULCO organises culturally based 'theme parfies for corporate clients; and (c) it 

produces and sells handicrafts, food, audio and video materials and publications 
related to local culture. 

(ii) the second major activity of CULCO is concerned with the preservation of 
local culture and this activity primrily involves research and education. 

CULCO in 1996 

1996 is an important period for CULCO. For the first five years of its operations, 

CULCO received a government grant of five million Malaysian ringgit per year. 

However, from the beginning of 1996, this grant was withdrawn and CULCO has 

had to depend on its own revenue to meet its operating expenses and to make a 

necessary profit. As a result 1996 has been regarded as a year of consolidation and 

major efforts have been instituted to cut costs and reduce expenditure. The cut in 

the government grant has necessitated a diversification of its activities and as a 

result, marketing theme parties to corporate clients has become another major 

business. 

Another significant change that took, place in 1996 was the change in top 

management The Executive Director is no longer involved in the day to day 

operations which has now been taken over by the General Manager. Although the 
Executive Director was still involved in the management of CULCO, especially 

with regard to making policies and strategic decisions, the differences in the 

personality and management style of the two key officers has , in the words of one 

employee 'has altered the working enwronment quite considerably' 
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8.3 DATA ANALYSIS 

The data on which these case studies are based is primarily drawn from four 

sources: 

(i) an in-depth, unstructured inter%riew with the Managing Directors of ENCO and 
CULCO and the then Acting Personnel Manager of PETCO; 

semi-structured, but open-ended interviews Mth selected middle level 

managers; 

(iii) survey of opinions/perceptiOns of employees using a structured questionnaire. 
The approximate number of employ'ws (N) in each of the three companies and the 

number of Malay employees that participated in the survey (n) are as shown : 

PETCO: N- 200 n-77 
ENCO N- 39 n- 14 

CULCO N= 160 n- 42 

The number of respondents from ENCO was low. This was mostly due to the 

timing of the survey. As it was conducted during the fasting month of Ramadan. a 
few weeks before 'Hari Raya Puasa' celebrations, many of the staff were on 
leave. Attempts to improve the response rate by leaving the questionnaire with 
those who did not respond initially, for them to complete later, did not have much 

effect as the staff who were not on leave were particularly busy during that time. 
However, there is no reason to believe that the respondent sample was not 

representative of the organisation as a Whole. 

(iv) a survey of opinions of employees using Ekvall's Creative Climate 

Questionnaire. Tbe participants of this survey were the same as those who 

participated in the above survey using the structured questionnaire. 

(iv) a review of company documents and literature . 

The processing of the interview data involved two stages. First, the interviews were 

transcribed, edited and organised usIng the a frarnework of eight factors described 

in chapter four, 

From this surnmary. key perceptions and opinions relating to each of these factors 

are extracted and tabulated as shown in appendix 12 
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Tle Minitab statistical package Nvas used to process the data from the survey of 
opinions and perceptions of the employees. The frequency of response for each of 
the alternatives provided for each questions in the questionnaires were obtained and 
tabulated as presented in appendix 10. 

77he perceptions and opinions of both the managers (obtained through the interview 
) and the employees (obtained through the survey) were used to assess the strength 
or weakness of each of the 'domains' as described in section 8.5. 

The data obtained from the survey using Ekvall's CCQ Nvas also processed using 
the Minitab statistical package. The analysis of data was carried out using the 
scheme designed by Tudor Rickards and Associates Ltd. First, the responses were 
categorised according to the ten measures used by Ekvafl and associates. The 

scores for each of the item in these measures were then surnmated and the means 
for each of the ten climate measures were calculated ( appendix 13 ). The mean 
scores for each of the ten measures were tabulated and then compared with 
Ekvall's result to assess the 'creative'climate of the three companies. 

8.4 INDIVIDUAL LEVEL ANALYSIS 

Tle objective of this analysis is to find evidence that support or refute some of the 
findings on the influence of Malay cultural values identified in the empirical work 
described in chapter seven. While the findings from field work one (FWI) described 
in chapter seven were mostly derived from the perceptions and experiences of 
managers of their Malay employees and Malay society at large, this analysis is 
based more upon the perceptions of employees of themselves and of other 
employees. The main data source is the survey of employees opinions and 
perceptions using the structured questionnaire. T-Aro major issues are explored: the 
contribution of ideas; and attitudes and preferences towards several aspects of 
work. 
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8.4.1 Contribution of ideas and suggestions. 
Data relating to the involvement of the employees in contributing ideas and 
suggestions are surnmarised and presented intables 8.1a. and 8.1b 

Table 8.1b Problems and concerns of employees with regard to contributing ideas 

Positi, el 
NeRstive ISSUE MAIN RESPONSE PETCO (n - 77) 

1 
ENCO (wI4) 

I 
CULCO (is - 42) 

P 
0 Reason for 

..................... .... 
26 / (3-"'. ) 

. ...................... .. 
19/(45%) 

........ 
ý. 4 ! 

......... .......... ............. contributing ideas .. . . . 
regularly (Q2. ) 

Good for career 17 / (40". ) 
T 
I 
v Major concern in Whetheir it conforms with 491(64%) 10/(71%) 25/(60-/. ) 

E contributing ideas (Q4)1 goals of the company 

Reason r not No encouragement 
contributing support, appreciation or 

29 1 (39%) 9/(64%) 21/(50%) 

regularly (Q3) 
.. rIM92nifign .......... .................. ........................... . ...................... .... ......................... 
Others take the credit 27-1. 

Major concern in What others will think 191 (25%) 41(29-1. ) 

I 
contributing ideas (Q4) ..................................... ......... .......................... . 

What will happen if it fail ...................... .... ......................... 

I 
Main problems Lack ofexpenise or 22/(291%) 13 36%) 

N 
encountered in -4mowlodge ............................. .... * ..... ***"*""*"-*' ............... .... ......................... 

E contributing ideas (Q5) Inability to c"Iturmimic"t" 25 / (32%) 6/(43%) 

1 

13/(31%) 
G Cff=tUV4 ................ ............. ................... ***'**' ............. --*-'--*-** ... ......................... . 
A smty 

................... ...... 1,6.442W. ) ..... .......... . ........... 

T 

..... I. L. 44U-13 ......... 
T 
I Fmployees feeling 

.. 
rJabintc. talhokaCidess, ......... ......... 2.4.14.31%) .. ..................... ..... .. 1244-zm. ý 

v about contributing No use as ideas are seldom 
E ideas/suggestions (Q IS ............................. ........ 3I. I. C. 40 . .... ..... ....... 

............ ......... 
LU. C. 7-21 ........ 

... . .... ........ 
Afraid of the consequence of 

. . 
Ihs jtý). VTý. : ***'- ... ....... ....... 
Afraid ofIooking'foolish 

.... . ........ ... ..... ....... . .............. 
Afraid of being branded 

5/(36%) 13/(31%) 

From these data. two main inferences can be drawn. 

(i) A large proportion of the employees responding in the suney reported that theýy 

have seldom or never contributed any ideas or suggestions. The majority of the 

respondents have attributed this to t%,. -o main reasons: (a) the lack of encouragement 
/support and recognition/appreciation from management. and (b) because others 
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normally take the credit ( table 8. lb). However, the response to question 14 
regarding the employee's perception of the attitude and orientation of management 
towards their contribution of ideas and suggestions by employees was quite 
positive. The majority of the respondents have indicated that management was both 
supportive and recognised or appreciated the ideas and suggestions from the 
employees ( see table 8.5b on page 303 ). It is therefore possible that the reason 
given by the respondents for seldom contributing ideas regularly could partly be 
due to some degree of self - protecting bias ( Hewstone and Antaki, 1988) as the 
respondents may have attributed the reason for not contributing ideas and 
suggestions regularly to other factors rather than those emanating from their own 
attitudes and actions. Considering the responses to question 4( relating to the main 
concern that they have when they are required to contribute ideas ) and question 15 
( regarding their perception of the feelings of other employees when the), are 
required to forward ideas and suggestions ) it can be surmised that Malays have a 
general antipathy to contributing new ideas in public fora. It may be hypothesised 
that cultural factors contribute to this general reticence. For example, in all the 
three companies, a significant proportion of the respondents felt that employees 
were generally cautious or reluctant to forward ideas and suggestions, mostly 
bemuse of their fear of the consequence of failure, the fear of looking foolish ; the 
fear of being branded 'busy body'; and the feeling that it was responsibility of 
management and not theirs. This result is consistent with, and supports the 
findings in FWI that Malays generally avoid giving ideas because of their aversion 
to taking risk; and their concerns to protect 'face'. 

(ii) In all the three companies, a significant number of respondents have 

acknowledged that the problems they faced when required to contribute ideas are 
related to their lack of knowledge and expertise in the relevant area or their 
inability to think creatively or communicate effectivehy. These are the main 
'domain- relevant' and 'creativity-relevant' skills, which, Arnabile (1988) has 
identified as critical for the innovation process. The perceived lack of knowledge 

and skills amongst the respondents is likely to undermine their confidence and is 

probably another reason why many, of the respondents seldom contribute an), ideas. 
The result indicates that these are real issues of concern which managers must 
address if they want greater participation and contribution from their 

employees. 

Another interesting observation is that this problem of lack of knowledge and skill 
was reported by a significant number of respondents from PETCO, which 
has pro,, ided an extensive amount of training in both task related skills and 
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knowledge as well as communication skills and creative thinking skills. 
Furthermore, the recruitment process in PETCO has also been described as ver), 
rigorous and that only those with good and relevant qualifications and abilities are 
taken on. As such, the problem of employees not having the relevant knowledge or 
skills should not be significant in PETCO. Yet the result indicates otherwise. One 

possible explanation is the culture within PETCO. One of the main findings of 
two AEOS surveys (All Employees Opinion Survey I and 11 ) conducted by 

PETCO in 1991 and 1992 was the prevalence of a' blame' culture in PETCO 

whereby the employees felt that there was very little tolerance for mistakes and 
that mistakes or failures would have a significant negative impact upon their 

careers ( Henry, 1994). As a consequence, it is conceivable that the employees have 

become more cautious and less confident in their own abilities. Hence, even 
though PETCO had the mechanism to pick qualified people and provide them NNith 
necessary training, the culture of high expectations and a low tolerance for 

mistakes and failures has probably undem-dned the confidence of a significant 

number of its employees in their o%vn abilities. 

8.4.2 ATTITUDE AND PREFERENCES 

The respondents were queried about their own attitudes and preferences as well as 
their perception of the attitude and preferences of other employees towards several 

aspects of their work. The key responses are surnmarised in table 8.1 c 
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Table S. Ic: Attitude and preferences at work 

ILASPECTS OF WORK MAIN RESPONSE PETCO (a - 77) ENCO (n- 14) CULCO (a - 42) 

Type ofwork preferred Tbosc, with uncertairvuripredictable 13/01%) 
(Q-) Mewing, 
Antaide towards 
Co""Y"E'" onup. Willing to point out &IMV ineellivs 23/(30-/. ) 7/(50%) 24 57-'. ) 
Initialize; (Q8) and discussions 
Arbuide ""Ong 

S about Often did about issues and problem 30/(391/. ) 5/(36%) 19/(45%) 
un&m* that aft 'm or unrelated to 

1 

.1 obleres, 01 T 
Attitude towards Charjoe i (Q37) Actively seek and participate m ctuUige 28 (37%) 8/(57%) 151(36%) 

E =tude towards rules Comfortable to ict outude the 
regulations(Q32) i1nd "W. U. 4/(29-1. ) 15/(36%) 

Attitude towards stasus W Mix fireely without too much 
hierarchy (Q34) 

1C 
onsideratinit for Saint; 13 / (3 1 N-) 

towafds decision 
(Q46) 

I 
Preefer making decisions in groups 37/(48%) 6/(43%) 14/(33%) 

; W-, r& conflict 
and participating in Fed orinifortable to ape and debate 18/(43%) 
debata (Q49) stiout work rokW issues 

Preferrei Workr4 Style Preferred to work in 9roup5 33/(43-/. ) 
Q24) 

Type ofwo& pnifered Those with CUUM or prettictable 
I I 

(Q'I) I Mo. * 63/(82%) 13493%) 25/(60%) 
AtUdIbIK&W towards Cornment only in private 21/(27%) 15/06%) 
c in onuMnating on superion 
outtakes (Q8) M 

[ 

k;; - zzw; i 7i;; W ...... 57Yi;; T* ... .......... I ............ 
N Mit t A owl, only dw& about flimiliar issues related 42/(55%) 8/(57%) 111/(43%) 
E to own work 
G urtfiern ar Im"Um and 

obleres (Q9) problerns (Q9) 
Will Citify Participate: in discussurig 341(44%) 131(31%) 

T Attitude towards chop Resist or utdiffierent to chinge 57) 8/(57%) 30/(71%) 
(Q37) 

I I 

AMLtuUd&9 towards rules Afraid oflimakft rules and 
artilregulfteriet(Q32) om regulations 55/(71%) 9 57%) 15/(36%) E 
AttLWd&* towards status very comeous; and foci unconif"table I 
hierarchy Q34) (Q -)Mq Witt sw-- 411(53%) 51(36%) 12/(29%) 
Atttw& towards did.. At 

( 
I 

rI naking(Q46) Tend to rely an otter to make decisions 23/(30%) 

At ttitude, towards conflict 
ad participating in d Avoids argurrem mid conflict as 28.06%) 8 1(5-. ) 13/(311/. ) 
de ba=tcs (=Q49) criticism are taloon personally 
Preferred Wodring we Preferred to work alone 301(39*1. ) 51(36%) 
(Q24) 

I 

(a) Key findings 

From the above results, two main observations can be made. 

(i) Most of the results are consistent %Nith and support the findings of the earlier 
empirical work in FWI ( field work one) described in chapter seven. For example, 

it has been found that Malays were very concerned about personal prestige and 
dignity and 'loss of face' and regarded failures and making mistakes as 
damaging to one's 'face' and image. They were also very conscious of appeanng L. ft ID 
ignorant orincapableand this is probably why the majority of the respondents 
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preferred to avoid unfamiliar situations that had uncertain outcomes, as the 

risk of making mistakes and fAures would be higher in such situations . This 

also probably explains why most of the respondents were not comfortable to 

work outside the rules and regulations of the organisation: the rules and 
regulations provided legitimacy for their actions and protected them from 

any possible blame if things were to go wrong as expressed by one employee: 

"... I normally follow the rules and do things according to 

instructions or set procedures. It is safer because if 

anything should go wrong, no one can blame me"(LVIPACT 
Program Trainee, PETCO) 

Malays have also been found to attach a great importance and value to building 

personal relationships and maintaining harmony in their environment. As such 
they have been found to avoid situations that might have a negative effect on 
their relationships vvith their colleagues and their superiors or create discord and 
dissension. Furthen-nore, Malays have been found to take criticism and 

comments on their ideas personally and usually such criticisms have been found 

to affect personal relationship, Hence, the tendency for Malays to avoid conflict 

and debate as indicated in the survey result above. Moreover, as detected in FW I, 

Malays generally seeked stability and preferred to maintain the status quo as 

a means to protect established patterns of relationship. As such, changes and 
uncertain situations are avoided for fear of the negative impact that these might 
have on the harmony and the structure of their social relationships. This probably 

accounts for the general resistance to change and the low tolerance for 

uncertainty reported by most of the respondents in the surveýv. 

Most of the respondents have also replied that they preferred group decision 

making or to let others make decisions. This can also be related to a concern to 

protect their own 'face'and reputation as discussed earlier. Malays have been found 

to be reluctant to take individual responsibility for decisions because of their fear 

of the consequence of making wrong or unpopular decisions on their image, 

reputation and relationships with others. Hence the preference is to make decisions 

in groups as it is regarded as safer. Most of the respondents in all the three 

companies reported a preference to work in groups rather than alone, and this 

reflects the Collectivistic nature of Malays as identified in FW I. 

The results also indicate that most of the employees were not comfortable to mix 
freely with their superiors. This is indicative of the hierarchical nature of the 
Malay society where subordinates are expected to maintain a distance from their 
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superiors. For example, it was found in FW I that both the employees and the 

superiors considered this 'divide' in relationship to be both necessaz3, and 
desirable. 

Finally, a significant number of employees have stated that they would not 
challenge or criticise their superiors openly. This is also consistent %krith the 
findings of FWI that the relationship of Malays with their superiors is based 

on the value of respect for seniority and status and a desire to protect the 'face' 

of their superiors. 

Table 8.2 surnmarises the above discussion on the observations and findings 

concerning the impact of cultural values on the attitude and preferences of the 
Malay. 

Table 8.2. Attitude and preferences: - a summary of findings. 

Snrvey Result Inference 
Preference for work that had a certain or Indicates a low tolerance for uncertainty as 
predictable outcome. unceruinty is related to risk of failure which 

is regarded as damaging to 'personal, face 

Willing to point out the mistakes or ly due to the use of"ground = = 

make comments about the ideas oftheir W- fivik feedback and open r ' 

superiors openly during meetings or Ow-uniclitiOM Othawise Malays usually 
discussions. avoid criticising or challenging superiors 

Openly as matter of respect and to protect 
their superiors Tace'. 

Avoiding conflict situation or arguments Indicates a tendencv to take criticism 
personally and to regard conflicts and 
arguments - damaging personal 
r0ationship and harmony, both of which art 

I high1v valued. 

Feeling very uncon-dortable inter=ting Indicates hierarchical swim, - differences in 

with superiors status. position and authorit-v maintained 
Generally avoiding thinking of or Indicates few of appearing ignorant or 

discussing about unfamiliar issues and makmg mistakes both of which are 

problems Perceived 10 dunage'face'and reputation 

Resistant or indifferent to change Probably because change is seen as source of 
uncertainty and -a potential source of 
social risk oflosing face'. 

Cautious and ataid to break rules and Rules and regulations probably perceived as 

regulations a safety net and protection from blame for 

mistakes or failures 

Preferring to work and make decisions in Indicates their collectivistic nature and a 

group desire to avoid personal responsibility for the 

consequence ofan% deision. 
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Ilie above discussions has focused upon the responses given by majority of the 
respondents and these have largely been negative attitudes or preferences in as 
far as 'innovatogenic' behaviour is concerned. However, as it is evident in table 
8.1c, a significant number of respondents have also given 'positive' responses 
( which are often in direct contradiction with some of the cultural values of the 
Malays identified in chapter seven ). For example, most of the respondents in all 
the three companies stated that they would normally comment on the ideas of their 
superiors and point out their mistakes openly during meetings and discussions. 
Likewise a significant proportion of respondents have stated that they actively 
seeked and participated in implementing change; felt comfortable to work outside 
rules and regulations of the company and felt comfortable thinking of and 
discussing unfamiliar issues - afl of which as discussed earlier did not reflect values 
normally attributed to Malays. Three possible explanations can account for this. 

First, some of the Malavs have 'variant' values that are different from the dominant 

values held in the society. This is probably an outcome of the ongoing social re- 

engineering process described in chapter three. The second reason could be a 

problem of attribution arising from self - serving bias ( Hewstone and Antaki, 1988 

) as it is possible that individuals gave responses that reflected positively on them. 
Finally 

, the finding could also be a consequence of the strategies and mechanisms 

employed in the three case companies. For example, several managers in all of the 

three companies have described the use of 'ground rules' ( as described in 

chapter seven ) as an effective way to create conditions conducive for the 

employees to be more forthright vAth their ideas and comments. Siraflarly 

strategies such as 'creating crisis' ( in PETCO, see discussion on page ) or the 

pressure of rapid groN-, th as experienced by CULCO and ENCO have been 

described as having induced more employees to seek and participate in change 

processes. 

(b) The influence of organisational context on attitudes and preferences. 

The second significant observation relates to the differences in the attitudes and 

preferences of the employees in the three companies. Comparing the responses 
from the employees of PETCO and CULCO for example, the data suggest that a 

greater proportion of CULCO's employees had an 'innovatogenic' attitude and 

preferences as compared to PETCO. For example a greater proportion of them 

have stated that they: have challenged or commented upon the ideas of their 

superiors openly; felt comfortable mixing freely with their superiors; felt 

comfortable to work outside the rules and regulations of the company; and were 

288 



wflling to take on jobs that had unpredictable outcomes. Tley were also more 
comfortable to debate and argue about work related issues. In contrast, employees 
of PETCO seemed to be more cautious and less flexible. Most were afraid of 
breaking rules and regulations, preferred tasks that had certain or predictable 

outcomes, resisted change and avoided making decisions. 

Tle implication is that a greater portion of CULCO's employees were likely to 
behave 'innovatogenically' as compared to the employees of PETCO. Such an 
implication is significant because it would contradict expectations suggested by 

the following conditions. 

(i) As suggested earlier in the discussion on pages 283 and 284, the employees of 
PETCO were comparatively more qualified and have had considerably more 
training. Furthermore PETCO also has more programs and mechanisms designed 

to encourage and support its employees to behave more 'innovatogenically'. 

(ii) Furthermore the survey has also assessed the level of satisfaction or 
dissatisfaction felt by the employees with regard to several aspects of their work 

and their company. The results of survey ( table 8.3) indicates that the difference 

between the level of satisfaction of the employees of PETCO and those of ENCO 

and CULCO was not significant.. Measured using a scale of I to 10 (I for being 

very dissatisfied and 10 for being very satisfied ) the mean score was 5 or more for 

all aspects of their work tested, indicating that employees were generally satisfied. 
In fact employees of PETCO seemed to be more satisfied than those of ENCO and 
CULCO with regard to opportunities to participate in decision making, 

opportunities to contribute ideas and with regard to the rewards to be achieved 
through contributing ideas. 
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TABLE 2.3: Emplovees' satisfaction or dissatisfaction about various aspects of their work 

Based on contention (i) and (ii) above, a greater proportion of the employees of 
PETCO might be expected to have a more positive attitude and feeling towards 

various aspects of their work. Yet the results indicate that the attitude of PETCO's 

employees was more negative than positive. 

The most probable reason for this has to be the differences in the culture of 
PETCO and the other two companies. 

The survey result suggest that the employees of PETCO rind its culture or 

climate more restrictive than that experienced by the employees of CULCO or 
ENCO. This result is consistent with impact of 'blame culture' discussed earlier in 

page 284. As described earlier, the results of the two previous AEOS studies have 

found that the employees of PETCO experienced a 'blame' culture and as a result 
have been found to be more cautious and less will. ing to take initiative - as 

illustrated in the Acting Personnel Manager's comments: 

" ne staffsay 'ifyou ask me why I am risk averse... why I 

don't use my initiatives-it is basically because the message 

that comes down to me from the top is that if I do use my 
initiative and try things differently, I get blamed I get 
blamed regardless of why I did it. ' This inhibits most of 

them " (Mr. Mill, Acting Personnel Manager, PETCO. ) 

Furthermore several managers have also described that as a contractor to 
Petronas, PETCO has had to operate strictly in accordance to the agreed terms and 
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conditions of the contract, which has induced a fonnal, rule or procedure oriented 
culture. 

In contrast, both the interview and the survey results suggest a greater level of 
uiformality and a more supportive environment in CULCO. As most of the senior 

management and a sizeable number of employees sta. yed together within the 

compounds of the complex, there was great deal of social interaction in CULCO. 
Such regular and close interaction probably contributes to building trust and leads 

employees to be more frank and forthright. Further more. CULCO was a new 

company with no previous experience to provide guidance. As such, everybody was 
learning together through trial and error - that was the culture. 

This finding supports one of the major argument presented in the conceptual 
framework : that any effort to encourage and promote 'innovatogenic' behaviour 

must be holistic, integrating both the structural and ideational aspects. Rather than 

a specific mechanism or structure, a culture with the appropriate ideational values 

and structural mechanisms is necessary. Structures, strategies or mechanisms will 

not work if they are not supported by relevant ideational aspects. Like in PETCO's 

case, for example, although it had the structure and mechanýisms to recruit 

qualified people, provide necessary training, communicate ideas and information, 

the culture was not conducive and as a result, a good proportion of its employees 

seem to behave 'anti-innovatogenicafly'. 

8.5 COMPANY ANALYSIS. 

As described in section 6.3.3 of chapter six, a framework of eight organisational 
factors presented in table 6.1 was employed to ensure that the analysis of the 

companies was both systematic and comprehensive. 

Interview and survey data were then analysed using the conceptual framework 

developed in chapter four as a guide. This basically involved the following 

process: 

(i) for each factor, the interview and survey data were evaluated to assess whether 
both the ideational and structural features of the company described by the 

perceptions and opinions of the respondents would collectively enhance or 

decrease the motivation ; develop or limit their capability and provide or 

restrict the means for the members of the company to behave 'innovatogenecally'. 
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If situation (i. e. a process, mechanism. or state of affairs ). as described by the 
data, was likely to enhance motivation, develop ability and provide the means for 

people to behave innovatogenically, it was categorised as 'positive' or as a 'strength' 

and similarly those that were likely to decrease motivation, limit their ability and 

constraint employees from behaving 'innovatogenically' were categorised as 
. negative' or as 'weaknesses'. This was a subjective evaluation for which the 

researcher had to refer to both the review of literature on innovation ii chapter two 

and the discussion on ' innovatogenic' behaviour in chapter four. 

(ii) Next, the results of the above strengths and weaknesses analysis were further 

analysed to (a) determine if any of the weaknesses were predominantly due to any 

incongruence between ideational and structural features of the company, and (b) 

determine any positive or negative influences of Malay cultural values on 
'innovatogenic' behaviour in the company. These are presented as the key findings 

of the analysis of each of the domains of innovatogenic culture and behaviour. 

(iii) Finally, from the data, any strategies which have been effectively employed to 

mediate the negative impact or to capitalise on the positive impact of Malay 

cultural values were identified. 

This process of analysis can be illustrated diagramatically as: 
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Figure8.1 USING CONCEPTU. AL FRA-MEWORK TO GUIDE DATA A, NALYSIS 

2, What positive or negative Impacts of Malay cultural values can be irtferred from tfic data 
7? 

3. Does the data indicate any incongruence between structural d 
ideational aspects? What impact does such incongruence have? 
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4. Does the data illustrates any 
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employed to mediate the negative impact . 42 -42 -C2 described by the data facilitate or 
or to exploit the positive impact of. Malay PROMOTE inhibit this? 
cultural values ? 

ABILITY 
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F. 
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In analysing the interview responses, the key consideration was on the significance 
of ideas or opinions expressed rather than the number of interviewees giving a 
particular response. Hence interesting opinions and perceptions were taken into 

consideration even if they were mentioned by perhaps only one interviewee, if they 

were judged to be of relevance. 

In analysing the survey results, 'positive' responses those that indicated the 
4 situation' is likely to facilitate 'innovatogenic' culture and 'negative' responses ( 
likely to inhibit 'innovatogenic' culture ) were considered as significant and 

classified as strengths or weaknesses if they had been expressed by more than 20% 

of those who responded in the survey. 
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The analysis described in the follom-ing sections presents: 

(1) the strength and weaknesses of each 'domain' as inferred from the interview 

and survev data is presented . 
This was supplemented, wherever relevant with 

additional data based on the researcher's own observations and the review of 
company literature. This data was used to identify and discuss the following: 

(1) the impact of Malav, cultural values 

(ii) the probable reasons for perceived weaknesses or strengths, especially 

problems arising from any incongruence between the structural and ideational 
features of the organisation 

Oli) significant strategies used to mediate the influence of Malay cultural values to 
enhance the motivation, develop the capability and provide the means for the 
members of the company to behave 'innovatogenically'. 

8.5.1 STRATEGIC Focus 

Four aspects related to the strategic focus of the three companies were 
investigated. These are the relevance of vision and mission statements, the use of 
plans, the identification of strategic issues and the relevance of innovation in the 

company's strategy 

(a) Analysis of strengths and weaknesses 

The mtervieNv and survey data relating to strategic focus are sununarised in table 
8.4 and 8.4 

Table 8.4a: Strategic Focus: interview result 
COWANY I STRENGTHS I WEAKNESSES 
PETCO Has well communicated visiont mission Too reviews ofstratýc direction 

statements and plans. 
= 

gI and ic issues creating confusion 
Vision and \fission statements are seen as ion, h 

meaningful and Mevant on=( 
Missatisfaction) 

over shift 
Planning conducted regularly and in strategic focus from being people 
sý, stenutticafly -, Flaming perceived to be oriented to performance oriented 
top-down bottom-up'process. 
Strategic issues clearly identified and 
communicated. innovation is seen as a 
major strategic issue. 
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--NCO Most managers driven by a shared I No formal statements of mission or 
on kf . ev Major strategies are based 

'drc7falay 
-ision ofthe company. 

: uItural values. Most ofthe strategic &:: stons are top 
do%vn-. participation of general siaffis 
limited 
No company wide, long :. -rm pla= 
planning is mostly ad hoc. 

CL-LCO I Formal vision seen as a powerful Despite CULCO having a formally 
motivator as it is based on the'pride'of articulated vision, different managers 
being the best in the nation. seem to have a different N ision and 
Systematic preparation ofAitritial mission for CULCO 
Business plan. sem as a 'top-do%m Ile critical issues facing CLICO have not 
bottom up'process, been identified 
Much integration across 
function durine nlannine arocess 

Table 8.4b: Strategic Focus - Survey results 

raskamej Aspects Main Responses PETCO (n 77) ENCO (n 14 CULCO (n - 42) 

Visi - Properly forniulated 
ý,, and well communicated 

1 
56/(73%) 17/(40%) 

S Clearly identified 

T and communicated 
42/(55%) 

R 

I 

Strategic 
Staffgear their activities 

E Issues (Q12) 
to address strategic 

I 
29/(36%) -- -- 

I 

N 
- G Innovation is a key 

TI strategic issue 34/(44%) 14/(33%) 

H Plans and Conducted regularly and 
I 

S Planning systematically 
431(56%) 27/(64%) 

Process (Q 13) Communicated to all levels I 

guides staffs activities 41/ (53%) 23/(55%) 

Vision and 
1 Has little impact on 22/ (29%) 8/(57%) 15/(36%) Mission (Q 11) Junior stairs activities 

E Strategic Staff do not know 9/(64%) 191(45%) Issues (Q12) how they can contribute 
A to address critical 
K ISAU N V9 e. Y very tittle use of formal 

plans, much undertaken on 9 i(64%) 
E ad hoc basis 
S PI d unaware 31 Lne company-s 
SP goals or objectives and how ll/(79%) 

Q13) these are to be achieved 

S The staff usually not 

n 

37/(48.05) 13/( 93%) 22/(52%) 
volved in the planning 

Process 
Ji 

Data from personal observation and documentary evidence also provide some 

support for the above results. Concise statements of PETCO's Vision and Mission 

%vere found displayed very prominently at strategic locations and featured regularly 

in many of its internal publications ( e. g. ACT newsletter; Human Resource 

Magazine). Furthermore, staff are trained to understand how they can contribute 

towards the vision and mission of PETCO. Strategic p] ig is carried out 
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regularly and systematically, guided by several documents to ensure that there is 

sufficient input from the ground (e. g. PETCO Policy Planning Document, 1992). 

Strategic issues and factors important for PETCO's success are clearly identified 

and communicated, and innovation seems to be a major feature of these issues. 
For example, PETCO's international headquarters has identified that one of its 

major challenges for the future would be to "develop business vision, market 
knowledge. foresight and innovation at all levels within the operating 
organisations , without detractingfrom the principal technical skills neededfor 
operational activities to be performed professionally. " (PETCO International 
1995 pp. 12). Within PETCO itself there are several strategic areas where 
creativity and innovation is treated as a critical issue. These include the Critical 
Success Factors, one of which is to " nurture a creative, efficient and effective 
workforce" (PETCO Policy Planning Document 1992) which has became the basis 

of PETCO's Human Resource Strategy. Innovation is also incorporated as a key 

element in the training strategy formulated to realise the overall Human Resource 

Strategy. The strategy which was to " achieve a competitive edge incentive-based 
learning organisation" has four sub-domains, one of which is to 'DeveJop 
Innovative Capacity'. The focus of this sub domain is to "nurture and increase 

the capacityfor innovative learning and to develop creativity and innovativeness 
( PETCO submission for CM award 1992) 

Innovation is also a key feature in the ongoing Business Re engineering (BR) 

process. One of the six 'Strategic Business Playorm' designed to achieve 
PETCO's 'New Frontiers of Ercellence' is geared to enhance PETCO's 
7nnovanve and Entrepreneurial Capability' (see appendix 11). The New Way of 
Working proposed as part of the re engineering process to achieve the New 
frontiers of Excellence' also emphasises that employees should be "Energised by 
Change and Innovation" and prescribes behaviours such as "must be brave 

enough to take calculated risk"; " be driven by results and not means"; " be 

externally focused and quick to grasp opportunities" ; and 'ýfront line decision 

making" all of which should encourage its employees to behave more 
'innovatogenically'. 

The only documentary evidence of CULCO's Vision and Mission statements was 
found in its Annual Business Plans; but an examination of three of these plans ( for 

1991,1993, and 1994) indicated a considerable variance in CULCO's -vision and 

mission for the three years, which probably explains why different managers seem 

to have different perceptions of what the vision and mission of CULCO actually is. 
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The Annual Business Plan also provided evidence of involvement from lower levels 

and of cross functional interaction in the preparation of the plans. AMough the 
three main elements of CULCO's service pHosophy- 'excellent customer service' 
'innovative product' and Yair price' were described bI I the resident manager as 
the key factors in CULCO's strategy, there was little evidence that these has been 

Communicated properly to all the staff. 

ENCO is in the process of formulating statements to describe its vision and 
mission as part of its restructuring exercise. However, the Managing Director and 
most of the managers interviewed felt that the main driving force within ENCO was 
the shared dream to make ENCO a model of Malay success in business and to 

assist other Burniputras in business. Furthermore, ENCO as a group had no long 

term plans although the various operating firms have been preparing their own 
Annual Business plans for the last two years. ENCO seem to make use of external 

consultants a lot in determining strategic issues. As acknowledged by the Managing 

Director, most of the major decisions are made by top management and the 

consultants and only after a decision has been made is it cascaded down to the 
lower levels for implementation. 

(b) Impact of cultural values 

From the strength and weaknesses analysis above, several inferences relating to the 
impact of cultural values can be made. 

(i) Literature on the relevance of mission statements has argued that for mission 

statements to be of any use, they must be very specific and indicate very clearly 

the strategic intent of the company. Bowman and Asch (1996), for example, 

comment that: 

" The mission statement should be treated like a working 
documentfor managers and should be as tough and clear as 

possible "(Bowman andAsch, 1996: 101) " 

Consequently, several authors have argued against the use of 'emotive' mission 

statements as these are likely to be perceived as manipulative and encourage 

cynicism ( Campbell et al j 990). 

However, the researcher found that although the vision and mission of ENCO ( 'to 

become model of Malay success) and CULCO (' to be the most outstanding 

cultural centre and share the richness of Sarawak's diverse culture with the 
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world) was neither specific nor provided any specific strategic direction. the 
statements nevertheless had a strong positive impact, mainly because of their 
emotive nature. In both cases, the staff ( particularly the management staff) were 
clearly energised and motivated by ENCO's dream and CULCO's vision because 

of their strong desire to pr otect and uphold the ýride and dignity' of their race and 
culture. As identified in FWI, the sensitivity and emotion that the Malays feel in 

relation to their race and religion is an important cultural value which had 

significant impact upon their motivation and behaviour. The commitment and 
motivation that the managers expressed towards the dream in ENCO or the vision 
in CULCO may be probably resultant of this.. 

Thus, although the literature ( mostly based on studies in the West) has argued 
that emotive mission statements are easily perceived as hogwash and manipulative, 
and are therefore ineffective; the result indicates that in a Malay environment, 

emotive statements based on sentiments relevant to the position and status of their 

race or culture can be effective. The implication is that while the objective is to 
have a vision that can capture emplovee's attention, provide a sense of purpose and 
direct their actions without 'locking ' them to a specific course ; the type or nature 
of vision and mission statements that can bring about this effect can vary in 
different cultural contexts. 

(ii) Most of the managers interviewed perceived that the Vision and Mission of 
their companies did have a positive impact on the activities in the company. in 
PETCO, the vision and mission were perceived to be 'meaningful'and 'relevant, 

in CULCO as a powerful motivator, and in ENCO , most of the managers felt 

that they were driven by their 'shared dream'. However, in significant contrast, a 
substantial number of employees in all the three companies felt that the vision and 
nussion of the company had little impact on their activities in the company. The 

variation in the perceptions of the two groups is significant and needs explanation. 
It could be attributed to the fact that the junior staff may be less aware of (i) the 

vision and mission of the company, and (ii) of how they can contribute to the 

company's achievement thereof This may be particularly true in ENCO and 
CULCO where 64% and 45% of the junior staff reported that they did not know 

how they could contribute to addressing the critical issues facing the company. 
Alternatively, as it occurred in all three companies, there may be a broad cultural 

explanation. As identified in FW1, Malays tend to be mostly short term oriented 

and averse to considering the long term implications of any situation or actions. As 

such it is possible that the employees in all the three companies were unable to 
foresee the future implications of their activities and therefore could not relate 
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these to the mission and vision of the companies. Furthermore, the findings in F7NV I 

suggest that levels of education and exposure to an achievement orientated culture 
had a mediating influence such that in general, the more exposed and educated 
employees were, the more long term orientation they had. This could explain the 
differences between the opinions or perceptions of the managers interviev., ed and 
the employees surveyed. 

(iii) The interview results also indicate that the staff of PETCO were concerned 
and apprehensive about the shift in PETCO's strategic focus from being 'people 

oriented' to being more 'task oriented ' Similar feelings were also expressed by 

several employees interviewed in CULCO as reflected in the following comment 
made by one of them: 

'Keadaan sekarang bukan macam duluk..... duluk pekerja di 

utamakan ... tapi sek-arang, semua tumpuan adalah terhadap 

jimat kos sahaja'. 
(The situation now is not like before.... in the past, the staff 

were a priority .. but now, everything is focused on cost 

sawng... '9 

While these feelings of concern and the resistance towards some of the associated 
changes may be due to the additional pressure to improve performance or the 

perceived loss of benefits felt by the staff, again a braider cultural influence may 

shed light on this finding. 

In FWI, it was found that Malays in general placed greater importance on 

concern for people than on concern for task and performance. The perceived shift 
in focus is contrary to this value and is reflected in their expressed concern and 

apprehension. Tbs also has implication on how Malays react to changes and the 

strategies to introduce change ( to be discussed in section 8.5.2. ). 

(c) Relevant strategies and practices 

A number of strategies used by the companies to make their strategic focus more 

'innovatogenic' were identified. This includes: 

(i) One of the main problems that could be identified from the survey results Nvas 
dW employees were unclear as to how they could contribute towards the attainýing 

the company's vision, its goals and objectives and what they could do to address 
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the strategic issues facing the companies. The strategy used by PETCO to address 
these problem was to use staff training as the principal means to communicate and 
to align the activities of employees with the Vision, Mission, and the long term 

strategic issues facing the company. As the head of development training 

expressed: 

" We have very clear statements of where we are heading 

and what we have to do to get there. We have identified the 

critical issues and the role of training is to communicate 
these to the staff and get them to understand how they can 

contrihute to achieve them. " (Respondent 9: PETCO. ) 

A similar comment was made by another trainer: 

".. part of training's focus is to cascade down the vision of the 

company and what it intends to do to get to where it wants to 

go .... ourjob is to internalise these within the staff and make 
them understand how they can contribute. "( Respondent 4, 

PETCO ) 

Evidence suggests that this strategy has helped to limit the above problem and to 

create greater awareness, as well as enhanced contributions from the employees 
towards achieving the company's goals and objectives. For example, a 

comparatively smaller proportion (16 %) of the respondents from PETCO 

expressed that they did not know how they could contribute to address the critical 
factors affecting the company as compared to CULCO ( 45%) and ENCO (64%). 
In fact 28 ( or 36%) of the employees interviewed responded positively that they 

were aware of the strategic issues and geared their activities to address them. 

(ii) One special feature of PETCO's strategic planning process was the use of 

scenario construction which is preferred over straight forward forecasting. This is 

particularly germane in the context of promoting innovation, as scenario 

construction is seen as a very proactive and creative process of structuring the 
future and anticipating future opportunities and obstacles which can provide the 

impetus for innovation (Meadows and O'Brien, 1996; Kahane, 199 1) For example, 

a training co-ordinator who was involved in constructing future scenarios of 

Malaysia to draw up PETCO's training strategy recalled that his own experiences 
have made his thinkýing more imaginative and flexible and has helped him to 

examine information from many perspectives - 
He comments: 

300 



... mýy experience is that scenario construction really helps 

you to be imag7native .... .. to be more flexible and see the 
different ways in which the present can be transformed in the 

fiaure. It realýv trains you to look- at available information 
from many different aspects. "(Respondent 3, PETCO) 

Training the staff In constructing future scenarios and getting them involved in 

such an exercise should help to develop a long term orientation, proactivity, the 

ability to analyse risk, the ability to visualise and the ability to see things from 

multiple perspectives - all of which are important 'innovatogenic' behaviours. 

(iii) Several of the managers interviewed in ENCO have attributed its success to 
two strategic factors: the importance of networking as a strategic resource and 

growth through strategic alliances. The Managing Director considers the building 

of appropriate strategic alliances as a one of ENCO's most important tasks as it is 

seen as principal source of new ideas, expertise and a means to cut short the 
learning curve and to learn new business quickly. As the Managing Director 

explains: 

"Frankly it is notpossiblefor us to wait and learn all the new 

technolov and the business opportunities arising from them 

... if we did that we will be too late. There is no time for us to 

reinvent things... so what we do isfind models that work and 

emulate them and try and do better. To do this we don't have 

to be very clever, but we have to find clever people to work 

with ... that is why building alliances is very important" 

In ENCO, building a large network of personal relationships is seen as the 
foundation of developing strategic alliances. ENCO's success in developing a large 

network of personal relationships and in forming successM alliances constitutes a 

positive application of Malay values of collectivism and the importance Malays 

attach to developing personal relationships (as discussed in chapter seven). 

8.5.2 NaNAGEMENT ORIENTATION TOWARDS CHANGE AND INNOVATION 

The attitudes and orientations of management towards four innovation related 

phenomena were assessed. These were: 
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attitude towards change 
attitude towards new ideas and innovation 

attitude towards subordinates in% olvement in contributing new ideas 
attitude towards mistakes and failures 

- attitude towards criticism. 

In analySing and interpreting the results of both the interview data and survey data 

related to 'Management Orientation'and 'Management Style' ( discussed in 8.5.3), 
it is necessary to be aware that the management of PETCO was mostly non Malay 
( both Expatriates and other Malaysians ). However, the data is still valid as it 

reflects the perceptions andftelings qfMalay managers and employees towards 
their superiors even though these superiors are not Malays. 

(a) Analysis of strength and weaknesses of 'management orientation 
and attitude towards change and innovation'. 

Tle result of the streno and weaknesses analysis are presented in table 8.5a and 
8.5b. 

Table 8.5a Management Orientation: interview result 

CONOANY STRENGTHS I WEAKNESSES 

PETCO Positive attitude towards change and Gresterfocuson doingthe rightthings 
innovation; actively push subordinates to ( effectiveness) and doing things right 
be innovative-, top management is ( effliciency) rather than doing new and 
committed and actively involved different things. 
initiating change. Some managers are actually conservative; - 

speak of change but do not readily 
accept new ideas. 
Too many changes without any 
consolidation and realisation of the 
benefit of the changes. 
Strong blame culture. 
Change used by individual managers to 
fitither own interest rather than that of 
PETCO. 

ENCO Management very fleyjble and receptive c'Muv'! Most of the change initiative is from M 
to new ideas; actively push staff to seek 

7 

o see th, top. ... the stafrs participation is 
changes and adopt new idew and practices; i d more on the question of 'how the change, 
encourage and support staff to take risk e 

F 
should be implemented' rather than 

. and try new thinVL Chairman seen as 't 'what new changes or innovations need to 
the main driving force in the change and be introducird. 
innovation process. I 
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CL7LCO Very chang- orientated. espe6aily in the Management is seen as becoming more 
past- pardý because top management rT . gi .d and less prepared to take risk. more 
also did not have any precedent to follow focused on profit and cutting cost 
and did dtings mostiv by trial and error. than on experimenting with new ideas. 
Encourage innovation and change and 

I 

recepti I ve to ideas and opinions 6-om 
lower levels. The Executive Directors 
personalirý , is seen as a major driving 
force in s*ing the orientation ofthe 
whole management towards change and 
innovatiom 

Table 8.5b: Management Orientation - Survey results 
Strengtbat Aspects Main Responses PETCO (n - 77) I ENCO (n - 14) I CULCO (n I 
weaknes sm 

Attitude towards Proactively seeks and 39 (49%) 13/ (31%) 
change ( Q3 5) introduces change 

Very receptive 6 /(43%) 18/(45%) 

S Attitude towards 
new idea and 

Want organisation. to be a 
I 

19 25%) - - 
innovation (Q 17) leader in innovation 

R Actively pursues new ideas 24 (31 %) 6 43*/*) ll/(26%) 
E 
N 

-THMMM -towards 
subordinates 

Encourages and supports 34/(44%) 6/(43%) 15/(36%) 

G involvement in 
Recognises and appreciates 

T giving new ideas contribution 
24/(31%) 16/(38%) 

(Q14) 
I H -7th'tude towards Regards mistakes 

S mistakes and and failures posit ively 12/(29%) 
failures (Q20) . as learning experiences 

Attitude towards 
Activeiy cnCoMg0S 
and seeks criticisms 

29 Me 4/(29%) 14/(33%) 
criticism (Q49) Wdling to accept 19/(25%) 14/(33%) 

criticism 
Prefers to maintain 

Attitude towards status quo 
51(36%) 14 330/o) 

change (Q35) Reactive, changes only 25/02%) 6/(43%) 20/(48%) 
when forced 

W 'Wait and see'l adopts 
E Attitude towards 

new ideas and 
only ifthe idea has 

. 1--h- 
23 3MI* 18/(43%) 

A innovation (Q 17) Rejects ideas that 
K disrupt current operations 

6/(43 15/(36%) 

N 
E 

-Xt-titure towards 
subordinates 

Does not encourage or 41(29%) 
S . involvement in support 

S giving new ideas Does not show recognition 4/(29% (Q14) or appreciation E 
S Attitude towards 

Does not tolerate mistakes 51(36%) 
or failures 

mistakes and 
failures (Q20) Very catnious about 30/(391/9) ll/(79%) 211 50%) 

makinR mistakes or failing 

Attitude towards Does not allow others to 10/(42) 
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The researcher's own observations in the three companies found the top 
management of all the three companies to be actively involved and committed to 
bringing in innovation and change. However, it was also noticeable that the 
interaction of top management was mostly with the managers just below them only. 
Hence the passion and drive for innovation and change exhorted by top 
management was not directly felt by those lower down the organisational hierarchy. 
This was particularly evident in ENCO where the personality of ENCO's 
Chairman was clearly the main driving force for change and innovation. The 
researcher felt that thepulse'of ENCO was basically determined by a core team 
consisting of the Chairman, the Managing Director, and the senior managers and 
that the orientation of this team very much reflected the 'nothing is impossible' 
attitude of the Chainnan. However, despite the slogan 'Together We Transform' 

promoted by these managers, the impact of the chairman's push and drive was less 

noticeable at lower levels. This is probably because the interaction of the 
Chairman with the lower level was (a) more limited and (b) more concerned with 
welfare of the staff and maintaining social interaction and less focussed on work 
related issues. 

The situation was quite similar in CULCO in that the personality of the Executive 
Director of CULCO was also described as the major force shaping the orientation 
of the whole management towards innovation and change. However, the gap 
between the management's and the employee's perceptions was less apparent in 
CULCO - probably because of regular use of mechanisms such as 'extended' 
brainstorming and 'extended management' approaches, whereby non-management 
staff were regularly brought in to participate in brainstorming problem solving 
sessions. Furthermore, the nature of CULCO was very much like a total 
institution (where top managers and a substantial number of the employees lived 

together, socialised together and often discussed work issues ( after work ) all of 
which could account for employees feeling close to top management and 'energised' 
by the Executive Director. 

In PETCO, the researcher found the push for change and innovation to be a 
major strategic exercise with several initiatives in place (such as the 'Challenge 
Mentality program and 'Management of Change Project Team') to support and 

promote change as an opportunity to learn and gain competitive advantage ( 

SIPC, 1989). The researcher also found much evidence of the direct involvement 

and commitment of senior managers in initiating and implementing change. 
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From these observations and the relevant interview and survey results, three 
pertinent issues could be inferred from the situation in PETCO: 

(i) Although change and innovation seems to be aggressively pushed by top 
management, some of the champions of change and innovation were seen as 
paying ' lip service' only. Tliough they advocated others to change, they 
themselves were actually conservative and resistant to any new ideas and new 
ways of doing things. As the acting personnel manager observed: 

" ... one problem is that many senior managers have become 

so entrenched in their established ways of doing things .... 
and become constrained by their past experiences. Hence, 

even though they champion others to change, when it comes 
to their own ways of doing things, they are actualýv 

conservative and resistant to new ideas. Sometimes they are 
the biggest obstacle to introducing apty change or innovation 
here" (Acting Personnel Manager, PETCO) 

(ii) There was some concern over the motives of the managers and the fear that 

the push for change was all part of the competitive process. The implication was 
that there were managers and executives who initiated and implemented change 

more to promote themselves then to bring about benefits to the organisation. As one 

respondent said: 

I think that the problem lies in thefact that PETCO has a lot 

of intelligent people who are taking advantage of these drives 

for change to promote themselves. It all boils down to 

politics .. the survival of thefittest. People take advantage and 
become promoters of change and innovation not for the 
benefit of the company but more to benefit themselves. 
(Respondent 5. PETCO) 

Although only one respondent made this remark, the general impression that the 

researcher was able to get from the comments of several others was that they too 

felt they were being exploited and used and were therefore unenthusiastic and 

suspicious of the changes being introduced. 

(iii) Several respondents expressed concerns that management had gone 

overboard with the drive for change and that there were too many and too 
frequent changes. The main concern was that rapid change allowed no time for 
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consolidation and that changes that had recently been introduced had been chanized 
again before the original change had brought about any benefit. As one respondent 
commented 

"... In fiact things are changing so fast that what was 
decided last year may no longer be relevant ... I think that 
these constant change could be more costly to the company in 
the long run. We invest in a program, but before it could have 

an impact we are on to something else .. this needs to be 
looked into. " (Respondent 7, PETCO ) 

Another respondent agreed, and felt that new ideas were introduced like a fad, 

without thorough evaluation of the consequences and consolidation to mxximise 
any resultant benefits: 

" We seem to change with every new management idea of the 

, with Quality Circles, time ... we had our obsession with 7ýOM 

with networking, with mentoring... and many of this seemingly 

great ideas of those times are now neglected. All the time and 

resources spent isjust a waste" (Respondent 5: PETCO). 

Tbese three issues, (i) the perceived credibility and motive of those who promote 
change, (h) the speed with which changes are made and (iii) evaluating the 

consequences of change, are important issues that must be addressed and taken 
into consideration by any management that introduces change. 

(b) Impact of cultural values 

Two relevant inferences can be drawn from the interview and survey data and the 

observations of the researcher. These are: 

(i) Impact of hierarchical relationship. 

Although both the managers interviewed and the employees surveyed perceived 

the attitude and orientation of management towards innovation and change to be 

mostly positive, there was a noticeable difference between the perception of the 

managers and the employees. Ile managers' perceptions in all the three companies 

were comparatively more positive then those of the employees. A significant 

number of employees, particularly in ENCO and CULCO perceived that the 
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managers of their company were more reactive than proactive. sensitive to 
criticism. cautious of new ideas; and preferred to maintain status quo. The 

researcher*s own observation was more consistent with the positive perceptions of 
the managers rather than the negative perceptions of these employees. In both 
ENCO and CULCO, the researcher found that the attitude of most managers 
reflected the spirit and drive of the Chairman and Executive Director respectively : 
aggressive, forward lookin , and very change oriented. However, as the survey 9 
results indicate, these had not filtered down to all levels of the organisation. 

This differences between the perceptions of the managers and the employees is 

probably due to the fact that the two groups may be referring to different levels of 

management - while the managers referred to top management ( i. e. the Chairman 

or the Executive Director), the junior employees may actually be referring to the 
their immediate supervisors as their interaction with management was mostly 
limited at this level. In fact this was quite evident in ENCO as described earlier. 
As such, the situation may reflect the cultural tendency of the Malays to operate in 

an hierarchical manner as discovered in FWL The employees limited their 
interactions with those at their same level or their immediate superiors and Uewise 

the top manager's interaction was mostly limited to the senior managers. 
Consequently the drive for change and innovation felt at the management level is 

not felt at the lower level. 

(ii)Motivesfor and benefits of change. 

The literature review in chapter three and the findings of the empirical work 
described in chapter seven indicate that although the initial reaction of Malays 

towards change was normally one of resistance, they are actually quite adaptable 

and willing to change if they are convinced of the purpose and the benefit of the 

proposed change. Consequently, as the findings in chapter seven indicate, their 

approach to change is with caution, and to think carefully and thoroughly before 

accepting any innovation or change. This implies that to effectively introduce 

change or innovation in a Malay environment (i) the purpose and benefit of the 

change must be made very explicit and (ii) changes cannot be implemented 

hastily. 
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(c) Relevant strategies and practices 

One strategy used in both PETCO and CULCO was to create a crisis situation to 
make staff more receptive to change and new ideas. Under this stratep', the 

principal message from top management communicated in many of the road shows, 
the training programs, the newsletters and other communication channels was that 

the consequence would be catastrophic if there was no change. For example, in the 
one month that the researcher was in PETCO he heard the same message from the 
Engineering Manager and the Head of Training during an Executive development 

program; the Personnel Manager after a presentation by external consultants on a 
Bench Marking exercise and several, senior managers during the OR open house, 
during which time these managers were on hand with plenty of visuals to explain 

what was wrong with the current situation, and why change was a must. At such 

sessions a variety of possible directions for the future were often discussed. 

Such a strategy seems to be both relevant and necessary in the management of a 
Malay workforce. One of the main problems that has been associated with Malays 

identified in FWI was their lack of awareness of the need to change and their 

tendency to remain in their comfort zone and to become easily complacent. As 

such, there was a need for what the Managing Director of CULCO describe as 
'shock treatment'. Furthermore, convincing Malays of the benefit of change was 
important as Malays have been found to be quite adaptable and receptive to change 

once they are convinced of the need for and benefit of the proposed change. As the 

acting Personnel Manager of PETCO described; once the Malays are convinced of 
the need to change and the benefit of changing, then they can be adaptable and 

receptive. 

8.5.3 Management Style 

Three main aspects of management style were investigated: (i) how managers 
interacted with and related to their subordinates; (ii) the extent to which they 

involved their subordinates in decision making, and (iii) the level of flexibility and 

freedom they provided to their subordinates in executing their work, 

(a) Analysis of strength and weaknesses 

"ne results of the strength and weakness analysis are summarised in tables 8.6a 

and 8.6b. 
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Table 8.6 a Management style: interview result 
COMPANY STPm4rTlis I WE. 4NESSES 

PETCO Athougb most managers are directive, Range ofstyle, but mostly directive and 
there is a lot ofringgi'style consultation- some even autocratic 
In general, there is a change from a Nfore task oriented than people oriented; 
conservauve approach to a more open weak at empowering people at lower 
and risk taking approach levels. 
More of PETCOrs managers are using 
team based approach. 

ENCO Very operL personal and informal; most ofthe important decisions are 
emphasis on Islamic values offaimess made by top management without much 
and accountability to employees involvement ofthe lower level managers 
Provides flexibility and fivedorn for 
employeas to structure their own work 

CLTLCO Very informal; use persuasion rather Resid ent Man gees style different from 
than directives. 'relaxed management f that o the Ex: mtlve Director, more 
style. Management by consensus 
a r & 

conservative and procedure oriented. 
pp OS 

Flexible, subordinates provided with 
broad guidelinesý and let them decide 
how they want to do their job. 

In addition to the above survey and interview data, relevant information obtained 
from the researcher's observation and a review of company literature include: 

(i) the management style in both CULCO and ENCO was characterised mostly by 

the personality and the approach of the Executive Director and the Chairman 

respectively. In CULCO for example, most managers stated the Executive 
Director was their role model and that they tried to use his approach of being 
'informa4 open, participative' to manage their subordinates. Similarly, the 
Chairman of ENCO was also admired and praised with comments like '.. he 

makes timeforpeople', 'he is very open... he is very approachable andfriendly'; 
' .. he trusts his staff-gives the staff a lot offlebbility andfreedom ' and 'the 
beauty of this company is the personal touch of the Chairman' 

(ii) In PETCO, 'management style' was regarded as critical issue and formed one 

of the main domain of PETCO's Human Resources Strategy. In this strategy, the 
desired management style is prescribed as ' decisive yet open to two-way learning, 

encouraging shared vision and objectives and to stimulate a trusting and 
motivating environment which promote teamwork, creativity and delegation' ( 

SSB/SSPC3,1992: 1). Consequently, most of PETCO's management development 

Programs seemed to be focused on developing necessary interpersonal skills 
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Table 8.6b : Management style -Survey Result 

9" !" ý ýAspects 
Main Response PETCO (n - 77)1 ENCO(n - 14) 

1 
CULCO (n - 42) 

Re ng with Informal and relaxed-, S 
T O 

= 

. 1Z inat 05 

J 

and open interaction 7/(50%) 24/(57%) 

R 
E Involving Consultative; solicits opini 

from staff before making 

It 
35 /(45%) 

I 
4/(29%) 

I 
ll/(26%) 

N, subordinates decisions 
G in decision 
T making ( Q50) I Mostly participative, 
H involve subordinates. lg/(43%) 

Providing Mostly flexible; gives staff 
flexibility 

1 

freedom to structure own -11(50-1. ) 26/(62%) 
and freedom tQ50 wark 

W Relating with 
I 

Formal and reserved, E junior staff (Q50) little interaction 55/(71%) 51 (36%) 11 26*/* 
A 
K Involving 
N, subordinates Autocratic 23 W".. 51 (36%) 11/ (26%) 
E in decision 
S 'n2 (050) 
S 
E Providing 

S 

1 

flexibility Mostly rigid; insistant that 
staff foltow directives 26/(34%) 5/(36%) 14/(33%) 

0 and freedom (Q 

of relating effectively with their subordinates and the sUls for delegating 

authority and deccntralising decision making. However despite the number of 
initiatives and programs implemented ( see discussion on pages 313 and 314 ) to 

nurture the desired 'management style, most of the managers interviewed reported 
that the general management style in PETCO was 'formal and directive'. This is 

consistent with the survey results in which most of the respondents ( 71%) 

perceived their managers to be ! formal, reserved, and to limit their interactions 

with their subordinates. ' 

(iii) In contrast, although there was no formal recognition of the role of 
I management style' as a strategic tool in both CULCO and ENCO, much emphasis 

seems to be have been placed on building close and personal relationships 
between the managers and their subordinates as compared to other aspects such as 
delegation of authority or decentralisation of decision making . 

Consequently most 
of the managers interviewed and the employees surveyed ( 57% of the respondents 

in CULCO and 50% of the respondents in ENCO ) perceived their managers to be 

'Open, informal andfriendly'. 

In ENICO, the management style and approach was based on 'Islamic values of 
mutual respect, no oppression, fairness, and accountability'. Managers are 
reminded not to take advantage of or exploit to their staff, to be fair in evaluating 
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and rewarding them and to be accountable for their progress. The use of these 
Islamic values is also widely communicated to the employees and according to the 
Managing Director, most employees are receptive and happy to be managed using 
these values. To promote these, there is weekly evening prayer sessions after which 
work related issues are discussed in an, informal manner. As one manager 
commcnted: 

" 
... this preiyer sessions really binds us together ..... we can 

really interact with the Chairman and the Managing 
Director. And this is the time we really discuss our 
work ... sometimes well into the night "en we do this.. a lot 

of us treat our work as a form of 'ibadah' ( Financial 
Controller, ENCO) 

However, as one of the managers commented, although the praver session was 
very useful, it mostly involved the managers and the supervisors only. Most of the 
lower level employees were not involved and as such these sessions actually seem 
to contribute to widening the gap between the managers and the employees. 

(b) Impact of cultural values 

(i) The analysis of FW I in Chapter Seven found that Malays placed a high value 
on personal relationships and that they attached greater significance to the 

relationship that a manager was able to establish with his or her subordinates 
than to the manager's expertise or ability to perform. This probably accounts for 

the emphasis in both CULCO and ENCO, ( both predominantly Malay 

organisations) for the managers to develop close and personal relationship 
with their subordinates. In contrast, as many of the managers of PETCO are not 
Malays, in this organisation there, seems to be a separation between work 

relationships and personal relationships. Although they seeked close relationship at 

work. the need to develop a close personal relationship was not as evident as was 
the case in CULCO or ENCO. Furthermore the management approach in PETCO 

appeared to be more systematic involving a greater degree of planning, organising 

and controlling. This difference between ENCO and CULCO (in which the 

emphasis was on building personal relationship) and PETCO (in which the 

emphasis seems to be on developing interpersonal skills and on issues of delegation 

and decentralisation ) probably accounts for the difference in the findings that. 

while a significant portion of the respondents in CULCO and ENCO perceived 

their managers to be open and friendly, most of the employees and managers of 
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PETCO perceived their managers to be more task oriented than people oriented 
and to be mostly formal, rigid and autocratic. 

00 One of the initiatives implemented in PETCO to create an appropriate 
management style was the Supervisory Style Feedback Programme. Instituted 

with the assistance of Dr. Peter Bramley of University of London, the objective of 
this program was for managers to use their subordinate's feedback to understand 
and improve their own management style. A pilot survey was done in 1991 and the 
program was launched officially in 1993 on a voluntary basis. However, at the 
time of this survey, the program has not achieved much widespread success. Tle 

main problem could be cultural: As discovered in FWI, Malay subordinates are 
likely to be reluctant to give frank feedback about their supervisor's style and 
effectiveness and at the same time, Malay superiors are likely to be uncomfortahle 
to receive such frank feedback from their subordinates. As such, both employees 

and their superiors are not likely to feel comfortable with and supportive of 

progrwnmes of this ty 
. PC 

(iii) Another initiative introduced by PETCO to improve management style was 
Management by Walldng About (MBWA). Started in 1991 , the objective was 
to encourage supervisors to leave their office and interact with staff by visiting 
their work sites. The intention was to do away with the bureaucratic atmosphere 
and create an enhanced communicating environment. However as Hendry (1994) 
found in his study, MBWA was not successful in this case, as the employees 
questioned the authencity of the managers effort. In contrast managers in both 
CULCO and ENCO have stated that MBWA has been used effectively in their 
orgamsations. 

This difference between CULCO/ENCO and PETCO is another illustration of the 

need for congruence between structural and ideational aspects. Although 

MBWA has its merits as a program, the basic principles of MBWA which was to 
deal with work related issues using informal interactions in an environment in 

which the subordinates were familiar and comfortable did not match with 

managers' concerns for maintaining hierarchy and formality in PETCO. This 

incongruence between the nature of the program and the prevailing orientation 

of the managers, is probably the reason for the reservations, scepticism and 

cynicism expressed by the employees in PETCO. In contrast, the program was 

more successM in ENCO and CULCO probably because of top management in 

both of these organisations were more concerned about building personal 
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relationships with their employees which as discussed earlier which is more 
consistent with the philosophy of MBWA. 

(c) Strategies. 

(i) Perhaps the most significant aspect of PETCO's strategy was the recognition 
that 'management style' is a critical success factor, as indicated by the following 

comment by the Head of Training 

it ... we believe we recruit the very best brains in the counny 

and if we cannot manage them well and harness these people 

effectively, then we will only create very demotivated and 
dissatisfied mediocre performers' ( Head of Training, 
PETCO) 

As a result 'management style' formed one of the main domains of PETCO's 
Human Resource Strategy. Using the data from the AEOS I, management was able 
to gauge employees' opinions and feelings on a range of issues related to prevalent 
management and leadership styles. It was found that while most of PETCO's 

managers were perceived to be good at managing ( such as organising, co- 

ordinating, allocating resources etc. ) the majority of them were judged to be weak 

at leading ( in terms, for instance, of influencing motivation and transforming 

attitudes ). In terms of a matrix using managing and leading as the two dimensions, 

most of PETCO's managers were judged to operate in quadrant 3 and very few in 

quadrant 4( Figure 8.2 ) 

PFrCO, s present strategy is to move more of its managers to quadrant 4. Towards 

this end, PETCO has implemented several programmes. In addition to the 
Supervisory Style Feedback and the AfBWA initiatives that have been mentioned 

earlier, other major initiatives include: 

All ErnPlOYees OPinjOn Sun-ey. Two such surveys have been held in 1991 and 1993 3. 
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Figure 8.2 Perceived Managerial Style in PETCO 

STRONG 

L 
EQ2 
A Q4 

D FEW PETCO'S MANAGERS 
E HERE 

R 
s 

Q3 

MOSTIPETCO'S MANAGER5 
WEAK HE RE 

WE AK MANAG EMENT STRONG 

Managerial Assessment of Proficiency (MAP) Program: This was basically a 
Transactional Analysis workshop conducted by an external consultant to assess 
the strengths and weaknesses of managers and supervisors with respect to 12 key 

areas. The objective was to help managers to lclentifý, appropriate ego states for 

more Supportive relationships between them and their subordmates. 

Team based approach: Use of more project based and team based approaches 
where managers and their subordinates work very closely as a team With greater 
emphasis being placed on coaching and leading. 

(ij) As identified in FWI, Malays are generally particularistic, that is they 
expect to be treated differently and be given special considerations by their 
superiors. Hence they were f6und to appreciate superiors who took time to 

understand them individually and who were willing to apply rules and regulations 
with due reference to their own particular situations. The Executive Director of 
CULCO's management style seemed to be based on this particularist approach, in 

that he invested time and effort to get to know his subordinates personally and to 

customise the way he dealt with different individuals. This strategy seems to be 

very relevant in the context of the local culture as it appears to enhance the 

Executive Director's influence over his subordinates. The researcher's observation 

of one incident - the monthly assembly in CULCO- described below would 

illustrate this: 

"... the Executive Director was one of the first to be in the 

Hall. As the emplo)ves started coming in, he talked to each 
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qf them , addressing them by their names, and often making 

specific inquiries about their families, their work or their 

problems. From his interaction with the staff, it was clearýi 

evident that he knew the personal background ofhis staffand 

that the stqff were very comfortable interacting with him. 

And during the assembýy, he made specific references to 

individuals and his appreciation of their problems or 

recognition qf their efforts and contributions. As a result, 

although he was speaking to them as a group. those present 

seem to be treating it as if he was talking to them personally. 
The rapport and the influence that he was able to have with 

them was clearly evident in their comments after the 

assembly which was mostly positive . 
Researcher's field 

notes, CULCO) 

This strategy of ' know your staff individually and treat them individually' was 

reported by both the Executive Director and the Resident Manager as an 

unwritten' managerial policy and a major strategy for managing employees in 

CULCO. "Me fact that most of the managers lived within the complex and 

regularly socialised with many of their staff served to enable managers to get to 

know their staff weH and to manage them 'individually'. - 

8.5.4 Infrastructure 

Four components of the companies' infMstructure were investigated. These were: 

**. * organisational structure- with focus on differentiation between levels of 

hierarchy and segregation between units. 

-*. - information and communication structure- with focus on flow of 

communication, access to information; and degree of participation in meetings and 

discussions 

4'- decision maldng structure- %rith focus on degree of centralisation or 

decentralisation of authority for decision making and degree of participation of 

employees in making decisions. 
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-: - regulatory structure - with focus on the use of policies, rules and regulations 

to control behaviour and the use of stanclardised procedures and pre-set standards 
to control work 

(a) Analysis of strengths and weaknesses 
The result of the strength and weaknesses analysis are summarised in table 
8.7a and 8.7b 

Table 8.7a: Infrastructure : interview result 
CONVANY SntLNOTHS WEAKNESSES 

PETCO STRUCTURE: flinctionally divided. but Several lines of demarcation between staff: 

r 

many crow lunctional linkages through 

I 

different hierarchical levels-, diffierent job 

project or task based team labs, groups. expatriate and local staff. Wide 

committees. and meetings; psychological distance between 

ms of hierarchy and status not management and employees. 

signific4nt within management group Less interaction across functions amongst 
because of informality and collaborative junior staffas they are less involved in 

style of management. project or task teams; 

DECISION MAKI]NG: elaborate vVern Mostly centralised; a 'blame oriented' culture 

of consultation ; tearn decision making which induces employees to refer even trivial 
becoming more popular matters to managers for decisions; even when 

authority is delegated down. the individuals 

have limited authority as the decision 

parameters are already pre-set by top 
management 

COMMUNICATION: Heavy emphasis Communication problem mostly due to 

on commurucation.; elaborate structures / people problems such: as unwillingness to be 

channels ofcontmumcadon; greater open and direct: hidden agendas; preferences 

emphaw on formal communication but for one way communication or insensitivity to 

supplemented with informal feelings ofrecipients. 

communicatiom mostly two way with 
easy access to inibrmation 
Both internal and exterrial networking . 

REGULATORY: Rules1regulations Very procedurised, bureaucratic; heavy 

regularly updated to be relevant and to dependence on rules and regulations 
serve as a guide. 
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r Comp. 4,1. STRe; GTHS I WEAKNESSES 

ENCO STRUCTUFLE: anicaily no formal Marked gap between the opemi% c 
structum. ven loose orgarusation with stAff and nunagement. 
iridividual managm having responsibilities 
across boundaries 
Integration through irdormal links and 
Business Council Meeting, Relationship 
between managers and top management 
close and verv informal. 

DECISION MAKING: Xfostly Although junior managers are given 
consultative; Policy and strategic decisions freedom to make decisions, they tend to 
mostly centralisC4. managers have fteedom (i) check back with the superior and (ii) 
to make opcrauve or adminustrittive try and make those decisions that they 
decisions; think the manager would have made. 

COMMUNICATION: Mosdv informal Too much ad hoc communication which often 
meetings and discussions. Formal meetings results in lower category employees not getting 
once a month -increased use ofe-mail. the information they need to execute their 
CormounicaLion is mostly m-o way, open and responsibilities 
arid informal. 
Good access to information 
good senting of external environment 

REGULATORY: Rules or regulations 
almost non existent basically self Lack of rules, procedures seen as producing 
regulation inconsistent actions and causing 

psychological stress. ff 

CULCO STRUCTLIZE: Although the formal Subordinates tend to be psychologicallý 
structum is functionally segregated. inhibited to deal directly %vith senior 
there is much interaction across manageroent and hence use intermediaries 
fancttions levels; Clow relationship and inst-d- 
nteractions %vith top management; i inter" 

t 

form, all structure supplemented by 
Mf in acm am triflannall structure. Network of informal 
strucwte also facilitates boundary crossing 
activities. 

DECISION MAKING: Mostly Group decision making sometimes does not 
participative through the use of meet the desired objective as the discussion is 
'exterided bramstormine and a team often dommated only by a few individuals 
approach; use of informal leaders in 
decision makin& 

Communication context not made very 
COMMUNICA1710M. Mostly informal. clear not always open arid direct; extensive 
oral, face to face-, systematic feedback use ofintermediaries. Communication is 
flori. cuisomers and agencies; moody ad hoc 

Conforming to rules Mid regulations is 
REGULATORY: Imcedures arc used seen as necessary to maintain discipline and 
mostly as guidelines only, great deal of order 
flexibility in how things are done. 
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I able 8.7b: Infrastructure - Survey Results 

-41SPOM main responses PETCO (a - 77) ENCO (n - 14) CULCO (v - 42) 

FTI! UCTL-RJE 
LArmage K"M nk fmccý'ptqjecu&= 9b .... 

20--'. 4.221). ... 
3 

units Q: L6 
_Both 

formal and informal links 

cross hInctional Usual lv/ Occasionally worked with 
interaction 25 colic" from other sections 

53; '(690/9) 13/( 93%) 31/(74%) 

S 
T COMMMCA77ON 

R Flow of information 
.................. 

33 4.431/s. 
E 
N 

(. q47D 
Access i; Gfor&Zs; _XM 

open, multi direction 
ý open access; up to m767n; WtSn on -34.2L& 

LU 426! i4 

G 
T 

t1s) 
, wucqmtion in --- 

an cts readily available 
ý-I Td - - IM 

y WoWa; ýUinje ori(Te-w an 
W, 

19/(25%) 
-------I 

4/ ( 29*/*) 

------ 

14/(33%) 

------- 

H Mecti etc (019' involves most participants 
24/(31% 6 4r/6) 14/(33%) 

DECISIONIMAJaNG, 
28 / (36%' 151(36%) 

Authocity-Q" -Faidyalacentralised ---------- ------ - ------- ------ 
PýL-i 

.- 
MmAuun 

Use ofRules and Fleýdblc; rules/regulations serves mostly 19/(23% 24/(570/. ) 

STRTJCTMK 

Rierm chy ( Q33) Hierarchical; different levels clearly 55/(71% 51(36%) ll/(26%) 
differentiated 

. .. ........................ .. ..................... .. ............ .......... 
Hierarchical, but not differentiated using 7/(50%) 22/(52%) 

-AayjwipL -------------- ------- ------ ------- 
uniR (Q26) 

--- C ; 
No formal links, only informal Ones 

- - r 2 W ; ;U - ------ 

3/(21%) 
------- 

ll/(26%) 

------ 
I 4 &&ýý 110, a4 ;; arTnjIS yW ! CI I I O l 

interution (025) with employees from other units 
20, (25%) 131(31%) 

_ 
ICO&OdUMCATION 

W E3 
E 

= 

to 
: 

r: 'ý: Aj on _pWWidg&. O&A=C&W=aiuJ%&%iLonLy 
21.1.42M. ) 

.... ........ . ............ A (Qlg) Everything kq)t as confidential; staff 301(39*/o) 5/(36%) 19/(45%) 
K 

- . ................ ... ............ .......... N 
----------- - -------- 

5-1-( a6%4 JAJ 4 43%4 
E 

S 
Participatton in ... ....... . ............. 

S Meetings etc.... (Q 19) I Ideas from superiors often accepted 21 / (271/o 6f(42% 10/(24%) 

E without criticism 
S - 

DECISION 

-AudWdtY. QAQ-- 
P. ýý" -; i 

-V--W'Csltcklacd ----------- 
F -- .. M. - ; -. 1-d 

- 
31 (A QO/-) 1/4 5ml-) L6L (-3 2% 

)i (in*/- % ýt /I IZOIý NI IA/1 110/- N p 
FORMALISATION 

11 

Use ofRules 
apd RIgVJgUQ4g= 

Vmv formal; subjected to many rules 

and'regglati 

49/(64%) 16/(38%) 

Relevant data from observation and literature review include: 

PETCO: 

"' Although the formal structure was functionally segregated , the use of task- 

force, project teanu. lahs and, syndicates2 and meetings enabled most managers 

2 LABS and Syndicates art group mechanisms employed in PETCO. A Lab consists of a very senior 
member of the management as a sponsor and team leader and several selected staff who are regarded 
as 'high flyers'. A Lab is assigned a specific problem and it is held responsible to come up with new 
ideas and strategies and to implement thern. The main problem is broken up to kev areas and 
syndicate sessions are held with selected staff to get ideas and feedback. A sub-leg mav be set up 
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to work across functional boundaries as illustrated by the following remark by one 
respondent: 

11 although the formal stricture is divided, the work7ng 
structure has a lot of cross fiinctional linkages as work is 

mostly executed on the basis of tasks and projects. 
Respondent 6, PETCO) 

*. ** PETCO has many lavers of hierarchy (as summed up by the remark that in some 
departments there are so many lavers that ' you may never see the department 
head- Respondent 2, PETCO and the staff are differentiated by elements such as 
job group. Although the differences in hierarchy and status do not seem to inhibit 
interactions between managers and their immediate superiors or subordinates which 
they describe to be close and informal, most managers expressed that there was not 
much top - bottom interaction and that there was a distinct psychological distance 
between those at management level and the employees. The top management of 
PETCO have recognised this as a major problem and cite it as one of the main 
reasons for the ongoing Business Re Engineering Process. 

--*- Effective conunurtication was regarded as a key issue in PETCO's Human 
Resource Strategy ( SSB/SSPC, 1992). The communication infi-astructure is 
extensive ( including the use of electronic mail, several in-house newsletters, 
regular communication road shows, and quarterly video presentation ) and is 

supplemented with managerial initiatives such as communications skills training for 

all levels, MBWA, open door policies; and networking. However communication 
in PETCO was 'not always effective' mostly because of 'the people problem' ( 

unwillingness to communicate, preference for indirect communication; barriers 
because of status difference etc. ) . 

PETCO has two main mechanisms to scan the environment. On the business 

side, a special department called PEC monitors the economic environment for 

which may have its own syndication. LABs also hold open day sessions during which time the inajor 
ideas are explained to the whole staff and feedback and opinions are solicited. In this manner, the 
Opportunity to contribute ideas and give feedback and comments on proposed ideas are extended to a 
larger section of the staff. 
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information like price trends.. demand and supply etc.. whereas the social and 
Political environment is monitored by the Public Affairs Department. 

*-** PETCO IS verv formalised and constrained by bureaucratic requirements to 
follow prescribed procedures, standards and regulations as illustrated by the 
following conuncnt: 

"We are very procedunsed to the extent that we are very 
constrained. We find ourselves going through layers and 
lavers for approval ... even to place a contract can take six 
months" (Respondent 7, PETCO) 
" We are quite procedurised, We are governed kv many procedures to 
the extent that we are very constrained. Wefind ourselves going through 
layers and layers for approval .. even to place a contract can take up to 
six months. " (Respondent 7: PETCO) 
and 
to 

... rise everything that we do" (Respondent we standardise and procedu, 
4, PETCO) 

Several reasons were fonvarded to explain why PETCO has become so formal and 
bureaucratic. 

The principal reason seems to be PETCO's status as a contractor to Petronas which 
requires PETCO to fbilow all preagreed procedures and to provide justifications 
for all of their actions, Other reasons given included the size and spread of the 

activities , the technical nature and complexity of tasks. One respondent also 
attributed it to the fact that people in PETCO work under very tight time 
constraints and pressure which has created a tendency to look inward and become 

more bureaucratic. As he explained, " We have created an environment where 
people are able to deliver short term results .... we have developed systems and 
Procedures to enable this" (Respondent I: PETCO) 

Some respondents commented Lhat management has reacted to this problem by 

ensuring that the rules and policies are regularly reviewed and updated, so that 

rather than becoming a barner, they can serve and enable the staff to be more 

effective and efficient by providing guidelines for empowerment and helping 

People to realisc what they are accountable and responsible for ( Respondent 4 and 
6: Interview note p4-1 1). Management also hopes that the New Way of Working 

would fi-ee the staff from the "procedures and standards that are shackling us". 
One of the key desired behaviours in the New Way of Working is "to be driven by 
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results and not means" ( Juieng, 1995). Tlie spirit behind this is to liberate 

employees and encourage them to use their initiative to determine the best way to 
achieve results in the best possible way instead of adopting the usual or prescribed 
approach ( Juieng 1995). Imbedded in this is the assumption that employees are 
free to break policies and procedures if doing so would make it easier to produce 
the desired results in the most cost-effective manner. 

*-** There is extensive use of group mechanisms such as Labs and Syndicates to 
facilitate processes of consultation and decision making. However at the 
Operational level. due to the technical competency of superiors, most of them have 
been found be autocratic especially when concerned with makmg making decisions 

on technical matters ( Henry, 1994). 

ENCO 

*. ** There is no formal organisational structure for ENCO- As a holding company its 

operations are organised by projects or businesses. Although these segregate the 

activities of the companies. there is a dominant informal structure that links the 
different operations together and facilitates interactions across operations. Most 
issues are discussed together by all managers informally and major decisions 

affecting any one business are normally made jointly by all managers. Informal 
interaction between the managers is facilitated through the weekly prayer sessions 

and golf sessions. 

. tý' Internal communication is mostly oral and face to fhce. Most meetings and 
discussions seem to be informal and open, with two-way exchanges of ideas and 
information. Heavy emphasis is placed upon being informed and staff are 
encouraged to use their o%,. m initiatives and to be 'sibok menyebok-' (busy) to 

make sure that they are well informed. Accessibility to information is more open 
for managers than employees. Empioyees are only provided with the information 

they would need to do their job. 

*-*- Management is very serious about scanning the environment for information 

and top management are directly involved in monitoring and analysing any changes 
in the macroecononuc environment. Both management and employees are required 
to build contacts and network with outsiders as potential sources of information 
and support. 
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-. *- Decision making seems to be take place mainly through consensus or 
consultation but the ground rule is that 'the boss has the ultimate say'. However, 

decision making is mostly informal and often ad hoc. Another stnking feature 

about decision making in ENCO was the widespread use of consultants. 

-ý- There are some basic written rules mostly on accounting and financial aspects; 
othen%ise the norms of behaviour seemed to be dictated mostly by perceptions of 
the preferences of the Chairman and Managing Director. Several senior managers 
also claimed that rules and regulation were not necessary as there was a 'god 
fearing' culture which influenced managers and employees to monitor their own 
behaviour and performance. 

CULCO 

-. *- A striking feature of CULCO is the role of informal leaders. The formal 

structure which is both hierarchical and functionally segregated is supplemented 
by an informal structure consisting of informal leaders and their network of 
influence. In CULCO the strategy is to identify, support and use these informal 

leaders. T'he informal leaders provide the vital link between the management and 

the employees and are used to test new ideas, gauge employees feelings 
, to inject 

infonnation and get feedback. 

*. ** Communication is mostly oral and face to fhoe as a sigafficant proportion of the 

employees are not able to read or write. 'Brainstorming' seems to be the most 

common communication channel used not only for generating new ideas and 

solving problem, but also to communicate ideas and information. The main reason 

to use 'brainstorming' as a communication channel is because of the accepted 

ground rules of branistontung that 'anything goes' and because employees feel 

more comfbrtable to challenge and criticise ideas during brainstorming. 

+ Daily Guest Infonnation Surveys and close links with travel agents and hotels 

provide vital sources of infonnation regarding CULCO's products and the needs of 

the market 

*. ** Decision making appears to be mostly collective and carried out through the use 

of committees and 'extended brainstorming'; there is a proactive strategy to 

managers personally go down and discuss work issues at the employee's place of 

Nvork nhere they are more comfortable. 
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*-** There is much flexibility with regard to procedures and the means of getting 
things done. As there are few precedents to follow, CULCO's operating philosophy 
Is Vecidefirst 

.. make mistakes if necessmy and learn from these mistakes'. As 

such, set procedures do not exist but conformance to rules and regulations 
regarding how emplovees behave and conform to the system are regarded as 

Important and necessary to maintain harmony, order and discipline. Rules and 
regulations are also used by managers as some form of 'remote authority' to enforce 
employees to behave in a particular way. Disciplinary actions taken against those 

who have transgressed the rules and regulation are blamed on the rules and 
regulations so as to avoid any negative feelings towards the people that took the 

actions - The message was ... 
"I am sorry that I have to take this action, but the 

rules says that I have to do it. " 

(b) Impact of cultural values 

(i) Although from the finding of FW I, it was expected that the respect for hierarchy 

shown by Malays would inhibit the interaction between subordinates and 

superiors, most managers interviewed in all the three organisations did not see this 

as a significant problem. Even in PETCO which was acknowledged by most of the 

respondents as being very hierarchical, the managers interviewed described their 

relationship with their immediate superiors and subordinates as 'close'. This is 

probably due to the conscious effort in made by the top management of these three 

Organisations ( especially in PETCO and CULCO ) to discard protocol and go 
'down' to proactively build relationships with their subordinates. However this 
feeling of informality and closeness of relationship does not seem to extend to the 
lower levels. As evident in the survey results, most of the respondents from all the 

three companies perceived (i) the different levels in their organisations to be clearly 
differentiated and (ii) interaction between these different levels to be restricted. 
As Malays are likely to respect this hierarchical differences, this is likely to affect 
how they communicate %,, ith their superiors and their willingness to put forward 

comments and criticisms. The response to question 18 about their participation in 

meetings is a good example, where a significant number of respondents ( especially 
from ENCO) perceived that discussions during meetings are dominated by the 

chairman and that 'ideas from superiors are often accepted without criticism'. 

(ii) Although all the three companies were described as being segregated 
functionally or by different business units, the researcher's own observation as well 

as the interview and survev results indicates that interaction across functions or 
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different departments did not constitute a problem. Most of the managers and the 
employees surveyed stated that most of them interacted regularly and worked 
closely with colleagues from other parts of the company, and that this interaction 

was facilitated mostly through the informal relationship that individuals had 
developed with other officers and employees. As such in most Malay organisations, 
the link between different departments and sWions occurred mainly through 

informal relationships as well as through the extensive use of project teams, task 
forces, labs and committees, 

The effectiveness of using informal links and group mechanisms to integrate the 

activities of the company may result from a preference, on the part of Malays, to 

work in groups and their desire for building personal relationships with those they 

work with. Hence even though the formal structure of Malay organisations may be 

segregated , the prevalence of interpersonal links serves to bridge and integrate the 

different sections of the (Malay) organisation. 

(fil) The results also indicate that in all the three case companies, group-based 

mechanisms such as LABs, QCC, PET teams, brainstorming sessions, and 

syndicates were employed to bring in as many people as possible into the decision 

making process. However, the effectiveness of these mechanisms vaned 

considerably. In general, the cultural values of wanting to avoid conflict and 

Protect face seemed to limit participation of group members. The participation 
depended on the existence of appropriate ground rules or upon a close relationship 
between group members which seemed to make them more comfortable to 

exchange ideas. Furthermore, the evidence from the case studies suggest that even 
though group mechanisms are used widely, their role seems to be more for 

consultation and the generation of alternatives. The authority and responsibdity to 

make the ultimate decisions seems to remain at the top level. 

Another significant finding is that in general, most managers and employees were 

reluctant to make decisions. While this may be due to the prevalence of 'blame' 

culture in PETCO, the same problem ý%-as also noticed in ENCO where junior 

managers tended to refer even trivial matters to top management for decisions. 

This is may be due to the cultural values of wanting to maintain 'face. ' Decision 

making siwations are commonly viewed as sources of risk of making mistakes and 
failures and as such are to be avoided. 

(iv) In general, rules and regulations seemed to be accepted as necessary by 

managers in all the three companies. For example, in ENCO, managers complained 

of psyChological stress because of the lack of rules and regulations which brought 

324 



about inconsistent actions and placed pressure on managers to make their own 
decisions. Rules and regulations Nvere also viewed as a form of 'remote authority'. 
As most Malays desired to maintain personal relationship and harmony at the 
work place, they managers tended to avoid making criticism or take actions to 

Penalise mistakes and failures of their subordinates. As such, these managers seem 
to make use of rules and regulations as a form of *remote authority' whereby 
whatever punitive actions they needed to take were attributed to existing rules and 
regulations. It %vas also interesting to note that several of the managers were 
concerned about one of the elements of the 'NEW WAY OF WORKING' initiative 

relating to the focus on result rather than on means. Ilese staff were concerned 
about the absence of clear specified means to achieve set objectives which could 
lead to abuse and manipulation- to serve the interest of the individual rather than 
the Organisation. In this respect rules, and standard procedures were viewed as 

necessary to ensure a 1evel' playing field for all. 

(c) Strategies 

(i) To overcome the problems of integration brought about by its "narrow" 
functional structure and the inherent demarcation that separates different levels and 
functions, PETCO has a "Conceptual Company Model" that consists of two main 
components: the hard "technical" structure of the functional business model and a 
"soft" structure which was known as 'Domain 10'. The objective of 'Domain 10' is 

diff to implant in the minds of the staff the need to integrate the erent critical 
elements of the organisation and to enhance this integration and teamwork through 
a series of programs and activities . Some of the programs that have been carried 
out include: - 

- Networking - in - pETCO: Started in 1991, the objective was to bring people of 

similar interest together from vanous levels and fiinctions for activities such as 

workshops, seminars, and research into specific areas of interest. 

- Hearts and Minds Strategy: This was aimed at aligning the staffs aspirations and 

values with the company's aspirations and values. The key development was the 

team slogan "Together We Can Do it Better". 

-Management Team Learning: Rather than sending individuals to particular 

courses, PETCO employed consultants to come and work with the Management 

Team and senior department heads to facilitate team building and team learning 

process. 
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01) One of the key desired behaviours in the New Way of Working is "to be 
driven kv results and not means". The spirit behind this Is to free the staff from the 

and standards that are shackling its" and to encourage them to use 
their initiatives to determine the best way to achieve results in the best possible 
Aav Lmstead of adopting the usual or prescribed approach ( Juleng 1995). 
Imbedded in this is the assumption that employees are free to break policies and 
Procedures if that would make it easier to produce the desired results in the most 

cost-effective manner. 

(Ili) Effective communication is taken up as one of the key domains in PETCO's 
Human Resources Strategy. The relevant domain statement says that PETCO 

Wants " communication to be seen as vital and to bea timely andfocused two-wa. v 
process providing information which is accessible where necessaq and 
understood. overcoming hierarchical, functional and geographic barriers "( 
SSB/SSPC', 1992). Three key areas were identified as important: to maximise 
information exchange. to promote understanding of the mission, vision and the 
strategic focus of PETCO and to promote mutual understanding between all levels. 
In this respect, PETCO has created a special department to design and implement 
its communication strategy and has invested heavily to build an extensive 
communication infrastructure which includes access to electronic mad for almost 
all the staf& several in-house newsletters ( SEBAR, SESAMA KITA, UME, 
ACT, HR newsletter), communication road shows, and quarterly video 
Presentations (mostly for offshore staff). This is supplemented by managerial 
initiatives such as the MBWA (Management by Walk About), open door policies, 
communications skills training and networking (Hendry 1994). One notable 
communication activity is the 'Open House'. The objective was to provide direct 
interaction and dialogue between managers and employees. The researcher's 
observation of one such session was that it was very informal and interactive. 
There was active dialogue and open expression of ideas, including criticisms of the 

ongoing BR processes. Generally, several of the staff that were interviewed 

expressed satisfaction and felt that the exercise had helped them to better 

understand the Business Reengincering process. 

(iv) In CULCO, a key strategy was to identify and use extensively informal leaders 

as well as proactively nurture and support the development of an informal 

network. These informal leaders were used as: 

as principal channeLs of communication: as employees felt more comfortable to 

communicate their ideas and feelings to informal leaders, they were important 
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c0mmurucatjon intermediaries between employees and managers. In cognisance of 
this role. CULCO's management structured their communication activity 
accordinglN., Meetings %%ith subordinates, for example, had several breaks to allow 
subordinates to interact informally with these informal leaders, to seek clarification 
as well as to communicate their feelings and opinions. 

as a bridgefor integration : these informal leaders were key points in the informal 
network and as they interacted socially with staff from different departments and 
different levels of the organisation, they facilitated cross functional linkages as well 
as serving to bridge different hierarchical levels. 

as a key parficipant in decision making: The concept of 'extended brainstorming * 
sessions employed in CULCO for making decisions meant that in addition to key 
managers and relevant officers, informal leaders were important participants in the 
decision making process. Furthermore just like the meetings, these 'extended 
brainstorming' sessions were also held on stages to aflow the informal leaders to 
'brainstorm' with other employees. In this way , the decision making process is 
4 extended' to allow a wider section of the employees to give inputs indirectl% 
through their informal leaders. 

(v) In ENCO, although there was a lack of fonnal structure, part of the on going 
restructuring exercise was to create fonnal units that could integrate the activities 
of different business and functions. 

(vi) ENCO has a deliberate policy to use external consultants a lot in making major 
decisions. The Managing Director explains that this is driven both by the need to 
Overcome the lack experts in certain fields as well as a means to prevent myopic 
views. 'Me belief was that external consultants can often see things from the 
outside and offir perspectives that the members of the Organisation have been 

unable to see. 

8.5.5 Job characteristics 
Two main features of the job of the managers and the employees were analysed: (i) 

the degree of flexibility and autonomy they had in determining how to execute their 

own work and (11) the nature of their job in terms of the challenge, the variety of 
task and the opportunity to acquire new skills and knowledge through their work. 
The interview and survey results are summarised in table 8.8a and 8.8b 

respectively. 
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Table 8.8a: Job characteristics: interview result 
Comp. 4-vy STRENOTHS I WEAk-ONESSES 

PETCO Most managm responded that they have A very heavy %ý ork load restri ds opportunity 

corisiderable &eedom to structure their own to refled and gestate on new ideas and 
work: in generaL they am given broad opportunities. 

assignments with rules and procedures to 
provide the necessary guidelines. Although most managers expressed that they 

had to structure their own tasks. the impact 
High level of variety and challenge; most of a blame culture has been found to 
managm interviewed found their job encourage people to (usually) adopt tested 
interesting and challenging. and familiar approaches 

Plenty of opportunity to learn new skills and 
knowkdge-. 

I 
ENCO Most managers had no specific job Most ofthe important decisions are made by 

descriptions and were expected to take up top management without much involvement 
different challenges as demanded by the ofthe lower level managers: the involvement 

situation. 77his indicates a high level of of these managers was mostly limited to 
fle. xibility as these managers were given only providing information input only. 

' assignments and they had the 
freedom to 'design'their own job. 

Although individual managers are 
Most managen felt their job was both empowered to make their oun decisions 

interesting and challenging, and that they about how to execute their jobs, there was a 
were given jobs that stretched their ability tendency amongst time managers to refer 
and provided opportunities to letam and back to the chairman or the Managing 
develop. Director for decisions or to do what they 

perceived would ples the Chairman or the 
Managing Director. 

CULCO Very Flexilik Departmental he&& generally Although the department heads had freedom 
had very broad job descriptions and were the fivedorn to exper-iment and try new 
given very wide responsibilities that forced approacbm most of the managers 
them to take a wide perspective. However, interviewed also expressed that the junior 

although milividual managers expressed that officen and subordinates were more 
they had the fivedom to structure their own restricted and had to follow strictly the 
jobs, the prevailing approach seemed to be established procedures and standards. 
'coneceisital', that is 

, managers tended to 
collectively decide what should be done and The system is rather loose and chaotic- as a 
how it shoýld be done. result co-ordinatlon is lacking and there is 

much duplication Of efforts. Essential 
information is not shared because of lack of 

All the managers interviewed felt their job to necessary channels. 
be very interesting and challenging, as they 
had awltiple toles and had to ' loam and 
invent' in their job as there -as very little 
past experience at other examples to follow. 
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Table 8.8b: Job Cha_racterisdcs -Survey results 
St-"W Aspects Main Responses PETCO (n = 77) EINICO (n= 14 CULCO (n = 42) 

r 
it 

Task Structure Very / quite flexible, to I 
it (Q22) to decide how they do theirjob 52 6rle llf(790/*) 34/(81%) 

awknge Uw ChaUenging. with much 21/(27%) 4/(29%) 161(38%) 
Prospect (Q23) OPPO to learn new things 

Task structure w Very structured and procedurisedl 24 31%) 3/ (21%) 10/(240/. ) 
22 

Challenge and = g Borning. mostly routine 3/(21%) ll/(26%) 
P Mspec( (Q23) .. ... . .................... 

I. 

....................... . ........................... 
z 'IM Limited prospect for grow -th 

4 aw advancement 42/(56%) 7/(50%) 18/(431/0) 

Relevant data from observation includes: 

CLTLCO 

(1) In CULCO most of the managers and the employees did not consider their job 

as work because activities such as dancing , playing music or making craft were 
things that they reaUy loved to do. This was the key motivation for many of the 

staff as commented by the head of the Heritage Resource Centre: 

I although the pay is low, the staff here work like mad.. 
because of their lovefor what they are doing ..... and because 

of that. they are more sincere. ' 

NfanY of the staff also felt that the: y were doing something meaaingfW in terms of 
preserving and promoting their own culture. For that reason, many were wining to 
stay on and work in CULCO although they saw that the scope for promotion and 
fixther career development was limited. 

(ii) The rank and Ede and the senior executives viewed the fact that CULCO is 
relativelv 'voune' oreanisation and the lack of much precedence to follow as a 
blessing: it enabled the team to experiment and improvise which was a source of 

great pride and satisfaction. 

ENCO 

(1) Because of the dynamic growth of the company, the managers were constantly 
faced ýNith new business opportunities and challenges for which there was no 
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precedent or procedure to follow. The managers were expected to meet these 
challenges through their own enterprise and resourcefulness. Consequently, most 
of the managers described thejrj'ob as challenging and satisfying, allowing much 
freedom for them to exerclSe their own initiative. 

(10 Just like CULCO, most of the managers and employees seem to treat their 
work as if they were on a special mission- a mission to prove the capability of the 
Malays. The Managing Director regarded this as a very important factor in 
ENCO's success as the staff were prepared to work hard and work long hours 

NNithout expecting specific mvard from the management. 

PETCO 

(1) There is much emphasis on productivity in PETCO and both managers and 
employees are very onented towards meeting set targets and standards with reduced 
costs. Consequently, both management and employees seem to have very heavy 

work load and working late into the night is a common feature in PETCO. 

M ýs described earlier, the nature of PETCO's business which involving heavy 

investment and high risk as well as the need to abide by the provisions of the 

contract with PETRONAS, has been described as the principle reason why 
employ= had limited flexibility and had to their job according to standard 
Procedures. Most of the managers interviewed seemed to understand this and 
took it as a challenge to be creative within such constraints. 

(iii) Each job is properly designed based on the Hays system (SSBISSPC, 1992) 

to ensure that there is sufficient scope and responsibility, and that while it would 
be challenging and interesting to the individual performing the job, it would also be 

within his or her abifity. 

(b) Impact of cultural values. 

(1) In CULCO and ENCO, one of the principal motivators seems to be a regard for 

their work as some sort of a mission: to prove Bumiputra's capability in ENCO 

and preserve and promote Sarawak's culture in CULCO. The significance attached 
to this factor can be attributed to their value of strong sense of allegiance and pride 
to the group to which they belonged, ( as discussed in section 7.3.1Y 
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61) Although the managers at both CULCO and ENCO had jobs that Nvere not 
clearly defined. the managers interviewed did not seem to be uncomfortable with 
this state of affairs. Almost all the managers interviewed seemed to be happy and 
comfortable with the flexibility and autonomy which went with designing and 
structuring their own jobs, and regarded this as a challenge and an opportunity to 
exercise their own initiative and to do different things. This result seems to be 
incontradiction with the expectation based on the early indication that Malays in 
general preferred jobs that were well defined and avoided ambiguous situations 
which required them to make key decisions. The probable explanation was that 
these executives were very much influenced by the dynamism and attitude of their 
superiors and as such, had values that were quite different from the general values 
of the Malays. 

The survey result surnmarised in table 8.9b on page 335 when compared with the 
survey results sununarised in table 8.3 relating to the satisfaction of the employees 
about various aspects of theirjob indicate that although the employees 'in all the 
three companies have responded that they had the flexibility to decide how to do 

theirjob, their level of satisfaction with respect to this aspect can only be described 

as average (5 out of a maximum of ten). This probably indicates that the 
flexibility given to decide how to do their own job was not something that they 
regarded as desirable or meaningful and hence did not seem to have a clear impact 

on their level of satisfaction. This may be due to the general preference of the 
Malays for jobs that are clearly defined and had little ambiguity. 

(iii) Most of the survey respondents have also described that their job was mostly 
routine and had a limited scope for personal development. While this matches with 
the researcher's own observation in ENCO, where most of these employees were 
found to be doing mostly routine clerical jobs, the findings are quite unexpected for 

the case of PETCO and CULCO. In CULCO, the heavy use of 'multi - role' and 
job rotation was designed to enable staff to acquire new skills and do new things, 
where as in PETCO, a methodical process was employed to design jobs to ensure 
that key factors such as challenge and scope for personal development were 

provided. This may reflect their concept of learning and self development. 
Malays have been found to prefer learning situations that are structured and in 

which there was a 'guru' or mentor to teach them. There is a tendency to '", ait to 
be taught' rather than to make a conclous effort to learn from on going practices 
and processes 
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(c) strategies 

(1) In CULCO, all employees had multiple roles. A clerk for example was also 
trained to be a dancer, musician. backdrop artist, store keeper. liaison officer or 
storv teller. Although 'multi - role' was initially started as a measure to abate a 
shortage of performers and musicians, it is now a standard practice. Another 
related program that attempts to match the job with the individual *s interest is Job 
Rotation. Both 'multi-role' and job rotation are now Widely used and considered by 
management as principal strategies in its Human Resource Management. Both 
programs are well received by the employees as they provide the oppomn-fty for 
self development and, of course, for the staff to do a variety of things. The Resident 
Manager attributes the success of both programs to two factors: (i) the willingness 
of the employees to learn new skills and (ii) the willingness and the ability of the 
employees to teach their colleagues. In view of the extensive use of 'multi-role' and 
job rotation. a major recruitment criteria is 'trainability' as new employee are 
taken not just to fill one particular post. Candidates who have the potential to be 
trained and acquire a variety of skills are given preference over candidates who 
may be more qualified for a particular post. 

(ii) One of the principle feature of the manager's job in ENCO was that they had 

no job descnption. Although'they had specific job titles, many of them seemed to 
have multiple responsibilities across functions. The Managing Director describes 

this as a deliberate attempt to develop managers who are generalist and who can 

work as a temn. 

(iii) To balance the need to give flexibility for its staff as well as the bureaucratic 

requirement to operate in accordance rules and standards specified in its contract 
with PETRONAS, PETCO uses a series of frameworks. Ilese fi-ameworks set the 
limits or the constraints attached to an assignment but it is up to the executives 
concerned to determine how to do it. The NEW WAY of WORKING initiative that 
is to be introduced soon proposes to give even more flexibility. Underpinning this 

initiative is the notion that employees want to realise their potential and therefore 

must be given to opportunities through ' stretching' assignments. A broad aim is to 

empower employees with the freedom to decide how they want to deliver the results 

expected of them. 

8.5.6 PERFORMANCE NLANAGEMIENT 

The researcher exanuned at the means employed to enhance individuals' 

performance at Nvork in the three organisations studied. Three key aspects were 
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investigated: (i) the mechanisms for evaluating and giNing feedback on stafrs 
Performance, (ii) the extent to which peers and superiors provided support and 
guidance to help individuals execute their responsibilities effectively, and (iii)the 
training and development activities on offer to increase the competency of staff, 
both to enable them to do their presentjob as well as to prepare them for future 

assignments and career development. 

(a) Analysis of strengths and weaknesses 

The result of the strengths and weaknesses analysis of the interview and survey 
responses are as sununarised. in tables 8.9a and 8.9b. 

Additional information obtained from personal observation and literature review 
includes: 

ENCO: 

(1) There is no formal performance appraisal in ENCO to evaluate staff 

performance effectively; it is mostly based on the perception of the Managing 

Director as to how each individual member of staff handles his or her assignment 

and their attitudes towards work, towards working with others and towards doing 

new things. Although the staff generally felt that they have been fiiirly evaluated, 

the Managing Director felt that this was one area that ENCO needed to systemise 

soon. 

(ii) There is no unifbrn-ýity in salary and benefits practices within ENCO. Although 

most of the staff felt that they were fairly compensated, some of the newer staff felt 

that a more standardised approach was needed to make remuneration more 
equitable and fair. 

(iii) Training is carried very much on an ad hoc basis. Training is mostly in terms 

of attendance at courses and is used more as a motivator to meet the request of the 

particular staff rather than as a planned program to prepare the staff for future 

assignments. 
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Table 8.9a Performance Management : interview result 
Enl STRD40THS WEAKNESSES 

CO Perferaninice Appraisal: Performance Appraisal: A lot of weight is given to 
'visibility and activity'. Those who are vocal and assen 

Appraisal is seen as an ongoing process and PETCO is themselves tend to be seen as good performers; whereas 
generally perceived to be good at recopising good those that are quiet and do not speak up tend to be rated 
perf- low even though they may be delivering good results. 
Very result driven: performance are measured a !7 W ' reau t driven culture results in stafffocusing on short 1 u 

pre-set targets and the pressure to meet this targets . Y lts rather than on long term objectives. res 
high. 
Has very good system for rating staff performance and There is a tendency to avoid putting negative things in 

giving them feedback on staff performance. writing. As such the performance appraisal does not 
reflect actual performarice as poor performance is often 

Tralakling mad development: PETCO is serious about not reported. 
training and development and the opporninity for upward 
movement aW career developmew is generally perceived 
as very good- On the job support: The culture in FIETCO is either 
Most managers agree that there is a lot of opportimity for you 'sink or swim' on your own as others are also very 
learning on the job as they are always assigned busy to spend time to help you - 'Me support systern is 
challenging tasks and resporisibilitieL there, but the individual will have to use his or her own 

initiative to make use ofit. 
On the job support: 1n general staff receive good 
guidance and support ffain superiors and colleagues with 
theiriob 

ENCO Performance appraisal: Conducted by the Managing Performance appraisal: 17here is no formal system to 
Director and is baud mostly on his own perceptions of evaluate and give feedback an stalYperformance. 
the attitude of the particular subordituile. Training and development: 
Trabding and development: Most ofthe managers felt Training is mostly ad hoc and seen as focusing on 
that ENCO has provided theni with whatever.. training developing staff competencies for their current job rather 
they needed to do their job. 

I 

that developing their potential for future responsibifities. 
TIC principal means of learning ts sew to be on the job, 
doing 'challenging andstretching' assignmerits. 
ENCO was seen by most of the mariagers; as a growing 
company providing excellent opportunities for self 
advancement. 

the job support: Very good support from both Peers 
and top nianagement; Ilia team approach used ensures 
that them is much sharing of knowledge and experience 
and helping each other. 

CULCO Performance appraisal: Evaluation and fmdbuk fit"n Performance Appraisal: Although performance 
a prominent aspect of perform- c n appraisal is a structured exercise, it is often very 71u.: Z 

. 
Z 

atsff are very critical of each others subjective as it is difficult to evaluate creative 
performances to ensure that there will be minimal contribution. 
mucian from outside. Perfornance appraisal is seen as being inconsistent as 
perfC, mU= appraisal is mostly based on the them was much variance in the appraisal made by 
achievement of personal targets different deparlmient heads 

Tralsaing amd Developownt. Seen as an ongoing Trabftg and development: Training tends is seen as 
procen especially for the dancers and the musicians. being too focused on the developing the creative aspect 
Most executives describe their job as one of a continuous and ignoring other important aspects of management 
teaming experience, as they am often given Assignments skills such as communication and decision making.. 
for which them was no precedence to follow and they 
have to experiment on their own. 

On the job support- 
Because of the 'multi - role' program there is a 
willingaess to teach and help eacti other with their work. 
Staff development is more structured now with m-house 
trainitiR progriumne. 
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Table 8.9 b: Performance Management -Survey Results 
Strengths/ 
Weaknessft 

Aspects Main Responses PETCO (n = 77) ENCO (n - 14) CT-ICO (n 42", 

S 
Training and Training provided to develop full 24, (31%) 4, '( 29%) 17'( 400o 
Development potential 

1 1 

T (Q21) -Assigned challenging responsibilit_ 15 36* 0) R to develoo notential 
E M entoring Mostly from peen who are willing 24 /(31% ) 7/(50%) 13/(310 0) 

N learning on the to teach what they know 

G Job (Q29) M. ostly from supervisors who are I 25 /( 32% ) 21Na I"! 40ýo ) I 

willing to teach what thev know 

H Performance Fair and systematic evaluation 46/(60%) 12(96%) 23 55% ) 

s 
evaluation Given regular fieedbiik 66 how 

1 

6 6 Q27. Q29) they are doing 
331(43%) 6/(43% 2 26 2% ) 

W Training and I Only minimal training; mostly task 39/(51%) 10/(71%) IS 43*10 ) 
E Development 

j 

re lated 

1 1 

A (Q21) 

K Mentoning very little from peers as they 20, '( 26% 3/(21%) 
N licaming on the afraid of being out petformed 

. . , - .I 

I 

E 
J: ob (; 29) uperiors as thcy from s Very little 12/(294/o) 

S are afmid of loosing authority 

S Performance Evaluation system not fair and 
18/(23%) 16 / (38% 

E evaluation Systematic 
..... . ...... 

S Q27, Q29) 
Employees get performance 31/(40%) 7/(50%) 13 / 31%) 

feed back only once a year 

(iv) One of the principal means of staff development is through exposure. Key 

managers are given opportunity to interact YAth leading corporate figures and learn 

through such associations. 

(v) The 'God fearing culture' cultivated through the application of Islamic values 
contribute to more of self monitoring and control rather than control by the 

managers. 

(vi) Most of the managers see ENCO as a dynamic and successful company and 

regard the gro,. -4th of ENCO to provide good prospects for their own self 
development 

PETCO: 

(1) The key value in PETCO with respect to managing performance was variously 
described as 'culture of meritocracy' 'the survival of the fittest' and 
'performance driven'. The general belief was that the company was serious about 
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recogru Z sing and re%%arding excellent performance and that those who performed 
well could advance rapidly in the organisation. 

(ii) Learning in PETCO takes place both through structured courses as N%ell as 
through 'on the job'training. The mechanisms for on the job learning include the 

j. ob rotation, 'multiskilling', cross posting ( whereby PETCO's staff are posted to 
take on key assignments in any of its sister companies throughout the world) and 
especially through challenging and demanding assignments. -Throwing the 
employees in the deep end of the pool where they either swim or drown" 

characterised PETCO's approach to training and developing staff. 

(iii) Although PETCO is generally regarded as one of the best in the region in terms 

Of its remuneration and executive benefits, there was a feeling that the benefits 

were not tied to individual performance. While PETCO is good at recognising and 
rewarding average performers, it may not have been able to adequately reward. the 
high flyers - as a result of which some may have left the Organisation . 

(v) In PETCO, a key problem was the heterogeneous staff. people of different 

cultures , trained in different countries and with different background. The effect is 
both positive and negative. Ile opportunity for cross fertilisation of ideas is higher, 

but it also creates clashes of attitudes and values. For example, it Nvas common to 
find situations where there are some individuals who constantly challenge ideas and 
others who would not want to suggest ideas in the first place for fear of being 

chaflenged! 

CULCO 

(i) Most of the deparimental heads felt thankful to management, particularly to the 
Managing Director because although they had very low academic qualifications, 
the MD had recognised their talents and abilities and trusted them with 

responsibdities. Most felt that they have been given opportunities in CULCO which 

they would not have been granted elsewhere. 

(ii) 'Multi-role' role or 'multisldlling' seems to be a main focus of staff 

development. Although it started as a measure to overcome the problem of 

shortages of perfonners during festive holidays, it is now a key strategy. Two main 

benefits are cited: first this provides variety and challenge making the staff s job 

more interesting and secondly, as the staff have to teach their job to their 
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colleWe, theýy have had to keep a proper record of their work process which has 
helped them to understand their own job berter and improve their own perforinance. 

(iii) Unlike ENCO where there was a feeling that the dynarnic growth of the 
company would lead to opportunities for self advancement, there was a general 
feeling that opportunities for advancement in CULCO were quite limited. A 
number of young and ambitious staff commented that while the present 
management had had the opportunity to grow, nising from rank and file to 
management positions, the scope for such advancement was no longer available: 
the present management was quite young and the business was such that not much 
could be expected in terms of major expansion which would create new 
management positions. 

(iv) A major source of dissatisfaction amongst CULCO's staff was a new policy 
that prevented the artists ( dancers and musicians) from performing outside 
CULCO during their fi-ee time. Many of the staff were upset because this was an 
Opportunity for them to earn some extra income as well as to perform something 
different. Their argument was that they got bored performing traditional dances and 
music everyday and needed the opportunity to do something different. Several 

Of the staff were actuafly contemplating resigning from CULCO because of this. 

(v) Another major dernotivator was the remuneration package. It was perceived by 

most respondents to be very poor. Many claimed that they were still in CULCO 

mostly because they loved what they were doing itt CULCO, otherwise they 
would have left as even the nearby resorts were giving much better remuneration 
and benefits to their staff. 

(vi) There was a strong culture of pride . 7be staff tend to see themselves as the 
best in the region because of the numerous awards that they had won. Consequently 
they were very motivated to do things better and to maintain their position as the 
best. 

(b) impact of cultural values 
(i) A number of those interviewed in PETCO commented upon the tendency of 
managers not to put negative evaluation in writing. This was probably due to the 

cultural value in the Malaysian environment where leaders tend to be evaluated by 

their subordinates more on the basis of how considerate the leaders are to their 

subordinates and the importance they attached to building and maintaining 
good relationships with them rather than their effectiveness in executing their 
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tasks successfully, Consequently. because of the desire to be seen as 'good' 

managers and to avoid unpleasant situations, there was a tendency to ignore poor 
performance. 

W The competitive, performance oriented culture in PETCO was seen to put 
the Malays at a disadvantage. The result of such a culture was that there was a 
lot of 'pushing forward' to claim credit for success. However, as discussed in 
chapter seven, Malay society tends to be disapproving of those who push 
themselves too much 'blew their own tnimpet'. Malays tend to be quiet and 

unassertive which places them at a disadvantage when working with the more 
assertive ( and more visible) Expatriates and Chinese. In the author's opinion the 
Buffliputras are often viewed as poor performers. Consequently, they tend to feel 

that they have not been treated fairlv and react by ftirtlier withdrawal leading to a 

spiral effect which may ultimately result in their resignation or dismissal, As one 

manager expressed: 

'the Malays are generally quiet and reserved particularly 

when working with the expatriates and the more established 
Chinese. Hence ýf the system is not sensitive to their nature 

and takes their quiet nature as a weakness, then 
, 
they tend to 

feel threatened and the natural reaction for them is to 

withdraw, further * (Head of Training, PETCO) 

(iii) In section 7.4.4 of chapter seven, it was identified that one particular feature 

of the Malays relating to their attitude towards learning was that they preferred 
to learn from superiors rather than from their peers. However, the survey results 
would indicate that a significant proportion of the respondents in all the three 
companies learned firom their peers. This is probably because of intervening 

measures such as the increasing use of team based and project based approach in 

PETCO and the 'multiskilling' program in CULCO. In ENCO the number of 

operative staff was small and most of the work was carried out collectively with 
the staff supporting each other and probably learning from one other. 

(iii) The survey of employees opinions also indicates that a significant number of 

employees in all three companies felt that they had had only minimal training 

which was mostly task related. The result is quite unexpected particularly for 

PETCO as there was a comprehensive training strategy to ensure that staff at all 

levels had both developmental as well as skills related training. However the 

employees seemingly feel that the training provided was inadequate and this is 
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probably a reflection of their own feeling of inadequacy and lack of confidence. 
The %ery competitive, performance oriented and blame oriented culture that 
prevailed in PETCO, may serve in pan to explain this observation. 

Ov) In both CUICO and ENCO, there was a very strong sense of partnership as it 
was a general-ly expected that everyone would always act for the collective good of 
the organisation. This finding in in keeping with the collectivist orientation of 

-Malays discussed in chapter 7 

(c) strategies 

(i) In PETCO. the four main elements of performance management are : recruiting 
the right people for the job, setting appropriate targets and means of measuring 

performance, proper training, and proper evaluation and rewarding of 

performance. PETCO has a very rigorous recruitment process and a key selection 

criteria is the wish to be challenged. 

As part of the Business Re Engineering process, PETCO has implemented two new 
initiatives to manage performance. The first is the new Individual Result Setting 

and Measurement System. in recognition of the fact that much of the work in 

PETCO is carried out in teams , the system has three different results that are 
linked to each other individual results are set to support team results which are 

aligned to deliver sector results. The main emphases of these systems are to provide 

a clear understanding of the individual's role in the team, provide a clear focus on 

the results to be delivered and to provide a clear link between the results delivered 

and rewards. Three measures of achievement are possible: threshold level which 
indicate the minimum level of performance acceptable, on-target level when the 

expected results are delivered and above target when the individual has 'Stretched' 

to produce beyond the expected level. 

The second initiative was the Vaiiable Pay System designed to support the New 

Way of Working in PETCO. The new system was initiated because the old system 
did not link performance to reward adequately as a result of which there was little 

differentiation between good perfonners and mediocre staff Under the new 

SYStern, an individuals cash pay will consist of three components :a base pay, an 

individual bonus and a team bonus, both of which will depend on the team and 
individual's performance results. Both these initiatives are key components of the 

New Way of Working that has been introduced. 

339 



Staff development and training is regarded as a very important domain of 
PETCO's overall strategy. There is a very comprehensive strategy to develop a 
I compentive edge, incentive based learning organisanon' which focuses on four 

key areas: managing learning, managing performance. working with stakeholders 
and managing innovation.. One key feature of the training strategy was that the line 

managers are made to be responsible for the total development of their own staff. 
As a result there is close co-operation between the line managers and the training 
department to ensure that the training provided mil be relevant to both the 
individual and the department concerned. 

(ii) PETCO uses a system called CEP ( Current Estimated Potential ) to determine 

the potential of its staff and to develop an individualised career template for each 

of its employees. This is then used to plan appropriate training and posting for the 

employee. However, CEP is being de-emphasised for two reasons: (a) it has 

become more like a status symbol and a cultural element to differentiate staff and 

(b) it has been found to cause stress and burnout as individuals are under pressure 

to meet their CEP. 

(iii) In CULCO, the key strategy in performance management is for the managers 

to get to know their staff personally The Managing Director regarded this as 

critical as it was not easy to evaluate the performance of the staff when they were 
involved in doing many jobs. It was therefore important that superiors interacted 

closely with their staff and actually knew what had been accomplished by them so 
that theu- performance evaluation would be fair. 

Ov) Another key strategy in CULCO was to promote self monitoring of 

Performance. The motto promoted was ' minimal paper work, minimum 

supervision and maximum seý(- inspection' Consequently, there were very few 

supervisory staff in CULCO. The department heads were more concerned with 

Planning and organising the activities rather than supervising their staff. This 

seemed to be effective as the researcher found most of the gardeners, the 

maintenance people, the story tellers, and the guards all worked without much 

supervision. Two factors seem to promote this 'self inspection': their pride that 

CULCO is regarded as one of best of its kind of facility in the region and 

employees were motivated to maintain this status and secondly, as they worked 

mostly in teams, they wanted to do their best so that their team would not look bad 

in comparison to other teams. Because of this, most managers considered that their 

main job was to help and facilitate rather than to monitor and control the work of 

their subordinates. 
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(N-) CULCO had arrangements ivith both University Malaya and University 

Malaysia Sara%vak which allowed students and lecturers from these universities to 

use CULCO for research as weil as to exchange ideas about local dance and 

culture. The universities also conducted regular workshops to train the dancers and 

performers . Most of the staff felt good about being involved in these programmes 

Partly due to the training and development which resulted from these workshops, 
but more significantly, they felt good and important that universivy students come 
to study their work and to learn from them. 

06) In ENCO, an important factor which motivated the employee to perform well 

%Nras the belief that ENCO was on a mission to prove that Malays could be as 

successful as others in business and the fact that ENCO has already achieved 

much success even in businesses where they have competed directly against the 

Chinese, was a major source of pride and satisfaction. The strategy employed in 

ENCO was to reinforce this message by supporting other Malay businesses to 

succeed. One key criteria for staff recruitment was that the prospective candidate 

should also have had a similar belief and desire to see Malay businesses to 

succeed. This sense of mission and the use of Islamic belief that work is a form of 

Worship contributed to the policy of self monitoring practised in ENCO. 

(vi) In ENCO, the main strategy for staff development is through exposure. This is 

conducted in two ways :- (a)staff join the Managing Director and the Chairman in 

executing certain projects. in the course of this they are given the opportunity to 

work with and learn from many experienced managers or consultants from other 

Organisations, and (b) they are regularly assigned and entrusted with new and 

'Sýhing' assignments that required them to learn new things. 

8.5.7 INNOVATION MANAGEMENT 

The key areas of innovation management investigated were (i) the importance and 

attached to innovation , (ii) the opportunity and the means to forward ideas to top 

management and (ii) issues relating to the evaluation and implementation of these 

ideas. 

(a) analysis of strength and weaknesses 

The analysis of the strength and weaknesses from the interview responses and 

survey responses are summarised in table 8.1 Oa and 8.1 Ob. 
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Table 8.1 On: Managing Innov2tion : interview result 
! 

-11-Y 
STRENGTHS WEAKNESSES 

st 

CO Innovation is regarded as a strategic tool the staff to new ideas and 
ang='on 

of 
Tbere is concerted effort from the top to now quite sceptical as a lot of the 
Promote innovation . 

The message from the new idea d initiatives implemented have 
top is that PETCO needs to b, innovative to not broughtaZut any benefit. 
survive. Tbere is so much focus on the selling of the 

-%lost Of the Managers interviewed see idea that a 'hustler' who may not have any 
PETCO as an innovative organintion. but good ideas, but has the ability to 'sell' can go 
somewhat limited by its size and the nature far in PETCO. 

of its business People feel that it is risky to come up with 
T1w general feeling was that the opportunity new ideas because if it fails it will reflect 
to come up with new ideas am there but the poorly on them 

critical thing was to sell the ideas. I'lie The heavy workload and time pressure linnits 

channels to forward ideas is mostly through people to reflect and come up with 
the immediate superior or through specific innovative ideas 

channels such as the LAbs. sýmdicatc 
discussions or brainstorming sessions. In Most people focus on short term 
ger"al, the motivation for contributing ideas improvements rather than an radical 
seemed to be urong as it was felt that good innovations as these normally takes time to 
ideas were rewarded both directly and realtse and does not contribute immediately 
indirectly, pariticularly with the new Variable to their performance evaluation. 
Pay System 

7be main criterion used to evaluate ideas is 
the potential ofthc idea to add value to %iW 
PETCO is doing, 

ENCO Them is a lot of emphasis from top ic channels for junior staff 

management on being innovative. ENCO is 
==: cif 

seen as an innovative pioneering Them was some staff who were dissatisfied 

organisation., daring to venture into busirmw as they perceived that most of the 
that the Burniputras of Sarawak have not opportunities to be involved in new projects 
ventured into before. mid to contribute idea are dommated by a 

few that are close to the top management, 
Ideas can easily be conveyed dir*Wy to the 
Managing Director or the Chauman; both 

are very receptive and treat all ideas very 
seriously. 
Prospective ideas am first brainstormed by 

the managemerit team am Lf iound to be 

promising, these am passed on to an exlernal 
consultant to prepare a feasibility reporL The 
ideas are fbilowed up only if this report is 

positive. 

CULCO Innovation and creativity was generally Although top management was open and I 

P 

Lr 

je 

regarded as an important prerequisite for receptive to idea fiorn the stafr the stail 
the success and survival of CLICO. seldom forward their ideas directly top 
Management were seen to be very responsive management and instead preferred to 
to new ideft communicate their ideas through heir 
Two principal channels for soliciting ideas informal leaden or friends. 

from st&ff was the formal extended CULCO was seem to be a more reactive 

lbramstomung 

sestons and the informal rather than proactive company as most of its 

interactions between the top managenient focus and efforts are directed at solving 

And the Staff. problem that are faced by the company. 
New ideas are usulfly emaluated by a 
brainatimung team that would normaDY 
include the person who forwarded the idea as, 
well as informal leaders and the martagm)CIlt 
team. T'he key criteria are cost. and mitether 
the innovation agrees with CULCO's core 
busines values. if thew two factors are OK, 

the idea is normally tried ouL 
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Table 8.10 b: Innovation Management - Survey Results 
Aspects Main Response PETCO (n = 77 ENCO (n = 14) CT"LCO (I., = 4- 

ppomuutv to Anybody can forward thew ideau; 19 23% 4 29% 20 480. 
d deas to top directly to top management 

1 

ent (0-40) 

ent in Usually involved In evaluating 
1 

251(32%) 5 361 a 
their own ideas ideas (Q42) 

S 

T 
Main cntcna for The opportunities presented by the 5 36" a 13 31 

us CV& Ems Ida" idea 
R 
E Structuffe to Usually use special multi - 21 27*/o 13 3 I*b 

N 'M plement new disciplinary tearns 

I 

G 
id 

T 
Main concern in The potential beriefit from the new 29/(38%) 11 9/(64% 19(450o 
implemenung new idea 

H 1 1) 1 
S Preparation before Employee; well informed and 19/(25%) 5 36% 

unplanerittrig new 
r hanee (0 61 

given necessary training 

1 11 1 

Time mentation in Focus is on assessing the future 
mblem solving Q38) con%equ! nE! L2EffcscnLaCtioAS 21 / (27% 6/(431, o) 16 38% 

Mt in Only them that AM cl to top a" 
I 

management have the opPOrtisruty, 
36/(470'o) 9 640i 14,1( 33"o 

management Nobody, must go through munediate 
Supervisor 29/(38%) 1/ ( 260o) 

In en in Not involved, but receive fýcdbsck 20/(26%) 4 2901, 14/ (3306) 
[v: 

ideas (Q42) about acceptance or rejection 
, , Not . irrvolved; - and receive no 20/(26%) 26% feedback 

E Main cntena for Does it fit with organuati I on norrim 37/(48%) 9/ (64% 7 40% 
evaluating ideas 

I 

and practices 
A (Q39) . Has similar idea succeeded in ... ....... .. 

22/(29%) 
.... .. 

14, ( 33% Y, the P8,34 I 

N St"U'r. 1. UsualJy by a special team from 35/(45%) 15 36% 
Implement new the relevant dcpm=cnt 

I I 

S 
idew (Q43) --- . ......... .. U 11Y ism . gned to individuals as suis 

/ 1 
I normal part of their work 5 061 6) 

S 
\. U, n concern in ; Consequence offailure 17/(22%) 
implemeriting new c m Fýda 
(Q4 

ideas (Q41) 
........ Cost ofdisruption to cunent .... I ..... .. 

19/(25%) 14/( 31116) activities 

tic Preparation before Not special preparation &part from 43/(56%) 9/(64" ) 34 81% 0 implatienting new 
i 

t 
ýo 

linefing o ) 
i s s r change (Q36) 

Time orientation in impact of actions taken on present 33/(43%) 51(36%) 13 /( 31%. 0 

J 

problem solving (Q38 situou I on 

I 

Follow how similar problems wers: 16/(21%) 4/ (29%) 14 /( 33 %) 
handled in the past I 

Additional information obtained from personal observation and literature review 

relating to the management of innovation in the three companies include: 

PETCO 

(i) Top management of PETCO recognised the importance of innovation and 

actively communicate through various means to educate the staff that innovation is 

critical for the success of PETCO. To create the necessary conditions to encourage 
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innovation- they themselves are directly involved in many of the new initiatives 
such as UME. NWW, and IMPACT as sponsors or team leaders. Further a key 
aspect of both the overall strategy as well as the training strategy of PETCO is 
directed towards making PETCO a more innovative and learning organisation. 
Likewise the key objective of all the recent administrative innovations such as the 
New Way of Working, the Result Setting and Evaluation System as well as the 
Variable Pay System is to encourage and reward innovative behaviour. 

61) 17he main focus of innovation in PETCO seems to be on those major changes 
such as the Business Re Engineering and the New Way of Working that are 
initiated and brought on by top management. There seem to be a lesser focus on 
the individual initiatives which the staff might have come up with in doing their 

respective work. Hence being innovative in PETCO actually means being on 
board the changes that top management is introducing. 

GO Although the message from top management was to require the staff to be 

innovative and do things differently to add further value to its operations, the effect 

of the competitive culture as well as the pressure to meet set targets seem to have 

Produced an opposite effect whereby there was a tendency for the staff to focus 

on doing the right thing ( effectively) and doing things right (efficiently) as 

Opposed to doing new and different things that might add greater value to 
PETCO's perfbnnance. 

ENCO 

(i) Although ENCO did not have any formal strategic plans, the Managing 

Director regarded being innovative and doing new and different things as the main 

modus operandi of ENCO. The encouragement of innovation in ENCO seem to be 

built around four factors: a leader who has a 'nothing is impossible' attitude; an 

awareness of the changes in the environment and the opportunities arising from 

these changes; an educated and informed work force that can spot opportunities 

and a strong team spirit that get people to work together to implement ideas. The 

Primary force behind ENCO's efforts to be innovative was the personality and 

attitude of the chairman who was constantly introducing new ideas as well as 

actively soliciting new ideas from his stafE. 

(ii) The opening quotation of this chapter reflects the spirit and sense of satisfaction 

of the staff in ENCO which seems to be a major factor in their willingness to take 
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risks and to do new things. The success that ENCO has achieved in new 
ventures such as laying of optic fibres and the rural electrification scheme, 
appears to have contributed to confidence that they can be successful. 

Oli) However, the success of ENCO is also seen as a major hurcue in ENCO's 

effort to be innovative as the staff have been found to depend on methods that 
have been successful in the past and to be reluctant to venture into new 
domains. They did not want to risk what they had already achieved. Because 

of this , the Managing Director considers that one of his key responsibilities is to 
constantly push the staff and to make them realise the dangers of becoming 

complacent. 

CULCO 

(1) The image of CULCO both amongst the staff and outsiders is as a creative 

Organisation: CULCO has been voted several times as the most innovative and 

creative Organisation amongst the SEDC3 group of companies. One key factor that 
has contributed to this image is that CULCO is a unique venture without any 

Previous models to follow. As such, there is very little precedent to depend upon. 
Consequently, the staff have had to experiment as they went on and to improvise 

on the basis of the comments of the guests. One of its standard operating 

Philosophies, which is still followed, has been to 'decidefirst ... make mistakes if 

necessary, and learn from your mistakes'. 

M Related to the above philosophy, the Executive Director has managed to instil 

among% the staff the belief that ' the managers are just facilitators ... not 

experts in CULCO. .. it is the operating staff such as the dancers, the 

craftsmen, the musicians, the maintenance staff, the grounds men and the 

administrative staff who are the creative people who can determine what 
CULCO can be in the future. ' This belief is instrumental in the involvement of 

the employees in the generation, evaluation and implementation of ideas in 

CULCO. 

(iii) There is a deliberate strategy to exploit 'budaya lepak'4 that is common 

amongst the Malays to solicit ideas and feedback from the staff. Tle Executive 

Director regularly joins the staff that are 'loafing' and interacts informally vAth 

3 Sarawak Economic Development Corporation. A government agency operating with the objective of 
Promoting industrial growth in the state. 
4A common practice amongst the Malays whereby they sit around in groups and pass time in idle 
talk. Though it may be viewed negatively by others as wasting time, it is an common feature of the 
Malay society and considered as important in developing deep and meaningful personal relationships. 
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them. Such sessions are used to solicit opinions and ideas from the staff. As these 
sessions are usuafly held after office hours and away from the work place, the staff 
are less restricted and tend to be more responsive %vith their comments. 

(b) Impact of cultural values 

Several inferences can be made from the interview and survey data surnmansed in 

table 8.11 a and 8,1 lb. 

(i) Some of the managers inteMewed, in ENCO as well as most of the employees 
surveyed in PETCO and ENCO have stated that only those that were close to top 

management were able to formard, their ideas directly to top management. This 
highlights two issues: first it indicates the significance of personal relationships in 

work situations as commented by one respondent from PETCO: 

- whether your ideas get any attention or not often depends 

on how well you get along with your manager .... if the 

relationship is not good. You can easily be placed in cold 

storage'and opportunities to at involved andprove yourseýf ge 
become limited' 

Secondly, it illustrates the impact of hierarchical distance. As some of the 

managers in CULCO have commented, even if the channels to forward ideas 

directly to top management were available, many of the employees still preferred 

to communicate their ideas through their immediate superiors. However, the 

result for CULCO was quite different as a large percentage of respondents ( 48%) 

reported that anybody could forward ideas directly to top management. This may 

be a result of the proactive steps taken by the Executive Director to go down and 
interact informally with the employees and to actively solicit ideas from them. 

(ii) Both the inýerview and the survey responses show that most of the 

mechanisms used to evaluate and implement ideas are grouped based. This is 

consistent with the findings in chapter seven and reflects a preference on the part 

Of Malays to contribute and evaluate ideas in groups rather than as 
individuals.. 

(iii) It is also pertinent to note that a large proportion of the employees surveyed in 

all the three companies have responded that there were no special preparation 

prior to the implementation of any major new idea or change. This could be 

problematic as Malays are generafly conservative and prefer to maintain the status 

quo and avoid change, unless they are convinced of the need and / or the benefit 
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thereof Othenvise they could become sceptical of change as expressed by some of 
the managers in PETCO who felt that many change initiatives are of no value 
because the changes that have been implemented in the past have not brought 

about any benefit. This implies a need for special efforts to inform staff of the 
potential benefit of proposed changes as well as to highlight the benefits of changes 
that have already been implemented. 

Ov) Most of the employees surveyed felt that the main criterion to evaluate new 
ideas was the impact of the new idea on existing norms and practices. Likewise. 

one of their key concerns %-. -hen implementing new ideas was the interruption to 

current acti-vities. The focus on maintaining and fitting in with existing norms and 
practices may reflect the Malay's preference to avoid change, to maintain the status 
quo and to preserve esmblished patterns of relationship. 

(c) Strategies 

(1) In PETCO, four key features of its operations that are directed towards 

promoting innovation can be identified. The first is the recognition of innovation 

as a strategic tool to meet the company's long term objectives. Both the Human 
Resource Strategy and the Training Strategy as well as most of the administrative 
initiatives such as the New Way of Working and Variable Pay System are directed 

at promoting innovation in the organisation. Top management is committed to 
bringing in change and innovation and are personally involved in many of the 

efforts introduced as part of the on going Business Re Engineering process. 

The second aspect is the significance attached to bench marking. Organisational 

Processes are constantly reviewed and evaluated against the practices of other 
leading companies to identifý' areas for improvements. Such reviews also exposes 
Organisational members to different alternatives and comprise a valuable source of 
new ideas. 

The third aspect is the role of training as One of the main vehicles for creating an 
innovative culture within PETCO, Training facilitates the thinking of the staff and 
helps them to understand the changes that are being articulated and to help them 
become directly involved. 

The fourth aspect is the extensive use of group mechanisms, particularly LABS 

and syndicates. The LABS ensure that the bright brains are brought together to 

work on a particular project and the process of syndication ensures that as Man3, 
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staff as possible are involved and can contribute towards evaluating and deciding 

upon new ideas for implementation. 

(ii) The key features of the strategies to promote *innovatogeruc behaviour' in 
CULCO are to make use of informal leaders and informal interactions as an 
important channel for employees to forward ideas and opinions. an emphasis 

on the role of management as facilitators and the operations staff as the real 

experts . the use of 'multi- role' and 'multi-skilling' as the principal means of staff 
development; and the use of 'extended brainstorming' with appropriate ground 

rules. to create a social context that sanctions the open discussion and evaluation of 

ideas, 

Another important feature of CULCO is the philosophy of ' do first and learn from 

mistakes* which has encouraged staff to experiment. Not much time is spent on 

analysing an option, rather, if an idea is found to worth considering, it is 

implemented first and then improvised to overcome any shortcomings later. The 

spirit of leaming; from n-dstakes creates a different environment from PETCO 

where the staff were very concerned with being penallsed for mistakes. 

(iii) The key strategy of ENCO can be described as being based on a conscious 

effort to monitor the macro environment and to collect and share information. 

Regular discussions particularly amongst the core managers is a key component of 

the strategies in ENCO to promote 'innovatogenic* behaviour as these discussions 

with the staff serve to create an awareness of the changes in the environment and to 

identifý- the potential threats and opportunities ensuing from such changes. Two 

other aspects of the strategy include the building of an extensive personal network 
by each member of the staff through which valuable information and support from 

friends outside can be obtained when necessary; and both the material and moral 

support given to the staff to work on their own ideas and develop these into new 

businesses. 

8.5.8 ORGANISATIONAL CLIMATE 

The focus here was to assess the general perceptions of the managers and 

employees regarding the main values and attitudes which dominated their work 

environments as well as the impact of these on the level of mutual trust and co- 

operation in their organisations. A more systematic analysis of the climate using 

the Ekvall's Creative Climate Questionnaire is described in the next section. 
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(a) Analysis of strengths and weaknesses. 
The responses of the managers i. nten-iewed and the employees sun, eved has been 

analysed and the strengths and weaknesses of the climate with respect to creating 
an i innovatogenic* culture is summarised in table 8.1 la and 8.1 lb. 

Table 8.11a: Organisational Climate : interview data 
COWANY SM66THS I WEARNESSES 
PETCO The principal culture was described as PETCO Nvas also described by most of the 

culture of meritocracy, very performance respondents as having a bureaucratic. blame 
oriented and results driven. =cn and time pressured environment 
A culture of transformation built around the r f, - people are generally afraid to 

T 

values of team work. professionalism and e ress negative opinions openly or to 
continuous learning C: Ilcnge and criticise top management. 

Highly competitive culture, individuals 
manipulate and exploits others to build own 
success 

ENCO A 'god-feartrig' culture that places A tendency for some individuals to become 
responsibility for a persons performance to complaCent. 
his or her own obligations is a Muslim 
Another major value is a culture of pride as 
a Bunuputra company that has made it good 
Continuos learning and building networks 
are stronglv encouraged ZCULCO A culture of pride: most staff view 
themselves as the bea in the state. 
A powerful sense of purpose as the bastion 
ofthe states culture, 
CULCO is seen as one big happy fainfly by 
several respondents: the attitude was * this Is 
my home, these are my siblings... my 
briithers and sisters, and I am responsible for 

i them, I I 

Table 8.11 b: Organisational Climate -Survey results 

strengdW 
WCWMMLSM 

I Aspects Main Responses I PETCO (n 77) ENCO (n- 14 CULCO (n 42) I1 11 

T High level of mutual trust 
Trust (Q 16) d respect 

5(36%) 

T 
H 'Cooperation (Q16) 

Strong team spirit 
4(29%) 

W 

F 

High level Of tension and 0 It 
A 

discord amongst stafr 
26(33%) 4(29 16) 19(43%) 

x 
N 

Trust (Q 16) 
Staff are cautious of being 20(26%) 4(29%) 21(50%) 

It exploited by management 

j 

s 
I 
s 

'ooperation (Q16) Indifferent to what happens 
31(40%) 8(570/. ) 

outside the scope oftheir own 

, work II 
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Additional information from observation and literature reNiew includes: 

(1) PETCO Nvas described as having a risk averse culture promoted b%- (a) the 
long term nature of its business, (b) the high investment involved and (c) the need 
to comply With the requirements of PETRONAS, taking risk was seen as being 

opposed to the -consistent, dependable and tested" image of PETCO ( Henry 

1994). 

61) The prevailing culture in CULCO and ENCO seemed to depend very much 
On the values of the leaders of these two organisations. For example, It Is the 
tanything is possible' attitude of the leaders that seem to characterise the two 

companies. However, the impact of the leaders' personality and values on the 

subordinates' attitudes and behaviour seem to be limited by the extent of interaction 
between the leader and his subordinates. In ENCO for example, although most of 
the managers described themselves to be very much influenced by their Chairman, 

this influence is not pervasive, particularly amongst the employees with whom the 
Chairman's has only limited interaction. In contrast. the Executive Director of 
CULCO who has regular interactions with staff from all levels seems to exert a 
more pervasive influence. 

(iii) In all the three Companies, there was a 'culture of transformation' as there 

was a conscious effort particularly at management level, for continuous 
improvement and change. While this was conducted more formally in PETCO 

through its training programmes and initiatives such as UME ( Unit Margin 

Enhancement), and New Wav of Working, the spirit of transformation that existed 
in ENCO and CUILCO emanated more from the values and attitudes of the top 

management. 

(b)Impact of Malay cultural values. 

(i) The culture of pride that was found in both ENCO and CULCO relates to the 

emotional attachment and importance that Malays place on maintaining and 

promoting the image of the social unit to which they belong (as described in section 

7.3.1 of chapter seven). Malays have been described as sensitive to issues relating 

to the status of their religion and race and willingly work to promote the image of 

both. 

(ii) The effectiveness of using the 'God fearing' culture in ENCO to promote a 

sense of self accountability reflects the strong impact of Islamic values on Malay 
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society. In general, both the managers and the staff of ENCO seem to be happy 
that the top management of ENCO has based its management approach on Islamic 

values. 

(Ili) A significant number of employees in all of the three organisations have 

intonated that the staff are cautious of being manipulated and exploited by their 
managers. The feeling is particularly strong in CULCO and seems to stem from 
recent directive that has prevented performers ftom performing outside during their 
free time. Alternatively it could also be due to dissatisfaction with one or two 
department heads about whom several participants in the survey have written 
negative comments in their questionnaire. In PETCO, the feeling seems to be 
directed at those managers perceived to be making use of others to build their own 
personal success. In ENCO, the lack of a proper performance appraisal system 
and reward mechanism seems to render some of the staff, particularly the new 
ones, cautious of being exploited. This finding suggests that (a) Malay employees 
expect all ( not just the Chief Executive or the immediate supervisor) of their 
leaders to show a genuine concern for their welfare which is probably seen as a 
reciprocal obligation of the leaders to their subordinates and a key feature of the 
personalised relationship they wish to have with their superiors, and (b) Malay 

employees seem to place much emphasis on the motives behind the actions of their 

superiors. As Malays expect individuals to subordinate their ow-n interests to those 

of the group, managers who were perceived to be predominantly concerned with 
their own self advancement were viewed as manipulative or exploitative. 

(c) Strategy 

An integral part of PETCO's strategy to create an appropriate culture was to 

assess the existing climate. Two 'All Employees Opinion Surveys' have been 

conducted ( in 1991 and 1993) and these have found that there was a strong 
'blame culture' in PETCO causing the staff to be risk averse and cautious to 

experiment. Based on the findings, several initiatives such as the Managerial 
Assessment of Proficiency and Subordinate Feedback Scheme ( see Henry, 1994 

for details of this programmes) have been initiated by PETCO to encourage open 

communication and to encourage staff and managers to use 'positive' reasoning 

rather than 'defensive' reasoning in dealing with each other. The New Way of 
Working implemented as part of the on going Business Re Engineering process is 

also an attempt to create a new work culture. 
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Training seemed to be the principal vehicle for bringing about changes in values, 
attitudes and the way the staff worked in PETCO. This was seen as the OD 
Organisational Development) aspect of the training programmes in PETCO 
ffirough %%hich management views are crystallised into training programmes to 

make the staff realise the direction the company is heading and to prepare them 

through counselling and coaching. Training is also a key tool for the 
implementation of all new initiatives. The staff are prepared for these initiatives by 

-quipping them with the necessary knowledge and skills as well as by changing any 

negative attitudes that thev may have towards such initiatives. 

MWe there were no specific strategy or mechanism to promote a particular culture 
in ENCO and CULCO, key values such as family onentation, mutual respect and 

contimious transformation were regularly promoted by senior managers during 

their interactions with their subordinates. These senior managers were also 
influential role models as employees tended to acquire those values that 

characterised their superiors' behaviour. 

8.6 RELATIVE INNOVATIVENESS OF PETCO, ENCO, AND CULCO 

As discussed in section 2.4.2 of Chapter Two, organisational climate (feelings, 

attitude and behavioural tendencies of participants ) is a major determinant as well 

as a close indicator of an organisation's culture ( values, norms. beliefs. and 

assumption embraced by participants ). It is therefore possible to assess the relative 

potential to promote 'innovatogenic' behaviour in an organisation by assessing its 

climate. In this study, the Ekvall's Creative Climate Questionnaire described in 

section 6.3.3 (pg. 193) of Chapter six was used to assess the psychological climate 

of the three organisations. The comparison of results of the creative chmate 

assessment of the three firms is given in table 8.13. As the aim here was to 

concentrate more on the theoretically interesting relationships that can be obtained 
from the data rather than their statistical significance ( Glaser and Strauss, 

1967:. 200), no attempt has been made to analyse the data statistically. 

The results presented in the following table would indicate that at the time of the 

survey, the emplo%. ees: from ENCO have reported a more creative climate than the 

employees from PETCO and CULCO. ENCO had the highest scores in six of the 

tenmeasuresand the total mean score reported in ENCO was higher (1.95) than 

that of the total mean score for 'innovative' organisations (1.93) as reported by 

E7kvall (Rickards, 1990). ENCO employees also reported higher scores than the 
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T means of innovative companies for measures of 'challenge". 'debate'. 'trust-. 
'risk taking' and 'idea time'. These results suggest that the climate or culture of 
ENCO has a higher potential for nurturing and supporting -ulnovatogem .c 
behaviour amongst the employees than CULCO or PETCO. 

Several inferences and comments can also be made from the scores reported by 

employees of PETCO. 

* Although the employees of PETCO reported the highest score for fteedom, they 
also reported the lowest score for taking risk, probably reflecting the impact of the 
'blame culture' that has been reported to be dominant in PETCO. As such even 
though there was fteedom, the NNillingness to use this freedom and to try new ideas 

may be restricted as employees were not willing to take risks. 

* The employees of PETCO also reported very low scores for 'trust' which is 

consistent with the survey result in which a significant number of employees have 

regarded that managers in PETCO are manipulative and exploited the employees 
for their own benefit. 
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Table 8.12: EK-VALLS CREATIVE CLDIATE SCORE 

COMPANY'S SCORE EK-VALL'S RESULTS 

[DlMENSION 

PETCO ENCO CULCO 'S'Means I' Means 

C C CHALLENGE 2.02 2.40 1.95 1.8 2.3 

FREEDOM 1.76 1.73 1.60 1.5 2.1 

IDEA SUPPORT 1.61 1.74 1.75 1.1 1.6 

LIVELINESS 1.87 2.11 2.02 1.3 2.2 

HUMOR 1.56 2.07 1.82 1.3 2.3 

DEBATES 1-86 1,93 2.02 1.1 1.5 

TRUST 1.32 1.77 1.52 1.2 1 1.7 

-CONFLICTS 1.82 1.32 1.48 1.5 0.7 " 

RISK 

1 

1.65 1.89 1 1.76 0.6 1 1.8 

[IDEA 

TI 

SK 

NEff 1.71 1.83 1.85 0.9 1.5 

ME MEANS* ANS* 1.65 
1 

1.95 1.78 1.23 
1 

1.93 

* Calculated with conflict score reversed 

Means based on Ekvall's results: S ='Standard Companies'; I ='INNOVATIVE' COMPANIES 

Evaluation form (c) Tudor Rickards & Associates LTD (1990) 
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* PETCO's employees also reported the lowest scores for 'idea time' and 
playfulness/humour'. This is a reflection of the very demanding work pressure and 

the result driven orientation that both the managers interviewed and the employees 
surveyed have commented negatively about in their responses. 

* The total Means score for PETCO Nvas only 1.65 as compared to 1.93 reported 
bY Ekvall for Innovative Companies. This suggest that the climate or culture in 
PETCO is not very supportive for nurturing and promoting ýinnovatogenic' 
behaviour arnongst its employees. 

It is interesting to note that the employees of CULCO have reported the highest 
scores for the measures of 'idea support', 'idea time, and 'debate' suggesting that 
they felt that they have been given the support and the opportunity to contribute 
ideas. This is probably the result of the personal initiative employed by the 
Managing Director of CULCO to involve employees( both formally and 
informally) and to set appropriate ground rules to create conditions in which the 

employees felt comfortable to forward and chaflenge ideas. 

It is also pertinent to note that the scores for the measure of 'conflict' was high in 

all the three organisations as compared to the mean score of innovative companies. 
Iliere are two possible explanations. Of course, it is possible that there was a high 
level of conflict amongst the staff in all the three organisations as suggested by the 
scores. Alternatively, it is also possible that the Malay employees are so concerned 
with maintaining harmony and avoiding conflict that even small levels of conflict 
are regarded as serious and as causes for concern. 

8.6 SUMMARY AND CONCLUSION 

This chapter reported the case studies undertaken of the three companies. Tle 

analysis has been organised into two parts. 

`nIe first part has focused upon the feelings and attitudes of employees relating to 
their own involvement in contributing ideas and participating in innovation related 

activities, as well as their preferences and feelings regarding various aspects of 
their work. Tle findings from this part of the analysis, as summarised in table 8.2, 

are generally consistent with the findings on Malay work values presented in 

chapter seven. Values such as a focus on personal relationship, a concern for 

harmony, a collective orientation. the importance of maintaining 'face, a tendency 
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to avoid taking risks, and a preference to maintain the status quo, as well as the 
associated behavioural tendencies such as reluctance to make decisions, an 
avoidance of uncertain or unfamiliar situations, a reluctance to challenge or 
criticise others and a resistance to change, that have been identified in chapter 
seven, were also identified from the case study data. 

The second pan of this chapter comprised the analysis of the three companies using 
the eight key organisational factors described in chapter six. The data was 
collected from three distinct groups, namely top management, middle management, 
and the employees, as well as from personal observations and reviews of company 
literature, and a large amount of data consisting of different perspectives and 
relating to wide variety of issues was obtained. As a result, a very comprehensive 
account of relevant issues, problems and concerns, as well as of strategies 
relating to the promotion of innovation in these three companies, has been 

produced. 

Several observations can be made from the data presented in the chapter. 

(i) Each of the three companies have recognised the importance of innovation and 
have regarded it as a strategic issue bearing a significant impact upon success. 
This message has been communicated throughout each of the companies and top 

management in ad cases are directly involved in various initiatives to promote 

mnovanon. 

(ii) 7be perceptions of managers often differed from the perceptions of the 

employees. While this may be attributed to differences in their experiences, 
knowledge, interests and objectives, it is also possible that the differences were due 

to the differences in the interaction that the leader ( e. g. Chairman of ENCO) of 
the companies had with his managers and employees. In general, relationships 

were much closer and more regular between the leader and other managers as 

compared with the leader and the employees - 
Consequently, the leaders' values 

and ideas seem to have had a greater influence upon the perceptions of the 

managers than upon those of the employees. 

(iii) Efforts to promote innovation in PETCO seem to revolve around the 
introduction of various initiatives and the use of training to develop the staffs 
capability and to prepare them to accept new initiatives. In comparison, the focus 
in both ENCO and CULCO seems to be more upon developing personal 
relationships between the managers and the employees and to use these 
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relationships to obtain ideas from the subordinates, as Nvell as to gain their 
acceptance for new ideas to be implemented in the organisation 

(iv) The numerous issues and concerns relating to the influence of culture on 
innovation processes in organisations, as well as the strategies employed to address 

these issues and concerns identified in the study, can provide useful lessons on the 

management of innovation in Malay organisations. Although the findings are 

context specific and care needs to be taken to extend them to other situations, some 

general features can be identified. These are elaborated in the next chapter. 

Apart from the above general observations, the data has also highlighted several 
issues related to the objectives of this studY. These include: 

(1) there were numerous examples of the influence of cultural values on the 

attitudes and behaviours of managers and the consequent impact on the relevance 

and effectiveness of strategies and mechanisms employed in the organisation to 

promote innovation. Tlese findings support one of the main proposition of this 

study, that is, organisational behaviour such as 'innovatogenic' behaviour is 

culturally contingent. As such, processes to nurture and promote 'innovatogenic' 

behaviour need to take account of the dominant cultural values in the operating 

enviromnent. 

(ii) The findings also provide empirical evidence to support the contention that to 
be effective , strategies and mechanisms employed to promote innovation need to 

ensure that the structural aspects of these strategies and mechanisms are congruent 

with the ideational mode prevailing in the environment or associated with these 

strategies and mechanisms. Several cases have been identified, particularly in 

PETCO, where certain strategies or mechanisms implemented in the companies 
investigated did not have the desired outcome because these strategies were not 

congruent with the shared values and feelings in the environment. 

(iji) The result of the Ekvafl's CCQ scores indicate that an 'innovatogenic' culture 

cannot be created purely through the introduction and implementation of strategies 

and mechanisms. Although these strategies and mechanisms may enhance their 

capability and provide them with the means to behave 'innovatogenically', these 

does not necessarily mean that they have the motivation or the willingness to do 

so. As the findings indicate, the employees make their own choice as to whether 

they want to contribute ideas or not based on their perception of whether it is a 

desirable thing to do in the particular social context. As such the innovativeness of 

an Organisation would depend on the climate or culture of the Organisation. As the 
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study have indicated, companies "ith a varieq, of strategies and mechanisms in 
place need not necessary have an ýinnovatogeruic' climate or culture. 

The next chapter relates the major findings from the case studies ýNith the findings 
from chapter seven and suggest several considerations which need to be taken into 

account to nurture 'innovatogenic' behaviour in Malay organisations. 
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CILAPTER NINE: SUMMARY OF KEYFINDINGS 

'There are nofacts, only interpretations' 

Friedrich Nietzsche (Quoted in Fombrun, 1992: 69) 

9.1 INTRODUCTION 

This chapter presents a summary of major findings from the two sets of field 

studies carried out in the course of this research. Such findings are then related to 
both the research propositions fonvarded in chapter seven and the issues embedded 

in the conceptual model presented in chapter four. Finally, the findings from the 

two stages are integrated to derive a number of important considerations and 

recommendations of relevance to nurturing and facilitating innovative behaviour in 

a Malay cultural environment. 

9.2 MAIN FINDINGS 

In this study the unstructured interview has been the major means of data 

collection. The data obtained through the interviews were rich and meaningful, and 
in the author's opinion, most comprehensive. The large amount of data collected 
related to many different aspects and issues. While this was 'positive' in the sense 
that it enabled new and alternative perspectives on the relationship between culture 
and innovative behaviour to be explored, as a result of the unstructured approach, 
there was a tendency on the part of respondents to digress at length, and to steer 
the interviews in a direction not intended by the researcher. Although appropriate 

analytical methods have been employed, it has been problematic for the researcher 

to retain focus upon core considerations in the analysis and presentation of the data 

in chapters 7 and 8. It is therefore necessary to recapitulate the main objectives 

and propositions underpinning the initial fieldwork and to discuss the findings in 

relation thereto. To recap, the main objectives of this study were : 

-*. - to identify the major cultural values of the Sarawak Malays of relevance to 

the facilitation or inhibition of 'innovatogenic' behaviour in an organisational 

context 
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*-** to identifý,, assess and evaluate active strategies used to nurture 
"innovatogenic" behaviour in some Malay orgarusations in response to these 
cultural influences, with due attention being paid to both those strategies which 
exploit any positive influence and those which aim to overcome any negative 
influence of such cultural values 

... To highlight issues worthy of consideration in developing 'culturally' 

appropriate' strategies to nurture 'innovatogenic' behaviour (In particular, the study 
aims to demonstrate that (i) the innovation process is culture specific and (ii) any 
strategies employed must take a holistic approach and ensure that the both the 

structural aspects and ideational aspects of such strategies are congruent with each 
other ). 

Ilie following section summarises the key findings in relation to the above 

objectives. 

9.2.1 'DONUNANT' AN]) 'VARIANT' VALUES 

Two different sets of work values were identified from the interview data: 

(a) values that are prevalent and consistent with the description of the Malays in 

the literature reviewed in section 3.7.1 and summarised in table 3.6 on page 96. As 

these values seem to represent most of the Malay society and 'detemiýine' the 

attitudes and norms of a major section of the society, these are referred to as the 
'dominant values' and are discussed in section 9.2.2 

(b) values that are less prevalent but which nevertheless seem to be quite 

significant in their effect upon innovative behaviour in Malay organisations, and 

which seem to indicate change occurring in the 'character' of Malay society. Early 

evidence of these 'new' values was reported in the work of Mohd. Nor Ghani (1980) 

and Nik Abdul Rashid ( 1982). In discussion on the impact of social engineering 

processes such as the New Economic Policy', the 'Vision 2020' and the concept of 
'New Malay' in chapter three, the researcher suggested there was the potential for 

such Processes to have a marked impact upon a number of key important Malay 

cultural values. Although the research tends to indicate that such 'new' values 

cannot be viewed as dominant, ( i. e. held by a large proportion of the population), 
the prevalence and impact of the 'new' values cannot be ignored in relation to their 

potential impact, particularly in the derivation of culturaDy contingent means to 
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foster and encourage innovation. These values are no longer associated Nvith just a 
few individuals described as 'marginal man' or 'deviants' by authors such as Nik 
Abdul Rashid (1982) and Mohd. Nor Ghani (1980), Instead, they appear to be 

%videly held in some of the organisations researched in this study - as evident in the 
description of the staff of TELCO, CITYCO, and INNCO by their managers. The 

case studies also found evidence of the 'new' values amongst the executives in 
CULCO, ENCO and PETCO. As these values are quite different from the 
'dominant' values which characten'sed the major part of Malay society, they are 
referred to here as 'variant values'and are discussed in section 9.2.3 

9.2.2 'DOMINANT' VALUE - RELATIONSHEP ORIENTATION 

Although the framework used to analySe the cultural values of the Malays focused 

on four different aspects or dimensions, the findings suggest that a broad 

orientation to relationships on the part of Malays constitutes a fundamental aspect 

of, and influence upon, shared ideational norms and values, and their structural 

manifestations in Malay organisations. Values associated with the other dimensions 

such as orientation to time, modality of activities and environmental relationships 

appear closely dependent upon their relationship orientation. Five main aspects 

of the Malay relationship orientation were identified. 

(i) Society or group orientation 

One of the main findings from the study is that Malays seem to be very group 

orientated: their attitudes and behaviours seem to be highly influenced by a desire 

to maintain harmony and cohesiveness in the (relevant) group. Their group 

Orientated nature was also characterised by a) a willingness, on the part of Malays, 

to subordinate the interests of the individual to the interests of the group, b) the 
derivation of pride and motivation from the achievement and reputation of the 

group, and c) the acceptance of unequal distribution of power and hierarchical 

relations within the group. 

In many ways, such a group orientation has been found to inhibit innovative 

behaviour and interaction. For example, in the opinion of a number of the 

managers interviewed, because of an overriding concern for cohesiveness and 

group harmony, Malays generally were reticent to engage in any behaviour, 

interaction or take part in any social situation which they perceived would create 

either discord or conflict. In this study, Malays have been described as very 
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compromising, tolerant and accommodative with a tendency to avoid 

challenging or criticising ideas and opinions of other (group) members. 
Similarly, a willingness to subordinate individual interest to the interest of the 
'group', in the opinion of some managers. resulted in a wish to 'avoid the limelight' 

and to be humble in relation to their own capabilities and achievements. The 

attribution of achievement to the group was better received than that to the 
individual. 

Further. as members of a group, Malav individuals seem to be very aware of their 

own position in relation to others and willingly accept and accord respect to 

status and hierarchical differences. In relation to the group orientation, 

observations from both stages of fieldwork indicate the following general attitudes, 
tendencies and orientations to be widespread in Malay society. 

*. *# A tendency for Malays to readily compromise their own views and interest to 

accommodate others. 

+A preference to conform to group norms and standards and to avoid 'sticking 

out' and being different from others. 

**-*A preference to work and make decisions collectively 

-. *- A preference for group, as opposed to individual competition. 

*. *# An orientation to resist change and to maintain the status quo - partly because of 

a concern that change may disrupt existing relationships 

+A reticence to engage in conflict and argument: these are perceived to be 

damaging to harmony and unity 

*. ** A tendency, on the part of individuals, to avoid taking those actions deemed 

(potentially) detrimental to their popularity within the group. 

The results of the study related to this particular orientation can be summarised as: 

In general Malays seem to avoid or reject any situations or behaviour that they 

perceive to have a negative impact on the harmony, the pattern of established 

relationships or the interest of the group. Similarly, there is tendency for 

Malays to avoid unfamiliar or uncertain social situations which pose a 

potential threat to the maintenance of existing group relation& 
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(ii) Personalised relationship orientation - and emotional concerns 

Trust.. reciprocal obligations and the achievement/maintenance of strong 
interpersonal relationships characterise Malay Society. Before undertaking any 
particular action or behaviour. crucial considerations for the individual concerned 
seem to be the Uely effect of such an action upon both his or her own feelings and 
emotions, and their effect upon the emotions and feelings of others, with whorn, 
trusting and reciprocal relationships have been established. Four major values 
associated with such a concern for emotions and feelings can be inferred from the 
data. These are (i) a greater concern for needs and feelings of people than for 

the needs of the task (ii) an inextricable association of work issues with 
personal issues (iii) a desire for long - term, personalised relationship based 

on mutual trust and reciprocal obligations, and (iv) a strong sense of social 
sensitivity to 'face' and self esteem. 

Malays ivere generally deemed to be more people orientated than task orientated. 
Many attitudes and norms of the Malays identified in the study can be attributed 

or linked to this particular orientation. For example, with respect to 

communication, the general rule seems to be to protect the feelings of all 

concerned: hence Malays have been found to avoid being frank and direct 

especiafly when communicating disagreement or any 'negative' message. Being 

fhank and direct was perceived as being insensitive and indicative of an improper 

upbringing! (Kurang ajar) Instead, communication is often 'measured, indirect 

and context bound, being rich in hidden meanings and undercurrents. The 

manner by which a message or idea is communicated or conveyed is, in some 

respects, as important as its actual content. If ideas are to be readily received. then 

the communicator must pay due attention to the use of the right language and tone, 

and to choosirig the right time and place to ensure that his communication is 

perceived as polite and'properly executed'. In this respect Malays seem to be more 

process orientated as they seem to be more concerned about how things are done 

rather than with what is done or the outcome of such actions. 

Similarly, because of their emotional attachment to their work, Malay emploNees 

were found to be easily hurt emotionally if their ideas and opinions or any 

aspect of their work were criticised or challenged, such criticisms being often 

viewed as personal. Likewise, they were reported to regard mistakes and failures 

at work as damaging to their own personal self esteem, resulting in a 'loss of 
face'. The desire to protect one's own feelings and 'face' as well as those of 

significant others may account, in part, for (a) a reluctance on the part of 
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Malays to forward their ideas and suggestions openly, (b) a reluctance to 
criticise and challenge the ideas of others openly, (c) an antipathy towards 

uncertain or unfamiliar situations (where potential risk of failure is greater). 
(d) and an avoidance of making decisions (because of the associated social risk. ) 

The overriding relationship orientation has a strong impact upon Malay attitudes 
towards time. The findings in chapter eight identified two main time related values. 
first, a weak orientation to keeping on schedule and a lack of a sense of 
urgency, and secondly, a general short term orientation. The lack of urgency and 
disregard for schedules in Malay organisations can be inferred to result from an 
over-riding concern, where at all possible, to keep all parties engaged in the 

relevant social transaction satisfied, irrespective of the time required to do so. 
Accomplishing tasks and targets on time are of secondary importance to such 
emotional concerns. Likevoise, in the short term, existing relationships could be 

maintained and fewer risks concerning the loss of face were envisaged. 

(iii) Leader orientation 

Consistent with their ready acceptance of and respect for status and hierarchical 

differences, Malays appear to be very much 'leader driven'. Four key values Nvere 
identified associated with this characteristic, Malays: (a) attach much importance 

and value on their personal relationship with their superiors, (b) respect and 
look up to their superiors (c) expect superiors to be authoritative and believe 

that it is the superior's responsibility to take charge of the situation, make the 

necessary decisions, and to set the appropriate direction , and (d) regard 

superiors as 'gurus' on whom they depend for guidance and self development. 

Such values underpin a number of behaviours and attitudes relating to superiors 

which have been identified:: 

+a tendency to readily accept ideas and opinions of their superiors %%ithout 

chaflenge or criticism 

+a compliance with, and deference to, authority. 

**. * an avoidance of decision making - viewed as the superior's responsibilitý, 

`-'- a tendency to expect the superiors to be both mentor and teacher. 
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" an expectation of a personalised relationship bet-ween themselves and their 
supervisor to form and to be given special consideration because of such a personal 
relationship' 

(iv) Responsibility or duty orientation. 
Contrary to the common description of Malays in the literature as lacking in 

commitment and persistence, most of the respondents ( both Malays and non Malay 

managers ) have reported that Malays are generally hardworking, persistent and 
committed to their work. Two main values seem to account for these behaviour. 

First is their religiosity. As Muslims, Malays regard their work as part of their 
'ibadah' or worship and feel that it is a religious duty to Nvork hard and to do one's 
best. Secondly, they are motivated by their sense of loyalty and obligation to the 

group and their leader, particularly as Malays or Bumiputras in competition 

with the Chinese and Indians. Consequently they have been found to be very 

good at executing tasks and implementing decisions once assigned. 

Learning and sharing knowledge are also integral elements of worship in Islam. 

Consequently, Malays have been found to be very committed to learning and to 

sharing what they know with others. However, three aspects about their attitude 

towards learning were identified: (a) Malays in general seems to be wary of what 

they learn, focusing on those things that they judge to impart both knowledge 

and positive values and avoiding those that they perceived to be in conflict with 

their established values and beliefs. For example, in a number of the 

organisations studied, particularly in ENCO, INNCO and FINCO, the Managing 

Directors have reported that there was a need to highlight both the functional 

benefit as well as the value aspects of learning something new. Similarly the 

Training Manager and a Training Co-ordinator at PETCO have commented that it 

was necessary to relate training programmes to employees' overall development 

and to also ensure that the content and delivery of the prograrnmes took into 

consideration their values and beliefs. 

(b) Malays have also been described as reluctant to learn anything new unless 

there were clear benefits apparent from doing so. Consequently their learning 

seems to be more function oriented - things are learnt only if considered directly 

related to their work. 

(c) Malays seem to prefer structured learning situations where they are taught or 

guided by their superiors or seniors who are perceived to hold the knowledge and 
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expertise. As such they have been described to be disadvantaged or handicapped 
when left to explore and learn on their own. Likewise they also seem to be 
reluctant to learn from peers since they are perceived as not having the necessary 
expertise. 

(v) Benefit and outcome orientation 

Although Malays have been viewed as generally resistant towards change ( 
Mahathir, 1970; Mohd. Karnal Hassan, 1994), in this study, however, they have 
been described in many cases as very adaptive and receptive to new ideas from 
their superiors when convinced that the change or the new idea would bring about 
clear benefit to themselves and / or their group. In general they seem to act only 
when there was a clear benefit associated -with that action. However. the form of 
'benefit' that Malays seek seems to be more orientated towards promoting 
harmony and relationship in groups and towards promoting the image of the 
individual as a good and capable person (rather than towards benefit inherent 
in the accomplishment of task. ). 

The key values identified with the five main aspects of their relationship 
orientation and the attitudinal and behavioural nonns associated with these values 
are summarised in fipre 9.1. 

9.2.3 'VARIANT I VAiuEs 

As stated earlier, the data analysis in chapter seven has indicated that there are a 
minority ofMalays whose values and associated behavioural nornis are different 

and in distinct contrast with the values, attitudes and behaviour described above. It 

seems that (i) the process of nurturing and promoting innovations in Malav 

organisations depends considerably on those with these 'variant' values, and (ii) 

these were found to be more prevalent among the younger and better educated 
Malays. 
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The principal difference between those having these 'variant' values and the general 
Malay society was that they seem to be more inner directed than the others. 
While the behaviour of most Malays were directed by their perception of what 
others , %iU think of their actions and seemed to depend on others ( particularly 
their superiors) for directions, the Malays with the 'variant' values seemed to be 

more confident of themselves and acted in accordance with their own 

evaluation of any situation and their own needs. As such they seem to be more 

comfortable to challenge other's ideas and express their own views and 

opinions. Table 9.1 sunimarises the differences between the 'variant'and the more 
'dominant' attitude and behavioural norms. 
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Table 9.1: Comparison between 'variant' and 'dominant' attitudes and 
behavioural norms 

'Variant' attitudes and norms 'Dominant' attitude and norms 
More comfortable to forward ideas and Reluctant to contribute ideas and avoid 
opirdons-, willing to participate in debate situations of conilicts in ideas. 
and arguments and challenge ideas 
More concerned about task and More concerned about how others think 
achievement and less concerned about of them and less concerned about task. 
what others will think of their actions I 

More confident of taking risk-, seek Less willing to take social risk, avoid 
responsibility to make decisions decision makin2 
More receptive to change and new ideas More resistant to change and innovation 

unýless convinced of their benefits thereof 
Welcome public recognition and praise Avoid lime light and public praise 
More comfortable with open and direct Avoid open and direct communication 
communication 
More comfortable to learn on their own More dependent on others to teach them 

The main reasons attributed to the higher level of self confidence amongst these 

individuals was their exposure to a more inner directed and achievement 

oriented culture. For example, several respondents commented there were 

considerable differences between the values of those Nvho have had their education 
locally and those who have studied overseas, particularly in countries such as 
Great Britain 

, the United States, and Australia. Similarly, those officers of 
PETCO who have been on 'cross-posting' have also been found to have different 

values from others. This finding is significant as it has important implications to 

managers and policy makers ( to be discussed in the next chapter). 

Likewise, the organisational culture within which one works also seem to have 

some impact. For examples, Malay executives in PETCO ( which is seen as 
having a more task and achievement oriented culture) saw themselves as being 

very different from their counterparts working in PETRONAS ( where the 

organisational culture was described as more typical of Malay culture) . Similarly, 

the executives of both ENCO and CULCO attributed their own behaviour of 

active participation in forwarding ideas, debates and discussion to two factors: the 

personality of their superiors and the culture of the organisation. 

It is pertinent to note that individuals Nvith these 'variant' values seem to be 

prominent in the innovative initiatives in all the three organisations. 
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9.2.4 MALAY VALUES AN-D INNOVATION 

The second objective of the study Nvas to assess the effect of the values identified on 
the' motivation, ability and means' of individuals to innovate. and the 

implications of such values in the derivation and formulation of strategies to 

encourage and facilitate innovative behaviour in Malay organisations. 

Table 9.2 illustrates the impact of the five orientations discussed above on each of 
the nine tasks and challenges associated with 'innovatogenic' behaviour. Although 

some Malay values, for example, group loyalty and a willingness to follow the 
directives of superiors have been found to contribute positively to the 
implementation stage of the innovation process, most of the dominant I'vialay 
work values seem to be generally 'anti - innovatogenlic'. 

The findings that could be inferred from the analysis in chapter seven and eight 

can be summarised as: 

(i) Malays place a low value on being innovative and creative. 

The high value placed by Malays on personal relationships and group affiliation 

and the associated importance attached to aspects such as harmony, regard for 

'face', and respect for status and hierarchy, may result in people avoiding both 

confrontation and expressing their own ideas freely. (traits very much in 

opposition to many of the tasks and challenges of 'innovatogenic' behaviour - for 

example, risk taking, challenging ideas, communicating openly, and seeking 

change). Additionally, their general dependence on superiors for decisions and 

guidance, a preference for rules and regulations, and their tendencv to avoid 

uncenainty suggests that Malays are far more comfortable operating in stable and 

structured environments than in the type of uncertain environments ( both social 

and product) traditionally associated with innovation ( cf. Bums and Stalker, 196 1, 

Lawrence and Lorsch, 1967). 

(ii) A 'bureaucratic' ideational mode 

Ile reaction of Malays to any strategies and mechanisms employed to enhance 
innovation would reflect a cultural 'conditioning' that prioritises structured and 

harmoruous, (and, with respect to management), status conscious relationships. 
Consequently as e"ident from the response of several managers interviewed and the 

case study, particularly in PETCO, efforts to promote creativity and innovation 

by way of introducing organic structures and participative strategies based 
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based on open and free interactions and exchanges of ideas ( i. e. without 
being inhibited by hierarchical differences or consideration for feelings and 
'face'), had only limited success in the Malay cultural environment. For 

example. despite the efforts of some the managers to get close to their subordinates 

and socialise with them, they found their subordinates wished to maintain a certain 
distance, with concern for respect and face being still a prominent feature of 
interaction. Similafly.. even though organisations Re PETCO and ENCO 

attempted to form work groups with little or no or formal differentiation of levels 

and minimal rules and regulations ( for example, the LABS and Syndicate Teams 

in PETCO), the managers reported that Malay employees tended to bring their own 

preconceptions concerning hierarchy, status and respect. to the group situation. 
Hence, even where the group was formally informal, behaviour therein was still 
inhibited bv a concern for 'doing things right' over and above that for 'doing the 

right thing'. 

Hence the findings seem to indicate that irrespective of whether the formal 

structure of the work place was mechanistic ( such as PRESSCO) or organic ( 

such as CULCO), the behavioural response seemed to be predominantly 

characterised by a high dependence on directives, conformance to procedures 

and guidelines and a preference for stability and certainty. Bureaucracy, thus 

appears to be congruent with the ideational modes of the Malays, discussed in 

section 9.2. Such a notion is basically in accordance with the ideas of Hofstecle, 

(1980). He suggests that organisational designs are initially shaped by the 'implicit' 

models of 'ideal' organisations which people carry as part of their cultural makeup 

and observes that the interactive effect of 'large power distance' and ' high 

uncertainty avoidance' ( dimensions that seem to more consistent with the 

dominant Malay values ) leads to : 

'Xull bureaucracy in which relationships among people and 

work procedures are rigidly prescribed and where the 

ývyramid'is the implicit model oforganizational design... 

(Hofstede, 1980: 384) 

A bureaucratic management approach may therefore be contingent to the Malay 

cultural environment, and this notion is generally supported in the case study 

findings. For example, the dominant management approach in PETCO was 

bureaucratic with heavy emphasis being placed on rules, regulations and following 

directives. Even ENCO and CULCO which have been described as -organic', had 
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characteristics of bureaucratic management especially in managing the lower IeN el 
employees. 

Although the bureaucratic mode has traditionally not been associated with 
innovation- (although. Japanese organisations have been found to be successful in 
fostering innovations of a certain type in bureaucratic organisational 
envirorunents), in the absence of any other intervention measures, the above notion 
would suggest that if strategies and mechanisms to promote innovation are to be 

effective then they should be of the 'leader-direct, subordinate-implement 'genre. 
For exarriple, whereby a requirement for innovative behaviour is formally 

integrated into the bureaucratic structure, e. g. where work study groups, qualit-, 

control circles and work improvement teams are created as formal elements of the 

organisation and meet at prescribed times on a regular basis and where the 

challenge to produce new ideas is formally directed from above. Additionally. 

when such sessions take place it is important that superiors attempt to create the 

right context for idea generative behayiiour and take pains to ensure staff that there 

will be no loss of face should any idea prove to be erroneous and that it is 

appropriate to openly challenge the ideas of others. 

However. the manner in which 'innovatogenic' behaviour has been conceptualised 

in this study suggests that being innovative is more than just the 4 plementation of i IM I 
ideas as directed by superiors: it has been defined as an an intrinsic desire to 

question how things are done and to take proactive actions to add value on all 

aspects of their activities on a continuing basis. In this respect the cultural 

makeup of the Malays seem to limit rather than facilitate Malays in behaving 

'innovatogenically'. 

9.2.5 STRATEGIES 

Another major objective of this study Nvas to assess and evaluate active strategies 

employed to address the influence of Malay cultural values on nurturing 
Innovatogenic' behaviour in Malay organisations. A variety of these strategies and 

mechanisms have been identified and described in both chapters seven and eight. 

Although there was much variance in these strategies and mechanisms employed 

some basic features of most of these strategies can be identified: 
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(i) Leader Driven 

The findings ui this study suggest that top management play a crucial role in 
fostering and encouraging innovative behaviour. The behaviour of the employees 
seemed to be verýy much determined by their need to respect and be respected by 
their superior: elements such as Willingness to challenge ideas and to contribute 
ideas all depended on the attitude and message from their leader as well as the 
capacity of these leaders to create excitement- as was the case in CULCO; 
SEDCO, ENCO. In contrast, it was e,. ident that the values of the top management 
of PRESSCO and AIRCO have contributed to the consen-atism. and a general 
lackadaisical attitude on the part of their employees to just do what they, have been 

told in these organisations. 

Four aspects of a leader's behaviour relevant to producing an innovatogenic 

culture Nvere identified. 

(a) their attitudes and reactions towards innovation and change. As Malays 

respect and look to their leaders for directions and as role model , superiors that 

valued being innovative and were themselves innovative and change oriented 

seem to have positive impact on the attitude and the behaviour of their 

subordinates towards change and innovation. On the other hand, as it was found in 

PETCO, subordinates were resistant to change because of leaders who preached 
change and innovation but were themselves conservative. Hence even if a 
particular strategy or mechanism had much potential, its acceptance and 
successful implementation by Malay subordinates would be linýited if they 

perceived that their superiors are not in favour of new ideas or change, 

(b) relationship with subordinates. The success or failures of most strategies 

also seem to depend on the willingness of the superiors to 'go down' and interact 

with the subordinates and personally 'sell' these strategies to their subordinates. 
Although such actions did not remove hierarchical barriers, proactive action by 

superiors to cultivate informal relationships did have a positive impact on the 

willingness of subordinates to be more open with their comments and more 
forthcoming with their ideas. 

The extent to which subordinates were prepared to partake in innovative activity 

and become involved very much depended upon the nature of the relationship 

with their direct superior. Managing these relationship was considered by some of 

the respondents as the most important aspect of managing Malay employees, 

particularly in getting them to be more open with their ideas and their comments. 
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For example. the Managing Directors of CULCO and ENCO deemed it most 

important to 'go down' to the lower levels and interact personally with the staff to 
build trust and confidence. In the opinion of subordinates. such personal 
interaction promoted involvement and gave confidence and encouraged them to put 
forward their own ideas 

(c) oPen to criticism and ideas from subordinates. As the findings suggest 
Malays appears to be conditioned by their cultural values to (i) expect their 
leaders to be authoritative and provide them with directives (1i) and to accept and 
act upon these directives without any criticisms or challenge. Consequently to 

nurture 'innovatogeni'c' beha%iour in which there was more open debate and 
discussion of ideas, most managers interviewed has reported that it was necessary 
for them to make conscious effort to encourage their subordinates to criticise and 
comment on their opinions and ideas by (i) actively inviting criticisms and by 

being very open to such criticisms, and (ii) educating the subordinates that 

challenging and criticising ideas are very important aspects of adding value to 

what they do. The Acting Personnel manager of PETCO for example commented 

that specific efforts had to be made to educate and convince subordinates that 

criticising and comr-nenting on ideas of the superior had more benefit both to 

themselves and their orgazusations than just implementing what they have been 

told to do, Integral to this was that the superiors must demonstrate to their 

subordinates that they welcomed criticisms and that such criticisms and 

challenge would not jeopardise their relationships nor their career prospects. 
This required a different mind set from traditional Malay managers who have been 

described as defensive to criticism and to regard such criticisms as a challenge to 

their authority and as a detriment to 'face'. 

(d) Sensinve. In any strategies or mechanisms, particularly those that involved open 
discussions, an important factor critical for its success seem to be the sensitivity of 

the leaders concerned to the fact that Malays are by nature less vocal than other 

dominant groups in Malaysia. Leaders who made special efforts to reach them bý 

providing them with appropriate encouragement and psychological support 

and through measures such as the use of intermediaries that they felt 

comfortable to interact with and through the provision of adequate time seem 

to be appreciated and seem to be more effective in drawing out their subordinates 

to become involved. 
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(ii) Group based 

The findings also indicate that the Malays have a strong collective orientation and 
that they are more willing to fonvard ideas and compete as members of a group 

rather than as individuals. There Nvas a preference to contribute ideas, solve 

problems and make decisions through groups, and to be motivated and driven by 

group interests and successes. 

Consequently, most of the managers involved in the study have commented that 
they have some form of group oriented approach to solicit ideas from their 

subordinates and to encourage them to be more involved in innovation related 

acti, vities. The most popular of these seem to be Quality Control Circles ( QCQ 

and usmg groups to Brainstorm 
. 
However, as several respondents have remarked, 

in most organisations QCC was implemented primarily for the social aspect of 

getting people together and interacting in groups and the generation of ideas and 

soking organisational problems was secondary. Furthermore the effectiveness of 

groups to generate ideas depended on the presence of appropriate ground rules and 

proper facilitation. As Malays were generally concerned about 'face' and feelings 

of self and others, there was a tendency for them to avoid fonvarding ideas and 

commenting on the ideas of others. In such situations non interactive group 

processes such as the popular practice of forwarding of ideas and comments by 

wTiting them down on a piece paper have been found to be more effective. 

Some organisations such as CULCO. CITYCO, and PETCO also make use of 
informal groups and informal networking. In CULCO for example, key individuals 

of these informal groups are identified and used as important link to communicate 
ideas and get feedback from the staff. 

(iii) Different social contexts for creativity and innovation 

The behavioural and interactional aspects relating to the nine domains of innovative 

activity appear incongruent with the dominant Malay ideational mode. Hence, 

behaving and interacting in manner conducive to innovation does not come 

I naturally' to Malays and perhaps is not to be expected in the usual or orthodox 

organisational contexts. Hence, the findings tend to indicate that the conception, 

and evaluation of ideas needs to be cultivated in social situations which are not 

perceived to be run of the mill or conventional - i. e. social situations where the 

ground rules are set that a different form of interaction is permýissible and 

expected; where there is no or fewer risk of loss of face; where ideas are 

depersonalised; where conflict is accepted as the norm. and where participants are 
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convinced that they mll not be penalised in any way for taking risks or making 
mistakes. Furthermore. in such situations managers should strive to reduce 
perceived differences in hierarchy. Although not an optimal state of affairs ( as 
innovative activity is a core, and continuous element of the organisation ( as in an 
ideal 'innovatogenic' culture), given the nature of the dominant Nlalay culture. 
facilitating minovative behaviour by creating special social contexts which in a 
way are removed or distinct from the mainstream activities of the organisation, 
does appear to be a step in the right direction. 

Ov) Institutionalise new values. 

In several organisations: , the strategy employed went beyond the above strategy of 
creating special context appropriate for innovation to take place. Instead in these 
organisations, (e. g., CULCO, ENCO, PETCO, CITYCO, TELCO) the strategy to 

create appropriate conditions for innovatogenic culture was to instirutionalise new 

values and norms that are conducive for 'innovatogenic' behaviour'. This was 
evident in all the three organisations involved in the case study. The 'New Way of 
Working' in PETCO is an example of a considered and systematic attempt to 
institutionalise new work values. In contrast, efforts to institutionallse new values 

in CULCO and ENCO are less obvious and are mainly driven by the values and 

attitudes of top management. Nevertheless, these efforts seem to be quite effective 
as many of the middle managers of these two organisations described their own 
values and outlook to be quite different from those of the Malay society, in general 
and attributed this to the influence of their top management. 

However, the study also indicates that Malay managers are selective about the 
values that they wished to change. In general, many of the respondents stated that 
they wanted to maintain the respect for seniority and hierarchical relationship as it 

served to define relationships and contributed to harmony. 

The significance of institutionalising new values will be discussed in the next 

chapter. 

9.2.6 IWORTING FOREIGN STRATEGIES AND THE REQUIREINENT FOR 

CULTURAL CONTINGENCY 

In a good proportion of the twenty Malay organisations ( e. g. CULCO, PETCO, 

UTILCO, HOTCO, TELCO) referred to in this study, there appears to be a 

widespread use of unported systems and devices ( e. g. TQM, MBO, JIT, QCC, 
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BPR) designed to improve organisational performance, including innovation and 
quality. However, as such prescriptions were not designed with the Malay 

employee in mind, being formulated in a different cultural contexts. predominantiv 
the USA and Europe, it is important to question the degree to which such devices 
have the potential to improve effectiveness and efficiency in the Malay 

environment. A basic tenet of the author is that before implementing any such 
imported system or device, a fundamental concern for the manager will be whether 
the particular device in question befits the socio-cultural environment of the 
orgarusation. 

In this study observations have been that in some circumstances the imposition of 
such (alien) strategies and mechanisms has been problematic and have been met by 

staff with differing degrees of approval and acceptance, and, in some cases, have 
led to a different set of outcomes than intended. In the author's opinion, the 

culture-contingency factors may serves to shed light upon the success or othenvise 

resulting from the use of such 'imported' devices. Examples' of such problems 

identified in the study includes: 

-. *- the Supervisory Style Feedback Programme was introduced into PETCO NNith 
the aim of the subordinates giving frank feedback about their superiors with the 
hope that the superiors can use thýis feedback to improve their o%%m management 

style. However, this was regarded to have had limited success. As discussed earlier 
in the case study, the major problem could be the reluctance of local staff to give 
frank feedback about their supervisor and at the same time local managers are not 
likely to be comfortable to receive such frank feedback from their subordinates. As 

such, both the employees and their superiors were uncomfortable and seem to 
have not supported the program. 

-*. - The Mentor - Mentee program in PETCO has also limited success because of 

cultural problems. Most of the mentors tend to adopt a more task oriented 

relationship in their dealings with their mentees based on their experience in 

England and the Hague. However as discovered in the study , Malays prefer less 

task orientation relationship and more people oriented relationship with their 

supervisors. Hence what is practised goes against the grain of what Malays would 

prefer and this probably accounts for the limýited success of the Mentor - Mentee 

program involving Malay executives in PETCO. 

I Most of the examples cited were from PETCO mainly because PETCO was more 
active in importing and implementing new ideas and managerial programmes that has 
been found to be successful elsewhere. 
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` the on going implementation of Business Process Re-Engineering (BPR) 

initiative In PETCO is another example. One of the major concern and 
dissatisfaction expressed by both the managers interviewed and the employees 
surveyed with the implementation of this was the shift in focus which 
emphasised the 'ends' more than the 'means'. The objective of this shift %\as to 

allow greater freedom and fle\i'bility for individuals to attain the desired result 
without being shackled by pre-set conditions. However, the cultural values of the 
Malays placed more significance on how things are done , that is the process 
rather than the objective or the outcome, Hence even if the objective or the intention 

may be good, if the process was seen to be wrong, Malays would be inclined not to 

support the action. As such a large section of the employees, including several of 
the executives interviewed were unhappy and concerned that attaching less 

importance to how things were done and focusing more on the achievement of 
stated objectives would lead to unhealthy practices such as manipulation, 

exploitation and unhealthy competition.. 

I*e Similarly, initial efforts to implement TQM in CULCO was unsuccessful 
because the staff of CULCO was not comfortable to have all aspects of their jobs 

and performance measured and publicly evaluated by comparing to pre established 

targets or standards. Although such measurements provided useful feedback to the 

employees and the managers, the employees were uncomfortable with the targets 

and standards as well as the measurement and open evaluation of their 

performance, as they feared that these would expose their own weaknesses and 
failures and become potential source of embarrassment and loss of face. It was 

adopted successfidly only after the TQM process was adapted with the use of 

more subjective rather than objective measures and after less emphasis had been 

placed on open evaluation. 

9.2.7 A NEED FOR A HOLISTIC APPROACH 

Another major tenet of this study was that any effort to nurture and promote 

'innovatogenic' behaviour in organisations must take a holistic approach: managers 

must consider both the structural and ideational aspects of anv strategies and 

mechanism and ensure that it is congruent with the structural and ideational 

characteristics of the environment. Several instances were identified particularly 

during the case studies that supported this contention. The failure of the 

"Management by Walking About' (MBWA) initiative introduced by PETCO to 

improve management style is one example. The objective of the MBWA initiative 
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was to encourage managers and supervisors to leave their office and interact with 
the staff by visiting their worksite. 'ne intention was to do away with the 
bureaucratic atmosphere and create an enhanced communicating environment. 
However, as Hendry (1994) found in his study this initiative was a failure in 
PETCO because the employees questioned the authencity and sincerity of the 

managers' effort. In contrast, managers in both CULCO and ENCO have described 

that they have used MBWA very effectively in their organisations. 

This difference between CULCO/ENCO and PETCO illustrates the Importance Of 
adopting a holistic approach in which both the ideational and structural aspects of 

the strategies and mechanisms are taken into consideration to ensure that they are 

congruent with the structural and ideational aspect of the organisational 

environment. Although MBWA has its merits as a program, the basic principles 
of MBWA which was to deal with work related issues using informal interactions 

in an environment that the subordinates were more familiar and comfbrtable with 
did not match with the manager's concern for maintaining hierarchy and 
formality in PETCO. This incongruence between the nature of the program and 

the prevailing orientation of the managers, is probably the reason for the 

reservations, scepticism and even cynicism expressed by the employees of PETCO 

towards this programme. In contrast, the program was more successful in ENCO 

and PETCO probably because, as discussed earlier, the top management in both of 

these organisations were more concerned about building personal relationship with 

their employees which is more consistent with the philosophy of MBWA. 

The differences between the feelings of the employees of PETCO with regard to 

contributing ideas and suggestions as compared with those of CULCO and ENCO 

also illustrate this problem. Although PETCO had more elaborate structural 

mechanisms (such as extensive training, alternative channels for contributing ideas 

and suggestions, and reward mechanisms) as compared to ENCO or CULCO, a 
larger proportion of PETCO employees surveyed has expressed that they seldom 

forwarded ideas and suggestions. Several managers have attributed these to the 

Prevailing 'blame culture' and the 'bureaucratic culture' that dominated PETCO's 

organisational chmate. Hence, although structural elements of PETCO was there to 

promote the ability and the means to contribute ideas, the ideational factor was 

inhibitive and as a consequence the employees were more inclined to vAthdraw 

ratherthan participate. 

Another example, also from PETCO, was the tendency for the staff to focus on 

short term results despite the various mechanisms and strategies such as scenario 
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construction and target setting that PETCO employed to encourage its employees 
to be more long term orientated and to 'take actions that would haie significant 
long term benefits to the organisation .. This is because the focus on long term 
result and benefit clashed %vith the very competitive and performance orientated 
culture that prevailed in PETCO. Consequently there was a tendency for managers 
to avoid adopting innovations because of the potential risk of failure and because 
these normally took a long time to produce results. 77hey were more keen to look 
for measures that showed unmediate improvements even if the effects of these were 
only short ter-rn. 

The requirement of a holistic approach to promote 'innovatogenic' behaviour 
whereby the structural aspects of any strategies needs to be aligned with 
appropriate values. attitudes, beliefs and feelings suggest that efforts to nurture 
and promote innovatogenic behaviour has to be a process of creating an 
appropriate culture. Furthermore, the differences in the percpetions and attitude of 
the employees surveyed and the managers interviewed suggests that strategies and 
mechanisms to promote organisational innovation must be able to relate to the 
Organisation as a whole, Whfle specific strategies or mechanisms may contribute to 
the development or implementation of specific innovation(s) or specific units or 
some staff of the Organisation to be innovative, these would not be able to create 
an organisation-wide phenomena , vhere the majority of the members of the 
Organisation are continuously searching for and using new means to improve their 

performance and add value to the Organisation's outputs. To have an Organisation 
wide and on going impact, the startegies and mechanisms must be incorporated into 

an appropriate culture. 

9.2.8 ASSESSLNG 04NOVATIVENESS OF ORGANISATIONS 

'ne conceptual model used in this study has argued that whether individuals 
behaved 'innovatogenically' or not would depend on their capability, the means 
available to enable them to behave 'innovatogenically' and their motivation or 
willingness to behave 'innovatogenically'. This suggests that methods to assess 
innovativeness ( i. e. the potential to produce innovation) based entirely on an audit 
of strategies and mechanisms in place to promote innovation are likely to be 

inaccurate. PETCO for example, had many strategies and mechanisms, both to 

provide the means as well as to enhance the capability of its employees to behave 

'innovatogenically'. However, as suggested by the survey results summarised in 
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table 8.1 c on page 285, a significant proportion of the employees did not seem to 
have the motivation to be 4innovatogeruc'. 

On the other hand. by using Ekvall's CCQ score, it has been possible to assess the 
nature of the prevailing climate and therefore the feelings and behavioural 
tendencies of the employees. However. even though a high CCQ score indicated 

a supportive clunate in which the motivation to be 'innovatogenic' should be 
higher, the results of the study however suggest that that this may not be enough to 
make members of an organisation behave 'innovatogenically'. For example, 
although ENCO had a high Ekvall's CCQ score which indicated that the potential 
for the members of ENCO to be creative and engage in umovation producing 
behaviour was hieh, the results of the sui-vev summarised in table 8. la found that 

most of the employees of ENCO seldom contributed ideas. The results surnmarised 
in table 8.1 b suggest that one of the main reasons for this was their perceived lack 

of knowledge and expertise to come up with ideas as well as the sUl to 

commurucate. Hence the availability of mechanisms such as appropriate training 

programmes to enhance capability and channels to provide the means for 
fonvarding ideas are also important considerations in cletemi-ining the 

innovativeness of an organisation. 

The approach used in this study was two fold: a comprehensive analysis of the 
three companies to assess the strengths and weaknesses according to eight key 

attributes and an assessment of the prevailing climate using Ekvall's CCQ. This 

combined approach of auditing key features and assessing climate has revealed 
many positive and negative aspects of the companies with respect to enabling and 
supporting the members to be more 'innovatogenic' as well as to the attitudes, 
feelings, and the behavioural tendencies of the employees. This provides a more 
comprehensive assessment and enables a more accurate evaluation of the 
company's innovativeness. 

The findings of the study also indicate that a major factor that determined the 

attitudes and feelings of the employees in all the three companies was the nature of 

relationship ( especially with respect to the level of trust and support) between the 

subordinates and their superiors. Hence, an important consideration in assessing 
innovativeness in Malay organisations would be to assess the nature of the 

relationships between the superior and subordinates in the organisation. 
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9.3 I. NIAGINISING2'INNON'ATOGENIC' CULTURE AS 
A GARDEN PLOT 

The finding of this study discussed in section 9.2.7 that a holistic approach of 
creating an appropriate culture, in which both the structural and Ideational aspects 
of strategies and mechanisms are taken into considerations, has led to the denivation 

of a metaphor that links the concept of culture with the reality of a garden plot. 

The link between the two is not new as the word 'culture actually comes from the 
root word -to cultivate". When the term ' cultivate' is used in reference to the 
garden plot, it is concerned with preparing the soil and includes activities such as 
watering, fertilisLng and tilling the soil so that what is planted will grow and bloom. 
Likewise. when the term "cultivate" is used in reference to ( organisational) culture, 
it refers to the process of nurturing a system of values, knowledge, mores, and 
customs and structures and mechanisms that characterise an organisation. The 

similarity in the tvo usage is that they both refer to the process of preparing a 
mediwn which determines what will grow or flourish in them. In the first case, the 

mediun is the soil which determines the types of plants that can grow well on the 

garden plot, while in the second case, the medium is the organisation's culture - the 

soc ial fabric that determines the cognitive, affective and the physical behaviour that 
flourishes and prevails in the organisation. 

Apart from the term 'cultivate' which provided a common linguistic link between 

culture and soil', there were three other reasons supporting the employment of 
'the garden plot' metaphor in the context of this study. 

(i) Soil is a natural material that is common, highly visible and has been well 
studied because of its importance to man's existence. As it is a familiar subject, 
describing the concept of 'innovatogenicý culture in terms of the more familiar 

characteristics of a fertile plot of soil should facilitate understanding. 

(ii) The language associated Nvith gardening provides a rich treasury of terins such 
as ' nurture', 'grow', 'nutrient', 'porosity', and 'permeability' that can provide 

meaningful association relevant to the process of developing an organisational 

culture. Consequently visualising 'innovatogenic' culture as 'fertile' culture - one 
in which new ideas can germinate easi4-, grow well and produce a healthy harvest 

2 Term dra%, m from Gareth Morgan, 1993. Iniaginization: The Art of Creative 
Alanagement, pp xxvii -, txxi. London: Sage 
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of new products, services and processes should facilitate the task of describing 

such a culture. 

(iii) The diversity in the types, characteristics. properties and functions of soils 
provides an excellent reservoir of information and Ideas for creative but rational 
association that can be used to explain the dynamics of culture and its influence on 

innovation. 

From this vast reservoir of information, the author has been able to relate several 
aspects of soil fertility to the nature of an 'irinovatogenic' culture. For example, 
the idea that both the structural and ideational aspects of culture must be 

considered in determining its 'innovatogenic' potential can be illustrated by the 
fertilitv of a particular soil being dependent on both its composition and nutrient 

content. Similarly the idea that networks facilitate the floxv of communication and 

ideas can be compared with the ped structures in soil facilitating the flow of water 

and nutrients. The importance of free flow of soil water and nutrients for the 

survival of plants also illustrate the importance of free flow of ideas and 
information for the producing new innovation. 

Likewise, the image of negatively charged clay surfaces attracting oppositely 

charged ions and repelling similarly charged ions can be used to describe the 
iconoclastic nature of 'innovatogenic' culture: a culture that challenges the status 

quo and seeks contradictory elements by actively searching for alternative 

viewpoints and fresh explanations. Sirnilarly, the idea that a fertile soil has a large 

proportion of its surface that is chemically active can be related to the notion that in 

an 'innovatogenic' culture a large proportion of its members need to be 

"intellectually" active . By "intellectually active", the author means at least three 

things: 

(i) the orgaaisational members must value learning as important and desirable and 
there must be structures and resources to support and encourage the learning 

process. 

(ii) organisational participants must willingly participate in intellectual activities 

such as debates, discussions and the constructive conflict of ideas. 

GO members constantly question and challenge existing practices and Millingly 

explore and experiment with new ideas and concepts. 

Table 9.3 summarises several other comparisons and associations that can be made 

between concept of a fertile soil and that of an "innovatogenic' culture. 
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Table 9.3: Metaphor: garden plot vs. 'innovatogenic' culture 
SOIL CULTURE 

Medium that determines which plants Social fabric that determines which of 
grow the cognitive, affective and physical 

behaviour prevails and flourish 
It is necessary to consider both the Likewise, a holistic perspective of 
composition and structure of a soil and culture is necessary to understand both 
understand how these two aspects the ideational and structural aspects of 
impact upon each other in order to culture and understand how they 
determine the suitability of a particular impacted upon each other and the 
soil. organisation. 
While some plants might grow on a Similarly while certain behaviour can 
variety of soil, others may require be found in many cultures, some 
special soil content and characteristics behaviour, like "innovatogenic " 

behaviour may be contingent upon the 
presence or absence of certain cultural 
values and mechanisms. 

Fertile soil: rich in nutrients Fertile culture: rich in ideas/knowledge 
Greater variet-v of nutzients increases Greater variety and depth of knoxvIedge 
the variety of plants that can grow and skills has greater potential for 
successfullv eenerating wider variety of ideas 
Both organic and inorganic nutrient Both 'technical' or task related 
necessary for healthy plant growth knowledge and the'soft'knowledge to 

understand human nature and social 
processes are important in innovation 

process. 
Fertilising : simple process of adding Learning: complex process of acquiring 
nutrients knowledge 
Absorption and retention of nutrients Acquisition and retention of knowledge 
facilitated by large surface areas that is enhanced if large portion of the 
are chemicallv active society are 'intellectually active'. 
Eroded nutrients replenished through Knowledge retained and enhanced 
nutrient cvcIe through "knowledge" cycle 
Free water flow carry nutrients and Free commumcation flow carry 
oxygen information and ideas 
Water movement facilitated by ped Communication /information flow 

structures facilitated by networks 
Ability of electrically charged surface of Being non- defensive andwilling to 
soil particles help to attract, absorb and challenge the status quo and accept 
store nutrient in soil. contradictory views helps to bring in 

new ideas. 
Stratified soil must be tilled and mixed Stratified society must be "tilled" to 
to loosen it for greater porosity and allow for greater interaction bet, %veen 

L_Sasier root penetration members of the society. 
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9.4 SUMMARY AND CONCLUSION 

This chapter has summanised and discussed the key findings from the two field 

studies presented in chapters seven and eight. Two sets of values has been 
identified amongst the Malay of Sarawak. The more dominant of these indicates 

that Malay are very concerned about their relationship with others and what 
others tliii* of their behaviour. Five key aspects of this relationship orientation 
have been discussed. Ile findings also suggest that work relationships in Malay 

organisations are not purelýy formal and limited to contractual obligations, instead 
there is a strong tendency for Malays to be emotional about work issues and they 
exhibit a strong preference for personalised relationship in the work place. 

The findings has also illustrated that organisational beha-, iour, including 
'innovatogenic' behaviour need to be culturally contingent. The imposition of 
procedures and strategies that are not in harmony with the local cultural context 
have been found to disrupt the flow of existence leading to negative effects. 
Sin-dlarlv, the effectiveness of strategies and mechanisms employed to encourage 
innovatogenic behaviour has been found to be dependent on the congruence 
between the structural aspects of the strategy as well the ideational mode prevailing 
in the environment. This supports the contention of this studv that a holistic 

approach of creating an 'innovatogenic' culture in which there is congruence 
between the structural and ideational aspects is necessary. 

However, any changes to existing values and norms cannot be achieved by 

unposition. Enculturing new values has to be a gradual process driven more by 

choice than by force. Hence, even though Malays have been found to take on and 
implement new ideas as directed by their superiors, changes in values and norms 
cannot be executed through the imposition of certain managerial strategies or 
mechanisms. Such directed behaviour would have only a short term impact. 

The implications of this findings to both the theory and the practice of managing 
innovation in organisations are discussed in the next chapter. 
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CHAPTER TEN: 

The c, -ýmtjý ý,, ct stmes m an cmiromcnt oC mutual stimulatmi, I'cý.: dback- ýuid 
constructive criticism - in a community of creativity. 

H'llliam T Brady (quoted by Adair, 1990) 

10.1 INTRODUCTION 

This chapter concludes the study by discussing its particular strength and 
limitations. The findings are related to several theoretical issues highlighted in 

the literature review and the implications of these findings to management 
practices and policy, issues are discussed. Finally it concludes with suggestions 
for Rifther research. 

10.2 STRENGTH AND LIMITATIONS OF THE STUDY 

10.2.1 STRENGTHS OF THE STUDY 

(i) Unlike most studies on organisational innovation which tend to focus or 

organisational and environmental determinants, the focus of this study has been 

on the behaviour of the members of the Organisation- not just the champions, 

sponsors or the leaders, but the general behaviour of a large section of the 

Organisation's workforce, and on the whole Organisation- not just a specific unit or 

a specific project. Such a holistic View is consistent with the view that innovation 

is a very complex social process which require the collective effort and effective 
interactions of a large number of individuals and groups with diverse skills and 
knowledge ( Van de Van, 1986). By focusing upon the capability, means and 

motivation of organisational members to accomplish a set of tasks and 

challenges deemed essential for innovation processes, a common framework 
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was available that enabled investigations to take place across different tyPes of 
innovation and in different types of organisations. 

(ii) Secondly, the approach chosen is unique in that the concept of 'innovatogenic' 

culture employed in the study has enabled the researcher to link human related 

aspects such as values, beliefs, norms and attitudes with the technical and 

structural aspects such as strategies and mechanisms employed to promote 
innovation. By doing so, the interactive effect of ideational ( shared beliefs, 

operating norms, modes of interaction, attitudes and value system) and structural 
features ( organisational structures, procedures, systems and practices ) of 

organisations has been given due consideration. 

(iii) The research design consisting of two stages of fieldivork had the 

advantage of first identifýring pertinent values of the Malays and the impact of 

these values on their propensity to behave 'innovatogenically' and then 

investigating the impact of these values in specific organisational contexts 

through case studies. This constituted a within method triangulation and 

enhances the validity of the findings. 

(iv) The in-depth, unstructured interview technique used to gather the 

perceptions and feelings of subjects has proved to be very effective and has 

produced a large amount of data rich with illustrations of situations and 

explanations that (i) not ordy described the key values of the Malays, but (ii) also 
their opinions and beliefs as to what underpinned these values and how they 

impacted upon the way Malays behaved in organisations. The data mostly 

reflected actual experiences embedded in the context of what was being 

investigated Hence, analytical categories derivedfrom such sources should 
have a high potentialfor explanation. 

(v) Another strength of this study is the quality of the respondents and their 

responses. The key informants that participated in the in-depth interviews were 

very senior managers who have had many Years of experience working with 
Malay managers and employees. While the wealth of their experience adds 

credence to their perceptions and opinions, more importantly, they were very 

responsive and took time to elaborate issues with actual examples, and to provide 

reasoned interpretations and explanations. This has contributed immensely to the 

data analysis and adds value to the interpretations and inferences made in the 

study. 
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10-2.2 UMITATIONS 

There are several methodological limitations which must be noted and Mk-en into 

considerations in evaluating the findings of this research. These includes: 

(i) Problems of attribution .- the attribution of a particular attitude or behaviour 
to any particular value may not be valid, yet the study is full of such attributions 
made both by the respondents and the researcher. Although the researcher has 

used the consistency and consensus amongst the respondents to veriA. responses 
and make reasoned interpretations, the problem may still be present 

(ii) -Ml the three companies in the case studies chosen for the studv Nvere those 

that were generally perceived to be well managed and dynamic. However, a 
larger sample consisting of both 'successful' and 'unsuccessful' companies 

miq have been more illuminative as data relating to the problems faced by the 

unsuccessful company mýight raise relevant issues and problems that might not be 

so ob,, ious in the successful companies. 

Simflarly, the case analyses were more focused on strategies that have been 

successfully employed in promoting innovation or addressing the impact of 
cultural values and mostly ignored those strategies that have been tried yet 

failed. Understanding the strategies that have failed would surely help to 
illuminate further the impact of cultural values and the problems of nurturing ' 

innovatogenic' culture. 

However, again because of time constraints , the researcher has decided to focus 

on successfiil companies and study only their'best practices' to understand how 

companies successfitilly addressed issues ansing from the impact of societal 

culture. 

(iii) I'lie interpretation of the qualitative data and the formulation of 

subsequent questions, ivere both subject to the researcher's own perceptions. 
It could therefore be suggested that another researcher may have interpreted the 
data differently and consequently realigned further questions to focus on other 
issues. Furthermore, as the methodological and conceptual approach used in the 

study was relatively different and since, to the knowledge of the researcher, no 

study of simi-lar nature has been carried out , clear rules for interpreting and 

analysing the data were not available. As such, there is the potential for high 

variability in the way the same data would be analysed and interpreted by 

different researchers. 
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Additionally, the researcher, being a functioning member of the Malay society is 
not free from his own preconceptions and may have introduced some bias 
during data collection as well as during data identification and interpretation. 

(iv) The findings are based primarily on answers provided by the respondents 
either through interviews or surveys and assumes that the respondents accounts 

are the representations of reality as they perceived it . 
However, an unknown 

degree of bias and misrepresentation is inevitable. For example, there was a 
marked lack of data on the problems andweaknesses of both ENCO and CULCO. 

While these might reflect the realities of the situations, respondents might have 

deliberately highlighted only positive aspects of their respective organisations. 

Furthennore, most of the respondents in the initial survey were personally known 

to the researcher. This fanuliariq' might have influenced the respondent's 

answers as it is sometimes easier to be frank and open with a stranger than with 

a friend. 

The problem of such bias could have been aineliorated through supplementing this 
data with actual observations of events and actions of participants involved in 

their natural environments. However, such participant observation would only be 

meaningful if it were conducted over an extended period. This, however was not 

within the scope of this study. 

(v) It would have been useful to feed back the summary of responses from the 

unstructured interviews in the first fieldwork as well as the findings and 
interpretations ftom the case studies to the respective respondents and companies 
for their comments. This would have contributed to the validity and accuracy of 
the data and their comments would have added strength to the researcher's 
interpretations of their opinions and perceptions. Again, this was not possible due 

to time and resource limitations. 

(vi) Different methods were employed to obtain data from managers and 

employees. 7be unstructured and sen-tistructured interviews with managers 

produced qualitative data that were rich Nvith explanations and cornments, 

whereas as data collected through the survey were mostly quantitative indicating 

the number of respondents giving a particular response. As one of main focii of 

analysing and interpreting the data was to understand the differences between the 

perceptions and opinions of the employees and the managers, the quality of such 

a comparison would have been better and have had greater validity if the data 

from the employees had also been rich Nvith explanations and comments. 
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Although informal conversations did take place with employees to get some idea 
of the issues important to them and to gauge the general organisational climate, 
again. due to time and resource limitations, no structured inteniews took place 
which would have enabled employees to expand their questionaire responses with 

explanations and comments. 

(vii) -'Jthough it has been suggested in section 7.3.3 that the external validitý' of 

case study data could be enhanced through the use of theoretical ( Gurnmesson, 

199 1) and anahlical ( Yin, 1989) reasoning, the problem of generalising data 

from case studies to other contexts remains a problem in this study. It is not 

possible to denv the uniqueness of the settings of each of the compariies studied in 

this research. HoNvever,, the peculiarities, of the particular situations in the 

companies should be recognised in evaluating the findings especially those 

regarding the strategies employed by the companies to innovate or to address the 

problems brought about by the influence of culture. Hence the relevance of the 

results of this study to a wider conteja must not be regarded as a forgone 

conclusion. Thefindings should at best be regarded as a 'tentative hypotheses' 

which need to be confirmed through further analysis. 

10.3 CONTRIBUTIONS AND IMPLICATIONS OF THE 
STUDY 

In the author's opinion, this study contributes to knowledge in a number of ways, 

as discussed below. 

10.3.1 CONTRIBUTIONS TO MITHODOLOGY. 

(i) As discussed in section 2.3.1 of chapter two, one of the main problems 

associated with researching innovation in organisation has been the relative nature 

of the innovation process and the fttndamental differences that existed between 

the different types of innovation in vaned organisational contexts( Poole and 
Van de Ven, 1989, Damanpour, 1987, Dewar and Dutton 1986, Kimberly and 
Evanisko, 1981). A major difficulty has been to find appropriate methods that 

could be used effectively to research across such varied contexts. 

Although the focus of this study has been on the contingent nature of innovation 

processes, the development and usage of the concept of 'innovatgenic' behaviour 

and 'innovatogenic' culture provides a common basis making it possible to study 
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. across" different týpes of innovation and organisational context. Even though 
the conceptual model has focused upon the behavioural aspects of the innovation 
processes, as the influence of other factors such as technological or 
organisational are also mediated through the behaviour of the organisational 
members, the conceptual model provides a research framework that can be 

replicated and applied in a wide variety of contexts relevant to innovation. 

(ii) TI)e five kcýy orientations of Malay culture presented in chapter nine (leader. 

group,, benefit, responsibility and personalised relationship) can also be used as 
an alternative framework to analyse and describe the relationship based nature of 
Malay values. 

10.3.2 CONTRIBUTIONS TO THEORY. 

The findings also make significant contributions to the theory and practices of 
organisational innovation. 

(i) Mthough several ivriters have argued that organic structures promote 
innovation ( Bums and Stalker, 1968; Lawrence and Lorsch, 1967 ), the findings 

in this study suggest that irrespective of whether the ostensive structure is organic 
or mechanistic, the behavioural mode of the members of the organisation 
dependson how they perceive the organisational context and upon their own 
preferences. This is consistent with the interactionist perspective adopted in this 

study, that organisational structures do not exist independently of the conception 

of such structures. The dominant ideational norms concerning interaction with 
peers, superiors and subordinates will serve to shape and influence the structural 

context and vice versa. In other words, for an orgamsation to be say organic, it 
must be organic in the hearts and minds of the employees. In order for an 

organic structure to vdst, an organic culture must be present 

For example, in this study, several efforts to bring in elements of 'organicism' in 

PETCO ( described in chapter eight and seven) were met V'ith resistance and did 

not have the desired effect- the dominant ideational mode in PETCO being 

hierarchical and bureaucratic in orientation. 

Tberefore, in the opinion of the author, the argument that in order to become more 
innovative, organisations should strive to organise themselves in a particular ( eg. 

organic ) manner or to introduce particular initiatives, systems and procedures 
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irrespective of the dominant ideational norms prevalent in the organisation is 

fundamentallyflawed 

(ii) The findings show that there is considerable relationship between the cultural 
values of the Malays and their organisational behaviour. This reaffirms the 

contention of this study that the social beliefs. customs and values of the society 

and the concomitant impact of these on organisational behaviour is relevant and 
cannot be ignored. This supports the culture-specific theory that advocates 
the cultural relativity of organisationall behaviour. Accordingly, the findings 

also oppose the belief that a set of management practices can have universal 
( effective ) applications. This contention has important implications for the 

teaching and learning of management as a subject. 

(Iii) Most of the literature on Malay values reviewed in chapter three are not 

based on empirical studies. As such the findings of this study pro,. I'de empirical 

support for the views presented in the literature. The findings also supplement to 

the literature with two sets of values that have not been previously associated with 

Malays before. These values relates to preferred to leaming style and attitudes 

towards the success of other Malays. 

10.3.3 CONTRIBUTIONS TO MANAGERIAL PRACTICES 

The cultural contingence hypotheses suggests that for more eftective management 

of organisational behaviour in general and 'innovatogentic* behaviour in 

particular, those responsible for managing a Malay workforce need to recognise 

that the major values of the Malays are different from the normal values of the 

West: values such as respect for authority, an emphasis on personal relationships 

at work, and the emotional issues of saving 'face ' imply that managers in the 

local environment have to manage differently and not simply adopt, without 

adaptation managerial practices that have been developed elsewhere. However 

there seems to be much dependence on the West to provide managerial solutions 

to the problems faced by Malaysian managers. To make these strategies more 

compatible, the discrepancies between the cultures where the strategies have been 

developed and employed effectively and the local culture needs to be identified. It 

is through studies such as the present one that the nature of these discrepancies 

can be understood and worked upon. 
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There seem to be two strategies that managers can adopt to address this problem. 
The first strategy would be to evaluate the relevance of foreign ideas and practices 

and determine how they can be adapted for the local context. This would 

minimise potential problems and increase the acceptability of these practices and 
the probability of their success. "Mis strategy follows the views of authors such 

as Ghiat and Willey ( 1989) who stated: 

'We must be prepared to seek and modify systems so that 

they are appropriate. It is much easier to change the way 

people are managed, in order to be compatible with the 

cultural environment than to change attitudes and cultures. 
( Ghiat and WilleY, 1989: 73) 

The second strategy would be to change the values and attitudes of the 

organisations members. If certain values have been identified to have 

dysfunctional it would be much better to change this value. However changing 

values of the society, even though it may be necessary , 
is not an easy task that 

can be accomplished at organisational levels ( this is discussed under implications 

for policy in the next section). As such, it is more realistic for managers to change 

values through the creation of a sub culture which is more compatible Nvith the 

requirement of 'innovatogenic' behaviour. TWs is the central focus of this study 

and the findings relating to the values of the Malays and their impact on 
'innovatogenic' behaviour has direct relevance to the creation of such a sub 

culture. 

(ii) One potential problem is that managers are likely to act according to their 

own perceptions of the cultural environments in which they operate. For example, 

it was evident from the responses from the unstructured interviews discussed in 

chapter seven, that managers have their own perceptions and attached their own 

meanings to Malay culture. It can be argued that these managers are likely to 

make use of these meanings and perceptions in their managerial actions. For 

example, if there is an expectation that in most situations, respect needs to be 

maintained or that conflict needs to be avoided, then it is Rely that managers will 

not implement processes that will lead to the loss of respect, or create situations 

of conflict. Similarly if the managers have the idea that people like to be led, that 

they would like to have clear cut tasks. that they do not like to challenge authority, 
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then all of these notions will again directly affect the way the managers interact 

with their staff. 

Further it can be assumed that unless the managers themselves are determined to 

change course, thev themselves will not exert the pressure needed for effective 
social change. Hence, for culture change to occur, it is critical that managers are 
familiar with their own conception of their cultural environment as well as their 

owm managerial style and the reinforcing effect of this style. The descriptive 

accounts of the nature of Malay values, and strengths and weaknesses of the 
strategies employed in the case companies couldassist the managers in this 

respect. 

(iii) The findings of this study will also help both Malay and non-Malay managers 
to be sensitive and understand their Malay employees better. Basically, the 
findings provide an audit of the strength and weaknesses of Malay culture. 
Understanding the values that are inhibiting provides opportunities for 

improvement to managers by taking appropriate measures to mediate the 
influence of these values. The findings of this study can assist managers to derive 

such measure. For example: 

* the relationship orientation of the Malays indicates that a key requirement for 

managing Malay employees effectively, and, especially in relation to encouraging 

them to communicate their ideas openly, would be to build and manage personal 

relationships on a long term basis. 

* As Malays have strong sense of allegiance and loyalty to the social unit to 

which they belong and since they are emotionally attached to work related issues, 

they have been found to respond to issues of pride, dignity and image related to 

their race and religion. As such, an effective strategy to encourage Malays to be 

more 'innovatogenic' seem to be to use these emotive forces and to relate the 

need to take on new ideas and to try out new means to the success and image of 

their race or their religion. 

*As the values and the behaviour of the Malays are very much influenced by 

their religion, the use of the progressi%e messages from Islam as suggested by 
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AbdulHamid AbuSula,, -man (1993) and Ziauddin Sardar (1988) has a high 

potential to encourage Malays to be creative and innovative. As evident in ENCO, 
Malay employees have responded positively to Islamic principles and their belief 
that their work is a form of worship can be a strong motivator for them to take 
risks and to try out new approaches. However, this approach can only be applied 
effectively in organisations such as ENCO where a very high proportion of staff 
are were Malays and Mushms. 

* As the beha"'our of Malays are very much influenced by their leaders, this 

suggests that managers need to take a proactive role in promoting innovative 

efforts in the organisation. They have to be seen to support change and to actively 
participate in activities related to generating and implementing new ideas. Their 

attitudes towards failures and rnýistakes on the part of their subordinates, and their 

wilhgness to accept different points of views, are likely to have significant 
influence on the participation and contribution of their Malay subordinates. 

* Managers who are sensitive to the cultural values of the Malays will recognise 
that their silence and lack of participation does not necessarily indicate that they 
incapable or have nothing to contribute. A manager may be able to elicit a better 

contribution by using the personal approach and applying appropriate ground 

rules and informal channels for mteractions. 

10.3.4 POLICY IMPLICATIONS 

This thesis advocates a culturally contingent approach to managing behaviour in 

organisations. As discussed earlier, this could be either through the development 

and employment of culture specific strategies as advocated by authors such as 
Hofstede ( 1980) and Ghiat and Willey (1989) or through the creation of sub 

cultures with appropriate values that are conducive to the application of specific 

strategies and mechanisms. 

However, although these measures may satisfy the inunediate needs of the 

4 organisation', they are not likely to contribute to the creation of an 
'innovatogenic' society or bring about significant changes on a long term basis. 

For this to happen, certain values in the society that have been found to have a 
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negative impact on organisational innovativeness should be changed. The fact 

that this study has identified a significant number of Malays with 'variant* values 
N%-ho are able to operate "ithout violating the indigenous value system would 
suggest that this is possible. 

Two issues are relevant before considering any culture change: (i) to identif-, - 
which values should be changed. As some cultural values are harder to shift than 
others, it is important to establish which are impossible to change and which are 
not and (11) to determine whether the loss of a particular cultural value is worth 
the increase in innovation that it might bring about . For example, it is clear from 
the findings in the study that both Malay managers and employees regard the 
value of respect for seniors and superiors as a necessary and important feature of 
their social structure and would not want this changed. On the other hand. 

managers have reported that the concept of 'respect' and how it is accorded by, 

subordinates could be changed. For example, it is possible to consider the process 
of challenging superiors as a process of adding value rather than as necessanily 
being disrespectfW. 

With respect to the need for efforts to change cultural values of the society, the 
findings of this study has several policy implications: 

* In the literature review in chapter three, the comments of several educationalists 

on the weaknesses of the present education system was highlighted. Similarly. 

most of the managers interviewed in the study have also expressed that the lack of 
I challenge mentality' amongst the Malays ( and Malaysians) was partly due to the 

educational system. Their comments seems to be supported by the fact that most 

of the Malays with 'variant' values described in chapter nine were those who have 

been educated overseas. In general, graduates from overseas have been found to 

be more confident and more willing to challenge ideas than local graduates. 

This suggests that there is a need for an urgent reformulation of the educational 

system. Although such a need has been recognised by relevant authorities as 

reported in the literature review, the necessary actions have not been taken. 

Hopefully the findings of this study would contribute to highlight the seriousness 

of the situation N%ith particular reference to the barriers it create in efforts to 

create an innovative society as envisioned in Vision 2020. The findings can also 

provide policv makers with ideas on the types of values and attitudes that should 

be promoted by a revised education system. 
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* The findings have indicated that Malays prefer structured learning situations in 
which they are taught by their superiors or by individuals that they perce, . ve to 
be 'qualified' and tend to willingly learn only those things that they considered 
relevant to their work. If this is true it is a senious handicap for the Nlalaý s as the 

present situation demands ihat individuals are able to leam a N%Ide varietv of 
knowledge and skills, mostly through self learning and from all kinds of learning 

situations. This is another challenge for policy makers, particularly the Nfinistry 

of Education or the Ministry of Social Development. A comprehensiNe study on 
how Malays learn may be necessary to confirm these findings and to develop 

strategies to change these attitudes. 

* In section 3.7 of chapter three, the literature review has described the proposal 
for Welayu Baru* which is aimed at creating a new identity for the Nialays. 

This study should assist in the identification of those values which should be 

promoted, and those which should be changed. 

10.4 SUGGESTIONS FOR FURTHER STUDIES 

Future research could expand on the findings and the methodology of this study 
in several ways. 

(i) The focus of the present study has been on one particular racial group or 

culture ( i. e. Malays) and the effect this culture on innovation in organisations. 
The study has not looked at the interaction between the different sub-cultures 

comprising the Malaysian society. How would the interactions between the 

different racial groups affect the total organisational culture and which values are 
dominant? Are there any significant difference between Malays working in a 

totally Malay environment and those in a an environment where they interact with 

other races? 

(ii) The study could be replicated to study the cultural values of other major 

ethinic groups in Sarawak such as the Iban, Bidayuhs Orang tAus and the 

Melanaus. 
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(iii) The conceptual model has identified nine tasks and challenges which 
comprise 'innovatogenic' behaviour. This study could be replicated to investigate 
the influence of Malay cultural values on each of these behaviorial challenges 
learning, decision making, risk taking, goal setting). 

(Iv) Because of the dynamýic nature of culture, societies are likely to change over 
tune. The identification of variant values is an example. Therefore a longtitudinal 
investigation to study changes taking place in Malays values and the impact of 
these on organisational behaviour, would be useU 

(v) The focus of this study has been upon successful organisations only. A 
comparative study between successful orgarusations and those that are considered 
not successful in terms of would p[rovide useful information about the relevance 
and significance of the strategies emploved in the three case organisations. 

10.5 CONCLUSION 

The findings of this study is consistent with the interpretative view that the 

subjective interpretation and evaluation of strategies, procedures and practices by 

members of an organisation shapes their behaviour in relation to them. As such, 
an organisation cannot be made innovative through the introduction ( or 
unposition ) of new startegies. They can only become innovative through 

adjustments to prevalent norms, values and shared beliefs. 

However, it is argued that through appropriate managerial strategies which are 
contingent upon the socio-cultural fabric existing in organisations, individuals 

may be encouraged to bring out their natural creative and innovative potentials 
and organisational innovativeness can be enhanced. New concepts and ideas can 

enter the organisational arena and if introduced appropriately, positive association 
may be forined around such concepts. 

As stated in the beginning, the objective of this research was not to provide a 
formula; a straight forward prescription of exact do's and don'ts. That is just not 

possible. Ilie dynamic nature of human processes such as innovation and the 
increasingly turbulent environments within which these processes takes place 

means that things never remain the same. With regard to innovation, there are no 

precriptions ( or panaceas !) which can be universally applied. Every situation is 

unique. 
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At best. all the existing knowledge and the findings from studies such as this 

should serve only as a guide. What the research has done is to explore some 
general pnnciples related to the management of innovation and to identifý, the 
influence of Malay cultural values on the innovatogenic behaviour of the Malays. 

If this helps the reader to ask the right questions , than this that would be a major 

step in the right direction. To be truly effective, managers have to keep on asking 
questions and studying and analysing the situations facing them. In the end, it 

seems fitting to conclude by stating that the only way to truly understand and 
manage the innovation process is for both the management theorist and 

practitioners to continue with this process of questioning. 
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i. - 11 INSTITUT TEKNOLOGI MARA I O'L sapawak Telefon 082-441223 
Jalan Siol Kanan, Semariang, 082-441219 
Peti Surat 1258,93912 Kuching, Sarawak. Telefax 082-443522 

Surat Tuan 
Surat Kami: Tarikh 

I Oth July 1994 

En- Charles Chin 
General Manager, 
Samling Corporation Sdn Bhd. 
Wisma. Samling 
Miri. 

Dcar Sir, 

Re: Study on Management of Innovation inMalayslan Firms. 

I am a lecturer with Nlara histitute of Technology, Sarawak Branch. I am currently 
studying for a Doctor in Philosophy Degree at the University of Newcastle Upon Tyne 
in England. My doctoral research is on the " Management of innovation in 
Malaysian firms". -Ibe objective of the research is to find out how to encourage and 
Promote innovation in Malaysian firms. My initial research will focus on firms in 
Sarawak. 

As part of the research, I plan to conduct interviews with senior managers of selected 
firms. I have selected Samling Corporation Sdn Bhd- as one of the firms in which to 
conduct the interview as it meets my requirements. I would therefore be most grateful 
if I could interview you or one of your senior managers that has overall responsibility 
for the management of the ffim. The interview will focus on : - 

(i) how things are done Samling: Corporation Sdn Bhd. This will include how 
the firm is structured, the various mechanisms available to encourage 
communication and intergrate the activities of the firm, the decision making 
process, and how the employees are motivated, developed and rewarded. 

(ii) innovative activities in Samling Corporation Sdn Bhd. This will include the 
various mechanisms available to encourage and facilitate creativity and 
innovative behavior amongst employees. Examples of any innovation in any 
aspect of the firms operations will also be discussed. 

and (iii) personal views regarding several related issues. 

The whole interview should not take more than two hours. Everything that is said will 
be treated with confidentiality and the name of your firm will not be mentioned in the 
thesis without your prior approval. The research has the approval and the support of 
the Ministry of Industrial Development of Sarawak and a letter from the ministry to 
this effect is enclosed. 



I propose to do this anytime that is convenient to you on the 9th of August 1994.1 
hope that this is a convenient time to you. You can communicate with me by 
telephone or telefax at the above address. For your information, my supervisor, Dr. 
Geoff Robson, will be in Sarawak to supervise my work and may be present during 
the interview. 

I have enclosed a reply slip and a self addressed envelope for your reply. 

Your cooperation and valuable assistance is most neccessary for the successful 
completion of my study and I look forward to have a positive reply from yOu soon. 

Thank you. 

Yours Sincerely 

A Rahman Deen' 
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Abdul Rahman Deen 
Postgr. aduate Student (Ph-D-) 
Department or Business Minagement 
Armstrong Building 
University of Newcastle Upon Tyne. 
Newcastle Upon Tyne 
NEI 7RU 
England 
28th August 1995 
Fax No: 0191-2226188 

En Minap Ahmid 
Executive Director 
Sarawak Cultural Vilhage 
c/o Perbadanan Pembangunan Ekonomi Sarawak e, 

Menara SEDC 
Kuching 

Ass, il, imu, iliikum wbt. 

Dear En Manap Ahmad 

Re: Permission to conduct case study in Sarawak Cultural Village. Lý 

Iam on the academic stafTof MAR-A I nstitute of Technology, Sarawak' Bra n ch, 
currently undertaking research it the Department of Business Management, 

1-1 University of Newcastle Upon Tyne, England, under the supervision of Dr. 
GeofTrey Robson. The major interest of my study surrounds the issues of 
innovative behaviour in Malay orginisations. As you may remember, Dr Robson 

and myself visited Sarawk Cultural Vilhige last August and interviewed you 
and Puan Jane Liang' as part of the first stage of iny Field work. &I b 

Having done a preliminiry analysis of the 20 interviews conducted earlier, we el have selected three companies for the second stage of niy study. Sarawak 
Cultural Village (SCNý is one of the companies that we have chosen because of 
tile many innovative initiatives that SCV is currently implem en till g. We have 
witnessed a lot of creative efTorts with which local culture is packaged and 
marketed through artistic performances and exhibits. A large proportion of tile 
workforce is composed ofartists, performers and craftsman and therefore 
provides an excellent setting to study the management of creative talent. C3 



The second stage will be a casc s(uby a, ici, eDy i hope ýo k'Ocas My ; j'ý, InJoy; on 
specific areas identified in the appendix enclosed. For this purpose I hope to be 
attached to SCV for a period of about one month from the 18th of December 
1995 to the 26th of January 1996. To obtain necessary inrornintion I would need 
to talk to relevant people, sit in dLIriIIg MCCtingS and discussions, review 
documents, reports ind other relevant literature and conduct surveys using 
questionnaires. 

I hope that SCV can permit me to conduct this case study. I would of 
course observe any conditions that you may set and treit sill information 
collected in strictest confidence. I also believe that the findings ofmy study call 
mnke some positive contributions to your orginisation and will forwird a copy of 
my completed thesis to you once it is ready. 

I hope to be able get a positive reply from you as soon as possible. As I would be 
leaving 

" 
for Ktiching, in early November, any communication after October can be 

addressed to: 
Institute Teknologi Mara 
CaNvang-an Sarawak 
P. O. Box 12-53 
93912 Kuchina 0 

Tel: 082-441219 Office) 
082-250613 Home) 

Thank you very much. 

Yours faithfully 

I ni 't 11 ech 

c-c Dr. GeoffRobson 
Director, Doctoral Proarnine C, 
Department of Business Management 
University of Newcastle Upon Tyne 
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PI Y,. K. 
HOLDINGS SDN BHO 

Fik R-f : OB7V/7RG(183) 
Date : 13 Octobcr, 1995 

Mr Abdul Rahman Deen 
Postgraduate Student (PhD) 
Department of Business Management 
Armstrong Building 
University of Newcastle Upon Tyne 
Newcastle Upon Tyne 
NE1 7RU 
ENGLAND 

4JL 

Thank you for your letter dated 20th August, 1995. We apologise for 
not promptly replying earlier due to various internal procedures. 

We would like to inform you that you are welcome to conduct the case 
study in our organisation subject to adhering to the guidelines as some 
information is privileged and confidential in nature. I am sure you can 
understand the sensivity involves here. However, we will try to meet with 
your academic requirements and we look forward to meeting you. 

I hope that you can flaise with our Encik Mohd Taufik Abdul Ghani as 
he will be responsible to assist you when you are at our office. 

Bestregards 

Yours sincerely, 

ABANG NOORDIN 
Managing Director 

ZE-G, 2nd Floor, Lot 2147, Jalan Astana, 93050 Petra Jaya, P. 0. Box 2908,93756 Kuching, Sarawak. Tel: 082-442333.443935,443936 Fax: 082-444018.444003 
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ýe]L'x No. MA 70068 

'ax: (082) 442955 

ýel: (082) 442180 

W Kami: KPP/732/2/((_Z. ) 
lil Tuan: 

KEMENTERIAN PEMBANGUNAN PERINDUSTRIAN 
( Ministry of Industrial Development) 
Tingkat 13, Wsma Surnber Alarn 
Jalan Stadium 
Petra Jaya 
93500 Kuching, 
SAPAWAK. 

'10July 1994 

M/s. Market Management Semices 
Ground Floor, Block C 
54 Taman Sri Sarawak 
LUCHING. 

Dear Sir, 

Re: Introduction for Enclk Abdul Rahman Deen 

We are please to introduce to your organisation Enclk Abdul Rahman Deen of Marc 
Institute of Technology (ITM) Sarawak Branch. 

Encik Abdul Rahman Deen is currently a Ph. D. student at the University of Newcastle 
Upon Tyne, England and undertaking a research work entitled "Innovation In 
Malaysian Firms" in Sarawak as part of the academic requirement of his doctoral 
studies. Prior to his study, Encik Abdul Rahman Deen held the post of Deputy 
Principal, ITM Sarawak Branch. 

The Ministry of Industrial Development fully support the research work done by Encik 
Abdul Rahman Deen as it is particularly relevant and useful to Sarawak needs. 

In connection with his research/study, we would be grateful if you could offer your 
assistance and cooperation as required by him for the successful completion of the 
research work. 

Thank you. 

"BERSATU BERUSAHA BERBAKTI" 

I JAUL SAMION ] 
for Permanent Secretary, 
Ministry of Industrial Development, 
SARAWAK. 

/fa 



APPENDLX 5: NINE STRATEGIC CHALLENGES OF VISION 2020 

L Establishing a united Malaysian nation with a sense of common and shared 
destiny. This must be a nation at peace with itself, territorially and 
ethnically integrated, living in harmony with full and fair partnership, made 
up of one 'Bangsa Malaysia' with political loyalty and dedication to the 
Nation. 

2. Creating a psychologically liberated, secure and developed Malaysian 
socierv, %ith faith and confidence in itself, justiflably proud of wiat it is , 
what it has accomplished, robust enough to face all manner of adversity. 
This Malaysia Society must be distinguished by the pursuit of excellence, 
fully aware of aU its potentials, psychologically subservient to none, and 
respected by the peoples of other nations. 

3. Fostering and developing a mature democratic, society, practising a form of 
mature consensual, community-oriented Malaysian democracy that can be a 
model for many developing countries. 

4. Establishing a fully moral and ethical society, whose citizens are strong in 
religious and spiritual values and imbued with the highest of ethical 
standards. 

5. Establishing a matured, liberal and tolerant society in which Malaysians of 
all colours and creeds are free to practice and profess their customs, cultures 
and religious beliefs and yet feeling that they belonged to one nation 

6. Establishing a scientific and progressive society, a society that is innovative 
and forward looking. one that is not only a consumer of technology but also 
a contributor to the scientific and technological civilisation of the future. 

7. Establishing a fully caring society and caring culture, a social system in 
which society will come before self, in which the welfare of the people will 
revolve not around the state or the individual but around astrong and 
resilient family system. 

S. Ensuring an economically -just society. This is a society in which there is a fair 
and equitable distribution of the wealth of the nation, in which there is full 
partnership in economic progmss. Such a society cannot be in place so long 
as them is the identification of race with economic function, and the 
identification of economic backwardness with race. 

9. Establishing a prosperous society, with an economy that is fully competitive, 
dynamic robust and resilient 

Source: Mahathir Mohamed, 'Malaysia: The Way Fonvard' in Ahmad Sarji Abdul 
Harnid's (ed. )Malaysia's Vision 2020: Understanding lite Concept, Implications and 
Challenges, 1993. Kuala Lumpur: Pelanduk Publications. 
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APPENDIX 6 

L__SILVERMAI-VS 
SEVEN PROPOSITIONS RELATNG TO HIS'AC710N FRAME OF REFERENCE' 

1. The social sciences and natural sciences deal with entirclý different orders of subject matter. 
While the canons of rigour and scepticism apply to both. one should not expect their perspective 
to be the same. 

2. Sociology is concerned with understanding the action rather than observing the behaviour. 
Action arises out of meaninas which define social reality. 

3. Meanings are 2iven to men by their society. Shared orientations become institutional i sed and 
are experienced by later generation as social facts. 

4. While society defines man, man in turn defines society. Particular constellations of meaning 
are only sustained by continual reaffirmation in everyday actions. 

S. Through their interaction men also modify, change and transform social meanings. 

6. It follows that explanations of human actions must take account of the meanings which those 
concerned assign to their acts, the manner in which the everyday world is socially constructed 
yet perceived as real and routine becomes a crucial concern of sociological analysis. 

7. Positivistic explanations, which assert that action is determined by external and constraining 
social or non-social forces, are inadmissible. 

Source: David Silverman, The TheorvofOrgan'sarrow.. London: Heinemann EduCaLiOnal Books Ltd. 1970: pg. ! -'6-127 
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APPENDIX 7 

List of keýy informants that participated in the first phase of the study. 

Respondent- Position Organisation CharactertsUcs ( type orbusiness, size, and ownership) 

Mr. Mill Personnel Manager PETCO: -Exploration. production and marketing of0il and Gas; 
British Expatriate Large organisation. foreign owned. 

Ar. Hiss Senior HR Manager GASCO: -Liquefaction and marketing of natural gas. Large 
Malay. organJsation. Government owned 

Mr. Sharn General Manager HOTCOAnternational ýtandard resort hotel: Government owned. 
Malay I but managed by an international franchise. Large organisation. 

NIr. Mat Executive Dwector CULCO: 
_ ultural cornplex/tourist attraction. Medium-sized 

Malay organisation, government owned. 
Nis Sulian Resident Manager 

Orang Ulu 
Mr. Shicli Director for Admin. CITYCO: - Local authority operated as a corporate entity. 

Malay Government agency. Larie orgarusation 
Air. rnil managing utrector urmtýu: -wivcrsirjc(i: ( manuractuxuag, construction. securities, 

Chinese development). Large, publicly listed company but principal 
I 

shareholders are Nfalavs. 
Ms Mazi I General Affairs UTILICO: -Public utilityý Large organisation. government owned. 

Manager I 
Malav 

Mr. Kassim Managing Director I FINCO: -Finance: Large orgartisation, government o%%ned. I 
Malav 

Mr. Sbah General Manager I AIRCO: -Air charter service: Large organisation, government 
Malav owned 

Nfr. Masron Managing Director INNCO:. Hotel and restaurant: Small organisation, privately 
Melanau owned. 

. W. Maguan FRANCO: SoUrink bonJ. ing and marketing ofconsumer good: 
Area Manager for Large organisation. foreign owned. 

I 

Finance and Admim 
Bidavuh 

Mr. Yong Managing Director CONSCO. Training consultancy: Small, privately owned. 
Chinese 

Mr. Dollish Managing Director PRESSCO: -Newspaper publication and press: Medium sized 
Malay organisation, privately owned 

Ms. Suri Journalist Malay 
Mr. Murni Director SEDCO:. State development agency: Large organisation 

Mr. Hashim Managing Director DEVCO: - Property development and construction; Small, ] 
Malay privately 

I 

owned. 
Mr. Zaidin Managing Director I ENCO: -Holding company: Diversified interest, smalL privately 

Malay owned. 
Mr. suzri Managing Director MARTCO: -Trading and marketing: Large, privately o%viied. 

Malav 
W. Nazirn Area Manager TELCO: -Telerommunications: Local branch ofa large, publicly 

I'Ar. Sofri Finance Manager listed company. Principal shareholder is a Malay. 
Both Malays 

Mr.. Musa General Manager CIPCO: -Housing and Property Development. 
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APPENDIX 8: SAMPLE OF A SU. '*I. ', IARY OF DATA FROM UNSTRUCTURED 
INTERVIEW WITH KEY INFOW*L-kNTS 

INTERVIEW ONE: PETCO CULTURAL ISSUES 
VALUES ISSUES/PROBLEMS STRATEGIES/MECHA-NISMS 

ATTITUDE TOWARDS CHANG& 
UNCERTAINTY, AND INNOVATION Give commitment and support o to 
those thin s that th lS 

Nced to establish clear links between innovation 
and benefit to both the orgarusation and individuals 

Crcau\itv identified as one ofthe CRITICAL 
. SUCCESS FACTORS, HRS strategy -"an e bl d kf g ey see as va e 

and meartingfw to both the or8amsation and i di 
"the thing that wifignerale innovation is where 

efflcrenri; ej ctive, flexi e an creamit vvcr orccý 
extenstne communication to help people to identify 

n vidual people could see a rect link between the with objectives, explain current situation and how 
it and their effiorfir and how it matters to the they can help. J7! te 

b, and how it matters to them (p. 3) 

Responds to challenges; Challenge drives innovation; Set challengin La, ma=ap pressure. 9 
I UME a tart get 

9X3 
top do 3routun 

RELATING WI7U OTHERS 
Respect for seniority and status Reluctant to challenge; feel safe to do what has been Assenivenesis Training. Mana ging relationsrup 

told to do; this reduces initiative and creativity; t, e triuninjý Pressure them for Ir opinions 
Lack of understanding between superiors and Managing relationship training, subordinate 
subordinates feedback scheme 

Issues of status and prestige are important Very important to show respect and maintain face Maintain respect, let people finish first, interrupt 
during discussions 
'Ifým Push too Much. -then YOU are stuck" 

less, disagree privately no open cntic)sm 

Collectivism: Work well together, less ego 
problem; good at working in tearns because of their 

Strong feeling ofwanting to belong; does not want 
to be too diff-crentiated even in remuneration as that 

Use teams a lot; "as a group, people are much 
happier taking initiatives and coning up u7th ideas 

sensitivity to others and willingness to work is seen to be divisive ; Prefer to working in teams; then individuals" jpJ6) 
cOOPeratively', strong cooperative sptnt considers teams interest in all actions. Remuneration not too differentiated as in Amencan 

" no.. don't differenhatir too much. .. we work comparues; 
: ogetherasateam as a group. ff)vu difierentiatir 

" I - want that too much you create divisions we don t 

Avoids internal competition Competition is promoted more on group basis and 
with external entities 

Ivillaystans ability to network very high-, very good 
at fti i i i i f i l 

I to brid fe different function and people at =t 
leves od for execution mode effective o 

Networking in PETCO is a forrit&1ised proFam. 
Also develo networkin with other in PE I CO 

- ng cooper t on and shar ng n ormat on. ess 
Promems of ego 

;& ; 
for boundary cross Lng activities. 

p g 
INTEP-VAT70NAL. the glue that keeps PETCO 
together 

Verysensitiv. Prefer to be asked rather then to be directed 
to be more concerned about feelings than 

. 
=ted, 

prefers people oriented leaders 

Face; open criticisms and challenge ofsupenors Subordinates does not challenge or give frank Flag reservationsý discuss privaLeIr, protect face 
Irded as impolite anddei ng desire Icf 
Protect ones own fa d 

rla= 
others 

ZtTons; disagreements are made privately 
resUlt. -slower and there is potential f6r things 

d b i h i b fh d 

less interruption. I have to bit my t6rigue here more 
often. iisten more. The main thing is to maintain 

t df hil dn 
"In the Wen we value people who am al*%: " d 

an .. e nt e execut on mo efore to get out o r, 
k4ýý, ng back 

di b b i 1 

respec an ace w e agreeingý 

ýqknrnl 
0ý 

we take this as a sign ofbeing on top 
OfLhings, o robustnei ndeneg avid 
cibility to tau ressure' but he; w the same stratiqD, 

ng too assertive um etween e . 1 nappy M 
and being not assertive at all. 

, Wifl not went 
foon? 

sory.. looil; I know and>výnd know wha aqually happened It was thi, this 
this Jh h t 

Reluctant to criticise because of3ensitive to 
feelings of individual ý also afraid that it would be 

ativel b nor r arded ne 

Set ground rules promote the idea of challenging 
as one of adding value that challenging is positive 
and will be good for their develo mentý assertive ... ave t efdcis to pram a So let us not was e 

time Over is it 
.J would haw lost all the 

y 
Re lucuint to suggest, 

= eg g 
for fear of being 

p 
training create situations where they feel 

. people in the room.. because that is Inist nor the way 
to do things hem,, (A 25) 

challenged and criticised by others comfoiiable to come through with their ý chaHenge 
them-dernand recommendations from them: 
Margaret Thatcher's Dicturný this is part of creating 
the environment for innovation Does not reveal true feelings 

"Feelings art un&wground" 
Laid back reaction. cannot easily determine how 
swT feel or think difficult to gauge response 

Listen for hidden messagesý managing. relationship 
courses: feedback on suoervisorsý use intermediaries 
for getting feedback 

Diffused: work and personal matters not separated 
Take work issues personally criticism or ne att . ve 

comment damage mlationship and individuaeself 
Giving feedback: use sitive rokes, nessri 
criticisms must be folTowed by 

'rebuilding 

relationship. ... 
build people up again. 

"Iff knock them, I brine them up again" 

MODALITY OF ACTION 

Very good at execution. but lacks initiative No adding ofva. Jue reinforce status quo and Instead ofdepcnding on individuals to take 
ý feel good because I haw dome 

h vhat Ih b ld ' 

de eneration ofnew ideas 
what the boss wants to hear The look TM lsoJ 

initiatives use teams to take initiatives 

at ! aiw een to io rodwr than doing w 
" ht. * Doing what has been told is reganded as '; ' 2 

. y e y, 
to the leader to get an idea of what would be 

. 
. 

11- thing to do. acceptable to the leader 

"Maiavirrans are vepy good atýý problemx 
. radwithan creating opportunities 

Expect leaders to be in chargc to make the 
deciisionst 

and provide the answers. Reluctant to 

Tendency to .td nformation ; to bring us rov"e 
prob I.. 

=r 
19. so titions 

Have to create situations where thev are 

comfortable to come through with their ideas 
h f 

make decisions or come t? wi th ideas; expect 
superiors to do these for t em 

or their opuuons 
.. 

keep pressuring t em 

Demand solutions rather then problems. as cart of L- I I 
creating the environment 
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RELATLNG WITH THE ENIMONMENT 

-Výi- anrennae'% C-, scrismvetohat joeson 
in tne environment. 

R--sconds trinovauvely during crism during stable Cannot have Cnsis s auation all the tune as it 
cfficicn, ý becomes the foctic can create stress and ý*ýrn out 

, ' cc- ric complacent iEh the way things are ... seek to maintain status q,,,, 

TLNIE ORIENTATION 

'Rubber" Time Takes as much ture as necessary to deal with the 
sensitivities ofthe issues 

ORGANISATIONAL ISSUES 

ISSUESIPROBLEMS STRATEGIES I -NIECH, 01SNIS 

'%IANAGEMENT ORIENTATION 

Too busy fire fighting and reacting rather than planning and creating 
ovporturititie , 

One of the key task of senior manaSement is to educate staffon the 
i l - J d s Message from top management sorneumes does not communicate the fo, 

psorrvapce, of 
fI 
un nnovation in adding the importance of adding va ue a ue an 

u IV ofthe business. 
rtance innova on... Greater ficicus on doing the fight thin cW Extensive communication (road show. dialogues etc. ) . get staff ýupport 

ectiveness) and doin& things ritt (efficiency) and as oppose to doing new 
and different thin - 

group (uruons)) involved 

I- lh-- 
read 
T 

Top mans ement commitment is an unportant part ofc=: he 
ao. iftdol ve or innovation; they are made to be directiv invol In ul,, M , WW etc. ais champions and sponsors 

are 

"Ibi, e d 
7*he seniorgs: rust be there i, hen the gzn-s report back- thev have roftel 

b k ir i i ' xampk awards howmary et iffor coming up with a really good i ea 7 see the o etodivote 00 111 there. ta 7ng, 7ninte e randifielcomfor abý 
as OPPosect to working hard and C14 cavely" my time and resources to come up 4ith something new (p44) 

People at top have established ways of doing things based on their Is of 0 AEOS Survey; QISS progranL greater delejauon ofresponsibilirv 
mence .. 

difficult: o accept different approaclica-but people at 5P L% 
the leam ofwhat is Q on at the ground. -yet 

does not take on i eas 
and i 

road show complete with ýisuals to e: iplauf situation and effect on falling oil 
price .. and impress on the importance of innovation, 

suggest ons from ýhe s 

STRUCTuRE 
Merarchical structine ýjnrtsf interaction between people otdifferent levels Cutting layers; moving towards self managed teams 
Functions) structum : jait. integration Cross d in ýy teams to solve problems; triformaJ networking effectively 'sc'pl 

,, c sses d es to boun 
ECL! i-LON hjAJCr%; G 

Some sectors ofPETCO still very cen"ised; still autocratic Extended Management concept; delegate and show commitment. 

CONLMNICATION: 
There is lack ofunderstandin % 

, 
=em supeirsots and staft Good 

ble of understandin communicat i f ill 
Mmimize exchange of information; promote identification with cbjectivm 

romote mutual understandin between staff and su o AEOS rvi , pro m g ion n rastrucafre Ld there are st betWeerf management and staff 
p g s m pe 
survey, Commiumcation road show. 

r1rNO VATION IMANAGENIENT I ' 
It is critical to make staffrealise that innovation is hjtiý, valued bv 

d f b nnovation not seen as critical to company; does not reflect management s : Tient an seen as a very posit some ys contri ution to mans ive pan o g 
commitment to innovation 
Three aspects ofHRS strategy. efficiency, effectiveness. and flexibility well 

us, n be 3 
Important thing is creating the condition: Showing management's 

addressed by several mechanisms, but cmativity-not very sure of how commitment is one of it, managementripeds to spend more time to come up 
to measure and reward creativity. and mechanism with how to mcafrum and reward creativity and innovation. 
to develop creativity not well institutionalized. Use challenp to push innovation through program such as UME, QISS, 

UYTACT and target setting 
Innovation is not ap praised or measured: Lf it is not mewu. L then it is assumed that it is 
not importam difficulty of getqng people to be accept creativity as the 
norm-as, pan and parci! ) of the way, they do things everyday: challenge is to 
get People to think creatively 
Untested ideas are seen as risk.. because ofneed to be consistent and for 
compliance as contractor to PETRONAS. 

MILAV sources of ideas Haque Advisory Service Unit; Expýtpates transfer oftechnology, AEOS 
survey; Performance review-, Bench ) larking 

451 



APPENDIX 9 AN ELLUSTRATION OF THE PROCEDURE USED TO ANALYSE 
INTERVIEEW DATA 

Step L Open Coding 

The interview was anaIN-sed line bv line and broken into discrete parts as an idea, event. obser-. -aLion or 
incident. By questioning how eacý of these may relate to main theme of the studv. some initial 
Conceptual labels were created as illustrated belo%v: - 

Part of an interview transcript with the codes or conceptual labels highlighted within brackets: 

Respondent: The only difference here is that in terms of respect for somebody's position, I would 
handle things differently.. and I will deal with my staff in a slightly different way. In Europe I would be 
more free to say ".. Oh! Quite frankly I haven't got a clue either.. what do you guys think... let's try and 
work this thing out". Here more ofme is etpectedto be incharge ( "know all" leaders ). I iiifl adopt a 
different style. Also, I have to bit my tongue ( resoiction in expression of ideas) a bit at meetings 
hem... so when I come in. I am sitting there, somebody says something-gee I disagree!... In Europe, I 
Will just interrupt " ha ha 

_ can I just correct you there for a minute.... so and so" .. " Are you 
sure? ".. "Yeah". And thats it! But here.. I can'tsay so directly.. (cannot disagree openly) I w&ill.. 
Hmmmm.. could I point out... maybe so and so.. " I will be more tentative and subtle. ( 

§ubtle 
disagreement). I take my time. I will be respectful for seniority ( respect). OhL. we get things 
done, but we don't interupt the guy. LI interupt less here than I do in England or Holland. I let people 
finish- that is actually quite a good discipline. 
So I tend to do more of.... I livem. I also livenfor hidden messages a bit more.. you know the 
Malaysian way.. the message is there, but there is also some which is more subtle ( hidden/subtle 
messages). So I listen.. I take my time. My frustration is time management. because time 
management... here it is called rubber time... (concept of time). I am always I am looking at the 
clock , right?.. this meeting was supposed to go from eight to ten.. we started on time and we get a bit 
of the agenda and we do that and it is close to ten... then we get this expatriates.. " yes-yes-yes ..... A 
fine 

.... 
I think we can, %vrap that up... ok.. oh I don't think we have got any more time for 

that 
... next., next" and the Malaysian guys goes.. ( body language showing shock, discomfort) 

want to take as muck time as necessary to properly deal w*h the business and recognise all the 
sensitivities (value of feelings; sensitivity) of the issue that has come out. And if that means we go all 
night it wouldn't be a big deal ( elastic time) The Europeans gets a bit more stressed. As far as that... I 
think there are some differences. But.. but respect for seniority and 'face' ( respect; face ) is 
something that all expatriates here has to be seen to be able to manage. 
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StepIll: Related concepts ivere then grouped together and categorised into meaningful categories 
and sub-catcgories as dlustrated below: 

Categories Sub - Categories 

(I)Respect - has high respect for seniors and 
therefore accepts ideas without criticism 

Leader-subordinate (2) Authority - leader expected to know all and 
Relations to be in charge of situation 

(3) sentiments - feelings and dissatisfactions 
about relationships are not demonstrated openly 

(1) face - disagreement and conflict of ideas are 
Communication not communicated and discussed openly. 

(2) hidden messages- not everything is 
communicated in a mansparent manner 

(1) urgency -concept of rubber time or a lax 

attitudc towards time 
Time (2) priority - placed more importance on 

spending time in understanding sensitivities 
related to a certain issue than getting on with the 
task. 
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APPENDIX 10 QUESTIONNAIRE SURVEY: SUMMARY OF RESPONSES 

NUMBER OF RESPONDENTS ( PETCO - 77 :, NCO - 14 0. . 
I) IEI 

CULC 

SECTION A: R-ESPONDENT'S PERSONAL INVOLVEMENT, 01) ATTITUDE 
L PERSONAL INVOL VEIMENT IN CONTRIBUTING IDEAS AND SUGGESTIONS 

QL Frequency of PETCO Regulady 34 Occasionaliv 29 Seldom 25 11 Never 8 
contribub, ng 
ideas and 

ENCO Regularly 2 Occasionally Seldom 7 Never 3 

suggestions C1; LCO Regularly 6 Occasion2llv 23 Seldom a Never 6 

ISSUE NLAV RESPONSE IPETCOJENCO I CULCý 
Q2. Reasons for contributing C. Because of. the Challenge ....... - -. 15. .. 

2. 
-I I 

S. 
ideas and suggestions 

. 
<LBccmscitis. your. responxibility ....... ........... ... 

26. 

1 

1 
. 
19.. 

regularly c. Because it is important for your career 4 3 17 

Q3.11casonsfornotcontributing 
a. Not. 2ppreciated. orrerognisedby. managcment . ............. . .. 

12. 2- 
. .. 

10.. 
ideas and suggotions 

-b. -Nocnaouragomcntor. supportfr=managetnew.. ... . 

I 

.. 
17 

ý7... . . 
11. 

regularly ýc. It is. troublesome .... ...... .... , .. -.......... .. 11 - - 
0... 

1 

, 6. .. 
c. Normally others take credit 21 1 7 

Q4. Main concern %hen . a. 961st otherx. will think ofyouridea ... 
19. 

. 
4., 4. 

asked to contribute b. 
-What would happen if it should fad 

... . ..... . ........... .. 
6.... 

1 

.. 
2- 14. 

ideas arid 3uggesuons c. Whether it conforms with the goals of the organisation 49 1 10 25 

Q5. Maiin problem faced a. Your. lack of. emperiim orknowledgeon. that particular s*tct.. .. 
22. 8- 

. 
15.... 

in contributing ideas b. Yo. urinability. tocommtLnicatc. 3, ouricksscffcctivoly 6 
.. 

13 
and suggestions c. Your lack of cread%ity 16 2 11 

Q6Main channel used to forward s.. 1%jeetiW and discussions 
......... 

22. 5, 
. 
14. 

ideas and suggestions b. Through-trusled colleagues -2. .. J.. .. 6, 

c. Through suggestion box 
....... ....... 1 .. 

6. 
.. 

0., 
- 

1 

.. 
M 

CL Through immediate supervisor . ................ .... -39. 
S.. 

. .. 
10. 

f. Through special work groups like QCC. 11 0 3 

Q1 5. Attitude towards contributing a. No. time, to rzflect andthink. of new. ideas. 
. ........... .. 

24, 1 
..... 

12.... 
.. 

I 

new ideas and suggestions 

I 

blWurtant because Mdridess am seldom acted upon ........ .. .. 
31. 

-6- . -A& 
. c. Rclurtantbecauscit ismumagen=Vsresponsibi1ity, nottheirs. . .ý 

17. A-1 
. 
12. 

. 
d. Excited and enthusiastic.. .... ... ...... I. . -. - . 

10. 1- 8. 

. c. Cautious. ofbcing blamed if theidea should fail 
.............. 

20 6., 11. 

. 
f-Afraid. oflooking foolisit-iltould their. ideas. bc. rcjcctcd ......... .. 

X 9. 8. 

g. Ahraid of being branded' busy body' by their colleagues 11 5 
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11. PERSONAL ATTITUDE AND PREFERENCES 
IS ST TR %I AIN RFqPONSF I PFTro l rwrn ri'T rr 

Q7. Type of work- assignment 
. 3. Thosawith very. ccrtain. outcomes 42 8 16 

preferred b. Those with predictable oulconm 21 S. 9 

c. nose with uncert2in/unpredictable outcomes 9 0 13 

Q8. Willingness to comment ýa. 
Willing. to. do so. diLring meetings and open. discuss ions 23 7 14 

on superior*s ideas and b. Commentonly inprivate 
. 
21 2- Is 

mistakes I c. Keep quiet to save superior's 'face' 22 4 3 

Q9-AtLitude towards thinking a. Only think about familiar problem s and issues that and 
and discussing about . 

directlyrelated to your. work.. - ... -- . 11 ..... . .. 
42 

.. .... 
8- 

-18, 
unfamiliar issues and b. Often think about problems and issues even if they 
problems 

.. may he unfamiliar or not directly rclated. ta your work.. .. 
30, 

.. 
19. 

c. Avoid thinking about problems and issues unless instructed 

- 
toAaso.... -8, .... 

4- 
. 
10 

A Usually. involved in. diacussing. even unfarniliar issues 
... ... 

Al. 
-. 

3... A 

. a. UsuaRy. participaw. in discusaing. omlyfarmilistr issues 
... .... .... 34 .. .... 7 13. 

. 
. g-tvoid participating in discussions if riot familiar. with. those .. .... 

7 
.... ... 

4... 

L 

involved in the discussions 

Ill. QUESTION 10 - PERSONAL SATISFACTION (ON A SCALE OF 1- 10. ) 

FACTORS 
MEAN SCORE 

I j. Freedom /flexibility in your job 1313111 
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SECTION B: RESPONDENT'S GENERAL PERCEPTION. % BOUT VARIOUS ASPECTS OF THE ORGANISATION 

IV. MANAGEMENT'S ATTITUDE / ORIE. N-rATION TOWARDS LN-NOVATION AND CHANGE 

ISSUE MAIN RESPONSE I PETCOJ LNCO I CULC(M 

Q 14. EmPioyecs' perception of U A fit 
ris"ement's attitude &, b. Encourage and support subordinates that contribute new ideas I , Jý 1 

towards staffs u,, ohmcm, in I V- fI 
contributing new ideas d. Recogruse and appreciate, subordinstm that contribute now idenal V. II 

0 ... rA thý that hall, ng, m, ngg, m-'% ide*t aj t-hf. -L- 
Ql 7. Managements' attitude tow Very. flexthlisand receptivis to-new ideas andirmovatious. . .... 

Is 
now ideas and irinovation. b. 'waitand, sca"aridwill adopt anlyjf. ft idesthas. succeeded elsewhere.... M 

.3 
18.. 

l 

c- Aga" now. idaas. that may. disrupt. cuirmit operations .... ..... ..... .9 .6 
Is 

d. Actively pursue 
kv. --na= 

24 
14 

.. 
6 
1 

11... 
A 

Q20. Managements anittide towards [ 
' 

a. Monagementdomi noLuilaratitinuitakes andbulures.. . ... 
is 5 9 

:: 
f=. in 

: 
take7s 

ur 
b. Very. cautious. ab" making mistakes And. fisilunis.. 30 it 21- 
cý Does. not new thingsbut. will not penalisa. mistakes .... 
'i Ahm. . "Pp=v.. -, qx fk4h- .. 1-mi.. --4- 

. 
18 
14 

1. 
A 

M- 
11 

Masselareent ,I attin 
Q48. Mansigement, s attitude & Actively ancour4a staiTto criticize and. commentoo their ideas.. 

.... 
21 4 14., 

toward. criticism b- Willing to accept criticism. fixim junjoritallf. 
n-, weaharstomti,. i-hrii- 

19 
14 

-1 
9 

14.... 
in 

Q35. Managensent's attitude to Prefers to mistramatatua quo.. .-.... ..... . 
9, 

.5 
14 

change b. Reactive; change only it cannot be avoided is 6 20. 

c. Proactxveý actively seek and introduce change 38 3 13 

V. MANAGEMENT STYLE 

SSUE II UE S PETCOI ENCO 
I 

CULC( 

30. IM"ernermAstyle Fctmal and rcservftL very. little interactionbetwAdo ntanagomont. and staff 
b. Infofmal aodralaxed; - ý&ea suid open. interaction ... ........ 

35 U 

c- mostly autocrauc;. makes. dectsions without any. staff inviolvement 
d. mostly consultative. seek opuuom from staffbefore. making decisioris 

..... 

M 
-8 

3S A LI 

mostly participsm; Sets steffinyolvedin decision making, c . 
fl. mostly. rigid, insist that stafffolJow. set directives ...... . .... ....... .. 

1.6 5 14 

g. moody flexible, staffgiven freeclom to decide how to do their ow 24 7 26 

VI ENOLOYFES'ATTrrVDE AND PREFERENCES 

NfArv RFSPQNVWq- 
ýFTrn I 

Vwrn rTT r 

Q32 Attitude towards ntles and -IL Ahaul of breaking ft rules and regulatian ...... ............ 
h r- fiýI. ht. M .ý -d. 

ýp SS.. III 3 
I 

-. 1s. 
f9 

- 
s change C x4sixt change... -. 1-1 ---.......... .................. . 

QE37 Atti is I. 
... 

T 
..... 

. 
b. indLfferem. tatharinuoducfi=ofdacgo 

vgý i. hoges 
26 
Is 

7ý 
2 .. 

23 
...... 14 

Q AAG A. 49 Attitudetowerd.. om, uc.. _- _ Comfortable to argue and debate. aboutwork related issues 26 4 -15- 
and debates b. W al debate and argue to certam exteM but will stop it it seen as is I 

... 
becoming. 0motional. ,,, .-...... - .... ...... 

c. Avoid argument and conflict of opinions: criticisms are taken personally 29 8 13 

Q34- Attitude towards hierarchy LL. Vvcry consciam. ffm"l uncomfortableto mix. with-asniormAnagement.. am I: cry 41 5 ... 12. 
th and status b. Comfortableso mix with top management. f6r, offictal purpoad only.. .... f. 

=b 
to C 17 6. 

ý.. 
21 

..... 
V; c. Veiy umifformal: mixx freely widlout consideration of differences in status 6 ly is 3 13 

. a. jeodtorelyon odws, tomAke docitions 
........... ....... aleodtorelyon JI 46 Attitude towards dects= making to 23, 3. 

- 
10... 

me rm b b. Tcndd ttoo. proffer making independent decisions 
............... 

1 . 10.., 

c T. to pro m c . 
Tend to prefferr making decisions in group 37 6 14 

VrL ORGANISATIONAL C13MATE 

ISSUES I 
(liver 

I I 

Q 16. Climate .., Mt. tfficdijri,, mt to. wint happerstoutrido. die Accipixot. theiro" wo& 31, a ... .- 
. 
b,, st, Lff we cautious of management becauxathey-feaL. exploited. 20 4 21 

level of tension and discord due tojadoiny. junoopt staff.. Hi b c 26 4 18- 
ý g . 

. 
d, High level of murml. trust and respect. ................ 

44ý 

is 
IA 

3 
A .3 11 

Q24. Workrg Style P=fimd to. wack alone ...... 
-J, i. gm, lp- 

30 
1" 

1 

's 
". 

J 
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W11 NWN.. %GLNG. NEW IDEAS 

LX- STRATEGIC FOCUS 

TTFQ 
I 

: PnNqvc 
I I 

Vision and in Vision and mission statements a- ese statements. have bm-wall communicated to all levels 
.... 

16 17. 
. 
b. These' statsinants. have significant impact on their activitic 16 1 11 
c. 132ope statiments. does. not affed the. activities at lower 12 a is 
d These are just propaganda statements ý there are no concrete effort 30 2 

=Ieg 12 Strategic factors or issues critical for a- The strategic factors or issues critical for the company's success 
the compmy's suoces have been clearly identified andwall communicated tt; all Inels 42 3 12 

b. Generally, the staff are aware of such issues and gear their 28 2 6 
scavitivato address thern- 

staff are aware of such issues but does not know how they 12 9 19 
cancontribute ... .... 

1 .3 Jam 4 Pla. m and planning process 1 
. P ang (and goals and objectives setting) is widely used and is 

43 :ý 

. 

e 
us nloiyAtommucalb/iuld. oniLmgW&r. basis... 

, ... .. Real y d a 
1 

.. 
27 

i vy Us. ts'. of 
formal pJam; activities mostly done on an b ta v , 6 

... ad hoe: basis ..... ...... ... Iý -- - ...... 
9 12 

c. Plant are well communicated and cascaded down to the stiff 41 0 23 
... ainal. guidd most ofthastaXi. acttrities ........ ... d. Most staff are not aware of the company's short term and long 

,.. gash, and olývgtives and how. these ý an to. be. achieved, 1 
4 11 10. 

a. -The xtaffare usuaW. involvedin the plarmingproceav. ..... . 
11 0 ... .. 17. 

f. The staff are usually not involved in the planning process 37 13 22 
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\. LXM-%STRUCTURE: HmRARcRy, L�, TERUNITLLNXAGES. FOR. NLAUSATION, CONII%fUNICATIONANDDFCISIO. "ýýIAI, 3-NG 
MECELANISMS 

. 
0- 

. ISSUES MSL - ES S I MAIN RESPONSES 
I 

PFTr Ql Pyrj rY7 
I 

Q33. Iberarchy sand dLifferenuauon t " on a. V hiecorchical. differentiated wing, special mcaus wween 
levels be 

: 
crarOucal. but not specific means used to differentiate 

I, 

v- ki-6-1 diff-c- he-- level. -, -11)[ Aw-";. h. 'I 

13 
4 

7 
1 M 

Q31 Level of (brm&Ijaton a. Very fbanal- subjectedtomany nil= andregulations 
Rel ... d d- .i cg,, I. t 

4 : 12 

7 
16 

Q47 Commu-mcation t1ow in the a. Reauxted to format. top-down communication only 24 4 , 
M. 11=ms-ti-n b. Good 2tway commumcatwnbetween ateff and management .... 

n ' 0 all 
-, 

IQ t 
31 

I j 
Q Is Access to info=acon, 

! ýtaffmformed n'h' 
a. Feel Asti with the comporues efforts to ke 33 3 is 

rebability It. Exerydungis. conridendai Ataff unaware af what is happ4 
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APPENDLX 11 STRATEGIC ISSUES IDENTIFIED BY PETCO 
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INTEREST SIX STRATEGIC BUSINESS PLATFORMS INNOVA77ON 

TO OBTAIN LONG TERM DOMINANT LOGISTIC POSITION OBSESSED WITH CUSTOMER 
PRODUCTION SHARING CONTRACT DOWA57M. -LV COLLASOP-4 7701V 

PASSIONATE ABOU r PEOPLE BEING 
TO OPTLMISE FINANCIAL OUTSTANDING CUS710, kaR TRP7CE STRETCHED TO LD (ITS 
PERFORMANCE CUSFOAJER SEMICE CENTRE 

EXTERNALLY FOCUSED AND 
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Fil`ýVlil AND EFFICIENT 
WORK FORCE 

LARGE SCALE DEAL MAKING 
GAS WORLD CLASS IN TEAMWOM 
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VENTURES 

INNOVATIVEENTREPRESEURIAL 
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CORPORATE CITIZEN GpERATIO. NAL EXCEII. 2ýCE AND INCREASING VALUE 
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APPENDIX14 

EKVALL'S CREATIVE CLD4ATE QUESTIONNAIRE 

KREATIF 

This Questionaire is prepared in three languages: - English, Official Bahasa Melayu and the 
Local Bahasa Melayu. Please use whichever language that you are comfortable with. 

Arahan 

Soal Selidik ini disediakan d! dalam figa bahasa: - Bahasa Inggeris, Bahasa Melayu Resmi 
dan Bahasa Melayu Sarawak. Sila gunakan bahasa yang bersesuaian dengan 
saudara/saudad. 

Using the scale listed below, please indicate your choice of how applicable you see the item 
for your work environment by circling the appropriate number. 

0- Not at all applicable 
I- Applicable to some extent 
2- Fairly applicable 
3- Applicable to a high degree 

Dengan menggunakan scala yang disenaraikan, sila tandakan pilihan anda tentang 
kesesuaian butiran di bawah dengan suasana keila anda dan bulatkan nombor yang sesuai. 

0- 77dak Sesuai 
I- Kurang Sesuai 
2- Sesuai 
3- Amat Sesuai 

Dengan menggunakan skala yang disenaraikan, sila tandakan pillhan anda tentang 
kesesuaian butiran di bawah dengan suasana keda anda dan bulatkan nombor yang sesuai. 

0- Mdak Sesuai 
1- Kurang Sesuai 
2- Sesuai 
3- Amat Sesuai 

1. Most people here enjoy contdbuting to the success of the company. 
Kebanyakan penduduk di sini gemar membed sumbangan untuk 
memajukan syarikat. 
Kebanyakan urang di sitok merik surnbangan untuk memajukan 
syarikat ........................................................................................ 0123 

2. People here make decisions on their own to a fairly large extent. 
Peke)ja di Sini Membuat keputlisan mereka secara sendiri 
terhadap hampir kebanyakan W 
Pekeda di sitok molah keputusan sidaknya didkpun terhadap 
hampir kebanyakan hal ................................................................. 

0123 
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3. People generally risk sharing their ideas because they are listened 
to and encouraged. 
Umumnya pekeija di sini mengambil risiko berkongsi idea kerana 
mereka akan diberi perhatian dan mendapat galakan. 
Biasanya pekeda di sitok ngambil risiko berkongsi idea kerana sidaknya 
akan diberik perhatian dan dapat galakan ....................... ............. .0123 

4. There is no fear of being stabbed in the back. 
Tldak perlu berasa bimbanglfakut ditikam dati belakang. 
Sik pedu rasa takut dikhianati ................................................... 

0123 

5. Most people have time to think through new ideas here 
Kebanyakan pekeila di sini mempunyai masa untuk memikirkan 
idea baru. 
Kebanyakan pekerja di sitok mempunyai masa nok mikir idea baru 0123 

6. There is a lot of activity here 
Terdapat banyak aktivid di sini 
Terclapat banyak aktiviti di sitok ................................................... 

0123 

7. There is a good deal of tension here due to prestige conflicts. 
Terdapat banyak perasaan tegang akibat konflik status. 
Terdapat banyak perasaan tegang akibat perbezaan 
taraftstatus ...................................................................... 

0123 

8. There are many new ideas floating around here 
Ada terdapat banyak idea baru di sekitar firma ini 
Banyak idea baru di sekitar sitok .................................... 

0123 

9. A playful atmosphere is prevailing here 
Suasana yang fiang lazim wujud di sini 
Suasana yang riang ada di temu di sitok .................................... 

0123 

10. Novel ideas are quickly adopted into the operation 
Idea yang baru cepat ditefima dan dilaksanakan 
Idea yang baru cepat diterimak ke, dalam kegiatan firma ............ 

0123 

II- People here usually enjoy their jobs 
Pekeija di sini biasanya suka akan pekeilaan mereka 
Pekeda di sitok biasanya suka ngan keda sidaknya .................... 0123 

12. People here take the time to discuss new ideas 
Pekeija di sini mengambil masa, untuk berbincang tentang 
idea-idea baru 
Pekeqa di sitok ngambil masa berbincang tentang idea-idea baru 0123 
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13. Most people here prioritize their work themselves to a rather 
large extent. 
Kebanyakan penduduk di sini mengutamakan keda masing-masing ke 
tahap yang agak besar. 
Kebanyakan urang di sitok menuntukan sendid keutamaan 
ke0a sidaknya ke tahap yang tinggi ............................................. 

0123 

14. Initiative often receives a favorable response, so people feel 
encouraged to generate new ideas 
Pekella yang berinisiatif selalunya memperoleh reaksi yang 
baik, jadi mereka berasa tergalak untuk mengemukakan idea baru. 
Pekejja yang berusaha selalunya mendapat reaksi yang baik, 
jadi sidaknya rasa tergalak untuk ngeluar idea baru ..................... .0123 

15. People do not talk behind each others' backs. 
Pekeija fidak akan mengumpat sesama sendifi 
Pekeija sitok sik akan nganok sesama dirik ................................. 

0123 

16. A lively atmosphere prevails here 
Suasana yang riang wujud di kalangan pekeda di sini 
Suasana yang dang wujud di kalangan pekerja di sitok ................... 0123 

17. One can usually see many cheerful faces here 
Wajah-wajah yang rieng biasanya kelihatan di sini 
Wajah-wajah sidak yang riang wujud di kalangan urang 
di sitok ................................................................................... 

0123 

18. People here are anxious to talk about their ideas 
Pekeija di sini terfalu ingin mengemukakan idea mereka 
Pekeda di Sitok terialu ingin nok ngeluar idea sidaknya .................. 

0123 

19. It is common here to have people plot against each other 
Memanglah menjadi kebiasaan terdaPat Segelinfir Pekeda 
yang bennusuhan sesama sendiri 
Nang udah jadi kebiasaan terdapat segelintir pekeda yang 
bermusuhan sesama dirik ........................................................ 

0123 

20. There is a clear tendency for risk-taking here 
Kecenderungan menanggung tisiko jelas terdaPat di sini 
Kecenderungan menanggung risiko jelas terdapat di sitok .......... 

0123 

21. Most people here consider their work meaningful and 
stimulating 
Kebanyakan pekeila di sini menganggap keila mer*eka 
sangat bermakna dan merangsangkan 
Kebanyakan pekeda di sitok nganggap keda sidaknya sangat 
bermakna dan penting ............................................................ 

0123 
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22. People here seek information in the company on their own 
initiative to solve problems 
Pekeija di sini berusaha untuk mencari maklumat dalam 
sesebuah syarikat mengikut inisiatif mereka sendifi untuk 
menyelesaikan maslaah 
Pekerja di sitok berusaha encarik maklumat dalam sesebuah 
syarikat mengikut inisiatif (usaha) sidaknya dirikpun untuk 
menyelesaikan masalah ........................................................ .0123 

23. People here dare to take the initiative, even if the outcome is 
uncertain 
Peke, ya di sini berani untuk mengambil inisiatif walauPun 
apa yang bakal diperoleh fidak dapat dipastikan 
Pekejja di sitok berani untuk ngambik inisiatif (usaha) walaupun 
apa yang bakal diperoleh sik dapat dipastikan 

......................... 
0123 

24. You will receive supporet and encouragement if you present 
newideas 
Anda akan memperoleb sokongan dan galakan fika anda 
mengemukakan idea bani 
Kitak akan memperolehi sokongan dan galakan mun kitak 
ngeluar idea baru 

............................................................... ... 0123 

25. People here are confident and act quickly 
Pekeila di sini mempunyai keyakinan dan beftindak cepat 
Pekeda di sitok mempunyai keyakinan dan bertindak cepat 0123 

26. People trust each other 
Pekeija di sini safing percaya akan satu sama lain 
Pekeda di sitok saling percaya sesama didk 

............................ 
0123 

27. The atmosphere here is exciting 
Suasana di sekitar memanglah menafik 
Suasana di sekitar memanglah menarik ............................... 0123 

28. You feel welcome when presenting new ideas 
Anda rasa diald-alukan apabila anda Mengemukakan idea 
Kitak rasa dialu-alukan bila kitak ngeluar idea baru ................ 0123 

29. Many different Points of view are expressed here 
BanYak pendapat Yang berbeza dilahifkan di sim 
Banyak pendapat yang berbeza dilahirkan di shok ................ 0123 

30. There are power and territory struggles in my unit 
Ada rebutan kuasa di dalam unit saYa 
Ada rebutan kuasa di dalarn unit kamek ........................... 

0123 

31. The pacing of work allows for the testing of new ideas 
Cara menjalankan tugas membolehkan percubaan idea baru 
Cara menjalankan tugas membolehkan percubaan idea baru 0123 
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32. Most people here strive to do a good job 
Kebanyakan pekeda di sini berusaha sedaya upaya melakukan 
keila yang baik 
Kebanyakan pekeqa di sitok berusaha nemenar molah keda yang 
baik ................................................................................. 0123 

33. It is common for people here to take the initiative to solve 
problems 
Memanglah menjadi kebiasaan bagi peketla di sini mengambil 
Inisiatif untuk menyelesaikan masalah 
Nang udah jadi kebiasaan pekeda di sitok ngambik usaha dirikpun 
untuk menyelesaikan masalah .......................................... 0123 

34. There is an informal atmosphere here 
Wujud suasana yang fidak fofmal di sini 
Wujud suasana sik formal di sitok ..................................... 

0123 

35. Conflicts and opposition are dealt with openly and usually 
cleared up that way 
Konflik dan pertentangan diselesaikan secara terbuka dan selalunya 
berakhir begitu sahaja 
Perselisihan dan pertentangan diselesaikan secara terbuka dan 
selalunya berakhir gia ajak ............................................... 

0123 

36. To come up with ideas is looked upon as an important part of the 
operation here 
Mengeluarkan idea baru dianggap penting sebagai sebahagian 
datipada operasi di sini 
Ngeluarkan idea baru dianggap penting sebagai sebahagian 
daripada operasi di sitok ................................................. 

0123 

37. There is a lot of energy and push in the operation 
k Terclapat banyak tenaga dan sokongan dalam OPerasil eda 

Terdapat banyak tenaga clan sokongan dalam operasi/keda 0123 

38, People tend to joke quite a bit 
Pekeila di sini banyak bergurau senda 
Pekeqa shok suka berguro sesarna dirik ............................ 

0123 

39. There is a great variety of views here 
Ada pelbagai pendapat di sini 
Ada pelbagai pendapat di sitok ....................................... 

0123 

40. There are quite a few people who cannot tolerate one another 
Ada sebilangan peketia yang 6dak berteloransi dengan 
yang lain 
Ada sebilangan pekeda yang sik dapat bertolak ansur dengan urang 
lain .............................................................................. 

0123 
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41. People feel deeply committed to theirjobs 
Pekella di sini bekelia dengan penuh iffizam 
Pekeqa di sitok bekeda dengan penuh semangat ............... 0123 

42. One has the opportun fty to stop work in order to test new ideas 
Seseorang itu berpeluang untuk berhenti kella biasa untuk menguj ,I. 
idea baru 
Seseorang itu berpeluang untuk berhenti kela biasa untuk menguji 
idea baru ..................................................................... 0123 

43. There is quite a lot of freedom here 
TerdaPat kebebasan yang agak banyak di sini 
Terdapat kebebasan yang agak banyak di sitok .............. 0123 

44. This unit is usually accepting of new ideas 
Unit ini biasanya menerima idea baru 
Unit tok biasanya nerimak idea baru .............................. 

0123 

45. The communication between people here is open and straight forward 
Komunikasi antara pekeda di sini terbuka dan secara, langsung 
Perhubungan (cara bercakap) antara pekeda di sitok terbuka 
dan secara fangsung ................................................... 

0123 

46. There are many people here who are full of ideas 
Di Sini terdapat pekeila yang mernpunyai idea-idea yang bernas 
Di sitok terdapat pekeqa yang mempunyai idea-idea yang bemas/ 
bermutu 

..................................................................... 
0123 

47. People here have a sense of humor 
Pekeila di sini mempunyai semangat humor 
Pekeja di sftok mempunyai semangat humor/unsurjenaka.. 0123 

48. Unusual ideas often come up in discussions 
Idea-idea yang luar biasa selalu firnbul dalam perbincangan 
Idea-idea yang luarbiasa selalu timbul di dalarn perbincangan 0123 

49. There are quite a few personal conflicts here 
Terdapat beberapa kontlik yang mefibatkan masalah peribadi 
di sini 

Terdapat beberapa konflik (perselisihan) yang melibatkan masalah 
peribadi di sitok ........................................................... 

0123 

50. There is a follow-through on new ideas here 
Ada susulan terhadap idea-idea baru di Sini 
Ada susulan terhadap idea-idea baru ............................ 

0123 

Thank you. Please seal this in the envelope provided and return it to 
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APPENDIX 15 QUESTIONNAIRE USED TO SURVEY ENTLOYEES' PERCEPTIONS AND 
OPINIONS FOR THE CASE STUDIES 

INSTRUCTIONS 

In this study 'innovation' refers to any ideas and practices that arc new to the organisation. 'nus can be 
new products and services. new production systems. new processes and any other changes that has 
altered the way things are done in this organisation. 

There are two sections in this questionaire. Section A is concerned with your own involvement in 
contributing ideas and suggestions. Section B is concerned with your general perceptions about 
contributing ideas and suggestions in the organisation. There are no Tight or wrong answers. Just answer 
how you feel about the particular issue. I would like to assure you again that your responses will be 
treated strictly confidential. 

SECTION A 

For questions I-8, please indicate your answer with a (v) the alternative that most accurately 
reflects Your feelings. 

1. How often do you contribute ideas and suggestions in this organisation? 

(a) Regularly 
(b) Occasionally 
(c) Seldom 
(d) Never 

If regularly, what motivates you to do so? 

(a) 
(b) 
(C) 
(d) 
(e) 
M 

Good ideas are well rewarded 
It brings you recognition from top management 
It gives you challenge 
It is your responsibility 
It is important for your career advancement 
Others (Please specify) 

3. Ir not regularly, why not? 

(a) it is just a waste of time as management will not appreciate it anyway 
(b) there is no encouragement or support from management 
(c) it is troublesome to do so 
(d) your colleagues may become jealous and hostile towards you 
(e) normally others takes the credit 
M Others (please specify) 

4. Usually, what is your main concern when you are asked to contribute ideas and 
suggestions? 

(3) what others will diink of your idea 
(b) what would happen if it should fail 
(c) whether it conforin with the acbvibes and goals of the organisation 
(d) Others (please specify) 
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5. Usually, when you are required to contribute ideas, the main problem that ý ou have is 

(a) your lack of expertise and knowledge on the pazlicular subject 
(b) your inability to commurucate my ideas effectively 
(c) your inability to think creatively 
(d) Others (please specify) 

6. If you have any ideas, how do you normally forward it? 

(a) Express it during meetings and discussions 
(b) Convcy it to a close friend who can forward it to top management 
(C) Use suggestion boxes 
(d) Convey it to your immediate supervisor and hope that he will fonvard it 

to top management 
(e) Convey it directly to senior management 
M Forward it through special units such as QCC, Quality Improvement 

Teams, PET teams etc. ) 
(g) Others (please specify) 

7. What type of work assignments do you prefer? 

(a) Those that have very certain outcomes 
(b) Those that have fairly predictable outcomes 
(c) Those that have uncertain and unpredictable outcome 
(d) Others (please specify)_ 

8. In a meeting, if the chairman was to say something that you know to be wrong, how 
would you most probably react ? 

(a) Point out in the meeting that the chairman is wrong 
(b) Point out, privately after the meeting, to the chairman that he was 

ii, Tong 

(c) Keep quiet because to point out the chairman's mistake will cause him 
to loose face 

(d) Others (please specify) 

9. Which of the following statements accurately reflect your own behaviour 
regarding thinking about and discussing work related issues? (Please tick all the 
statements that you consider to be relevant. There may be more than one. ) 

(a) I oniv diink about familiar problems and issues that is directly related 
to my job. 

(b) I often diink about unfamiliar problems and issues that may or may not 
be related to my job. 

(c) I usually avoid dhinking about problems and issues unless I am 
instructed to do so 

(d) I usuaUy participate in discussions even if I am not very familiar with 
what is being discussed 

(e) I usually participate in discussions only if I am very familiar with the 
issue being discussed 

MI usually avoid participating in discussions even if I am fanWiar with 
what is being discussed 

(g) I usually avoid participating in discussions if I did not know the people 
involvea in the discussion 

470 



10. Please rate your level of satisfaction or dissatisfaction using a scale of I- 10 (I 
for being very dissatisfied and 10 for being very satisfied) on the following aspects 
of your job. 

Rating 

a. Reward for contributing ideas 11 

b. Participation in Problem Solving and decision making El 

C. Opportunities to contribute ideas E 

d. Relationship with superiors/superNisors 

e. Relationship with peers 

f Oppommýity for training and learning 

9. Sharing of Information El 

h. Cornmunication with superiors 

i. Communication with peers 

j. Freedom to do your own thing 

SECTION B 

For questions II to 2 1, more than one answer is possible. Please tick (v) all the alternatives that in your 

-Opinion, 
accurately reflects the situation in your organisation. 

mmmwwwmmmmmmý- 

Which of the following statements accurately reflects the employees' feeling 

about the mission and vision of the company ? 

(a) Most of the employees are not aware of the vision or the mission of the 

(b) 
company. 
They are aware of these but feel that these are just management propaganda and 

are not concerned about achieving them 
(c) Most of the employees identify Nvith the vision and mission statements of the 

company and are concerned about achieving them. 
(d) The vision and mission statements actually have a significant impact on 

the activities of the organisation - 
(e) The vision and mission statement does not have any impact on the activities of the 

organisation. 
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12. Which of the statements accurately reflects the employees' feeling about strategic 
issues and factors critical for the success of the company ? 

(a) nose issues and factors critical for the success of the company are clearly identified 
and coznmunicated to all lei-cis in the company. 

(b) Most of the employees arc aware of these issues and factors and gear their 
activities to address them. 

(c) The employees are aware of these issues but they do not know how they can 
contribute to achieving them 

(d) Promoting innovation features prominently in these issues. 
(e) The critical issues or factors are not identified or communicated to the employees. 

13. Which of the statements accurately reflects the use of plans and the planning process 
in your company ? 

(a) Formal plans are used very extensively and the planning process is done 
systematically and regulýrly 

(b) There is very little use of formal plans; most of the planning is done on an ad 
hoc basis 

(c) Plans are well communicated and cascaded down to lower levels and guides most 
of the employees' activities. 

(d) Most of the employees are aware of the goals and objectives of the company and 
how these are to be achieved. 

(e) Most of the employees are not a%N are of the goals and objectives of the company and 
/ or how these are to be achieved. 

M The employees are usually involved in the planning process 
(g) The employees arc usually not involved in the planning process. 

14. Which of the following statements reflects the general feeling of employees about 
management's attitude to their contribution of ideas and suggestions? 

(a) Top management encourage and support them to give ideas 
(b) Top management does not encourage or support them to give ideas 
(c) Their ideas are recognised and appreciated by management 
(d) Their ideas are not recognised or appreciated by management 
(e) Management usuafly regards employees who are critical and challenge 

management's ideas as trouble makers. 
M Management usuafly regards employees who give far fetched ideas as crazy. 
(g) Management makes special effort to accommodate employees whose ideas and 

actions don't always conform to the norms of the organisation. 

15. Which of the following statements describes the general feeling of employees 
here about forwarding new ideas and suggestions? 

(a) They feel too preoccupied and burdened with other responsibilities and do not have 
the time to reflect and think of new ideas. 

(b) They are reluctant to contribute because their ideas are generally not acted upon. 
(C) They feel that it is management's responsibility and not theirs to think of ideas 

and solutions to problems faced by the organisation. 
(d) They are excited and enthusiastic to contribute ideas. 
(C) They are cautious because if their ideas did not succeed, they will be blamed 
M They are cautious because they %%ill look foolish if their idea is not regarded 

positively by others. 
(g) They are reluctant to contribute ideas as they are afraid of being branded "busy 

body" by their colleague. 
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16. Which of the following statement reflects the general work atmosphere in this 
organisation ? 

(a) Most people do their own job and are not concerned about what 
happens in the rest of the organisation. 

(b) Employees are generally very cautious about management and feel that thcy are 
being exploited by management for their own glory. 

(c) 17here is a lot ofjealousy and bad keling amongst the employees. The atmosphere is 
usuafly tense and M of suspicion and animosity. 

(d) There is a high level of mutual respect and trust bmveen the employees and the 
management. 

(e) There is strong team spirit and comradeship within the organisation. 

17. Which of the following statements reflect management's attitude to new ideas and 
innovation ? 

(a) Management is very flexible and very receptive new ideas and innovations. 
(b) Management usually adopts a "wait and see" attitude and will only consider 

adopting an idea or an innovation if it has been successful elsewhere. 
(C) Management does not welcome ideas that disrupts the organisations current 

operations. 
(d) Management actively seek and pursue new ideas and innovations. 
(e) Management wants the organisation to be the leader in implementing new ideas and 

innovations. 

is. Which of the following statements reflects the stafrs feelings about their accessibility 
to information ? 

(a) Management makes special effort to provide up to date information about what is 
happening in the organisation. 

(b) Everything seems to be confidential. Staff hardly knowswhat is happening in the 
organisation. 

(C) Staff are only provided with the information that is necessary for them to do 
their job. 

(d) Staff often find it difficult to do theirjob because they do not have the necessary 
information. 

19. Which of the following statements describes meetings and discussions in this 
organisation ? 

(a) "Me discussion is mostly dominated by the chairman/top management. 
(b) The discussion is usually open and involve most of the participants. 
(C) Most people are willing to criticise and comment on othees ideas and suggestions. 
(d) If the idea comes from the boss, it is usually accepted without criticism. 
(e) Conflicts of ideas are normafly encouraged. 
(f) Conflicts of ideas are norinafly discouraged. 

20. Which of the following statements reflects the employee's perception about the 
attitude of management about risk taking and failures by the staff 

(a) They are afraid to try new things as they feel that management does not tolerate 
mistakes. 

(b) They are quite hesitant to try new things as they are not sure how management will 
react if they should fail. 

(c) They are willing to try new things as they feel that management would not penalise. 
them if they were to fail.. 

(d) They are always trying new ways of doing things as management actively. 
encourages them to experiment and take risk. 
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21. Which of the following statements describes the training and development acti%itiesin 
this organisation ? 

(a) Employees are provided only minimal training related to their specific job function. 
(b) Employees are provided with a variety of training both to upgrade their own job. 

related skills and knowledge and to develop their potential as a %% hole. 
(c) Employees are given specific training to develop their creative thmking and problem 

sohing skills. 
(d) Senior management is directly involved in training and developing the employees. 

For questions 22 - 49, select with a (v) the alternative that most accurately reflect the situation in your 
Organisation. 

22. Generally, the emplqyee's job is 

(a) very structured, with clear procedures, rules and regulations to follow. 
(b) quite structured, but with some provisions for flexibility and c. \perimcntabon. 
(c) very loose. The employees have to decide what to do and how to do it. 

23. The employees find theirjob, 

(a) very boring, doing the same thing all the time. 
(b) very challenging as there is always opportunity to learn something new and do 

new things. 
(c) quite interesting but there is limited prospect for growth and advancement. 

24. The employees here 

(a) mostly like to work alone. 
(b) mostly like to work in groups. 
(c) mostly like to work under the supervision of others. 

25. The employees here 

(a) seldom work with their colleagues from other work units or departments. 
(b) works with their colleagues from other units or departments only occasionally. 
(c) works with their colleagues from other units or departments verT regularly. 

26. The in teraction between the employees of different departments or functional units is 

(a) mostly through formal links at the level of the departmental or functional heads 
only. 

(b) mostly through specific mechanisms such as comn-dttees, task force, project 
teams etc. 

(c) only through informal links. 
(d) through both informal and formal links at all levels. 
(e) there are no links at all. 

27. Control over 

(a) most of the activities in the organisation is centralised. Everything must be 

evaluated and approved by top management. 
(b) is quite decentralised. Immediate supervisors can check and approve most 

activities Mthout referring to top management. 
(c) is very decentralised. Most of the employees have substantial control over their 

own activities. 
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28. If an employee is assigned an important task, the general tendency is 

(a) for the other employees to help and support him to succeed. 
ýb) for the other employees to be indifferent unless instructed to assist. 
! C) for the other employees to be jealous and work to ensure that he does not succeed. 

29. In terms of learning from others, the employees generally rind 

(a) their peers very wil"g to help and teach them what they know. 
(b) their supervisor very willing to teach them what they know. 
(c) their supervisors reluctant to teach everything they know for fear that the employees 

may outshine them. 
(d) their colleagues reluctant to teach and share with them what their colleagues. 

know because of the fear that they might do better than their colleagues. 

30. If employees have any difficulties with their job, they 

(a) normally get assistance from their supervisors or superiors. 
(b) normally get assistance from a specified mentor. 
(c) normany get assistance from their friends. 
(d) normally has difficulty getting any help. 

31. The work environment here is 

(a) very fortnalised, with a lot of rules and regulations to follow. 
(b) is quite relaxed. There are some rules and regulations. but management does not 

enforce these very strictly, 
(c) very informal. There are very minimal rules and regulations. 

32. The employees here 

(a) arc very cautious and afraid to break the rules and norms of the organisation. 
(b) feel quite comfortable to act outside the rules and the norms of the organisation. 
(c) set their own rules and norms of behaviour for the organisation. 

33. Management here is 

(a) verv concerned about hierarchy and status and has definite rules and 
guiaelines to maintain this. 

(b) has not set any rules or guidelines to maintain the differences in hearty and 
status, but it does maintain a distance from the employees. 

(c) generally has no concern for hierarchy and status and is very informal and close 
with employees. 

34. The employees here 

(a) are genemUy conscious of hierarchy and their status and feel uncomfortable to 
mix with senior management staff. 

(b) are conscious of differences in position, but feel quite comfortable to deal with 
management stafr on work related matters.. 

(c) feels no psychological barriers because of hierarchy or status and mix freely with 
their superiors. 
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35. In general. 

(a) there is very little change introduced in this organisation. Management prefers 
to maintain things as dicy are. 

(b) Management only introduce change when it is necessary and cannot be avoided 
because of changes in the environment. 

(c) 114anagement actively introduce change as a proacdve measure to change the waý 
things are done in the organisation.. 

36. When management introduces change 

(a) the staff are generally well trained and prepared for the changes. 
(b) it is usually done without even infornung the staff. 
(c) the staff are just given a briefing, but otherwise they are not prepared for these 

changes. 

37. In general, the employees are 

(a) afraid of change and make efforts to resist the implementation of change 
(b) indifferent to the introduction of any changes. 
(C) acdvely seek and participate in the introduction of change. 

38. When the organisation is faced with a new problem or situation the usual 
reaction in the organisation is 

(a) to look back and recall how similar problems were handled in the past. 
(b) to assess the effect of its actions on the present situabon. 
(c) to assess the future consequences of its actions. 

39. When an idea is forwarded by anyone in the organisation, the usual reaction is 

(a) to determine whether the idea fits in with organisation's norms, practices and goals. 
(b) to determine whether similar idea has been successful in the past or in other 

orgarusations. 
(C) to determine the opportunities presented by the idea. 

40. Usually, 

(a) only those that are close to management has the avenue or opportunities to forward 
ideas directly to top management. 

(b) everyone has the opportunity to forward their ideas directly to top management. 
(c) no one has the opportunity to forward ideas directly to the top management. 

Everyone has to forward their ideas through their own supervisors. 

41. When an idea is evaluated for possible implementation in this organisation, the usual 
focus is on 

(a) assessing the risk and consequences of failure. 
(b) assessing the cost and disruption resulting from implementing the idea. 
(C) assessing the relative benefit of implementing the idea. 

42. When someone contributes an idea, he or she will usually 

(a) be involved in deliberating and making decisions about the idea. 
(b) not be involved, but will be receive feedback with explanation whether it has been 

accepted or rejected. 
(c) not know whether it has been accepted or rejected. 
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43. Usually an innovation or a new idea is implemented by 

(a) a special team comprising employees from different functions and departments. 
(b) a special team consisting of employees from the department or function given the 

responsibility to implement the innovation. 
(c) an individual who is assigned the responsibflity as part of his usual work. 

44. Decision making in this organisation is 

(a) very centralised. Almost everything must be referred to the top management for 
decisions. 

(b) quite decentralised. Only major issues has to be referred to top management. 
Supervisors and heads of departments/units also have some authority to decide. 

(c) very decenti-alised. Evenjunior employees are given some authority to make 
decisions. 

45. Usually, 

(a) all decisions are made by top management without any involvement of other 
employees. 

(b) all decisions are made by top management after consulting with other employees. 
(c) even juniors are invited to join top management in making decisions. 

46. In general, the employees here 

(a) tend to rely on others to make decisions. 
(b) tend to make decisions independently. 
(c) tend to make decisions in groups. 

47. Communication in this organisation is 

(a) restricted to formal top-down communication only. 
(b) quite open and free. It is both top-down as well as bottom up. 
(c) is very open and free. There is both formal and informal communication in all 

directions, both vertically and laterally. 

48. Top management 

(a) actively encourage the employees to criticise and comment on their ideas and 
suggestions. 

(b) is willing to accept criticism from junior employees. 
(c) does not allow others to criticise their ideas. 

49. In general, the employees here 

(a) feel comfortable to argue and debate with each other about work related issues. 
(b) do get involved in debates and arguments, but will withdraw from doing so if they 

feel that the argument is becoming emotional. 
(c) avoid getting into debates and conflict of opinions as they are afraid that criticisms 

andcomments are taken personally and can affect personal relations. 
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50. In general the employees find the management style to be ( tick all alternatives that are 
appropriate) 

(a) very formal and reserved, there is verN little interaction or communication betvýeen 
management and the employees. 

(b) very informal and relaxed. there is ftee and open interaction and communication 
between management and the employees. 

(c) mostly autocratic. makes all the decision without any employee involvement. 
(d) mostly consultative. seek opinions from employees before management makes 

decisions. 
(e) mostly participative. gets employees involved in solving problems and making 

decisions. 
M mostly rigid, insist that employees follow set procedures and meet set standards. 
(g) mostly flexible. employees given considerable freedom to decide how they iý ant to 

do their own work. 

Other comments ( please use this space to add on any comments you have that 
might enhance the outcome of this study) : 

Thank you. Please seal this questionnaire in the envelope provided and return it to 
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APPENDIX 16 QUESTIONAIRE USED FOR SEMI STRUCTED INTERVIEW 
WITH MANAGERS FORTHE CASE STUDIES 

INSTRUCTIONS 

ganisati n as This questionnaire has three main sections. Section A focus on the key aspects of the Ora 0a 
Whole. Section B is more concerned with the management of innovation in the Organisation while 
Section C deals with your observations about how vour subordinates behave in the Organisation 

Section A: 

Please comment on the following aspects of tWs organisation. If you should need more space, use the 
blank pages provided at the end of the questionnaire. 

I. STRATEGIC FOCUS 

Use of Strategic Plans (Are there any strategic Plans? If yes, how are these prepared and used ? Is 
innovation a key aspect of these strategic Plans? If Yes. in what way? ). 

2. MANAGEMENT ONEENTATION 

a. Dominant Value (for e. g.: is it to'avoid change', adapt to changes or'create changes: attitude 
towards risk; attitude towards experimentation; attitude towards junior staff', etc. ) 

b, Management Style: (e. g.: is it participative, autocratic etc. ) 
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3. STRUCTURE 

a- Organisational structure: (e. g. how are the main actiOties organised? how are the different 
functions or departments linked together? ) 

b. Hierarchy or stratification. (e. g. levels of management-, the "distance" between junior staff and 
upper management mechanisms that "bridge" people of different Werarchy and different 
functions. ) 

c. How regularly do you work with the other heads of departments/units ? What mechanisms are 
available to fýcilate such interactions ? Do you face any problems with this? 

d. Do your subordinates work with their colleagues from other departments/units. (How regularly?; 
through what mechaxiisms. Have they had any problems in doing so? ) 
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4. TASK STRUCTURE 

a. How much of your own job is structured? (i. e. determined by rules, procedures. guidelines etc.? 
Hou much freedom or flexibility do you have in deciding how vou execute vour job? ) 

b. How much control and authority do your subordinates have over their own functions? 

c. How do you control and monitor your subordinates performance? 

d. Do you participate in preparing plans and making decisions for the whole organisation? 

e. Do your subordinates participate in preparing plan and making decisions for the unit? 
(How do you facilitate their involvement? ) 
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S. COMMUNICATIONAND INFORMATION FLOW 

a. Main communication channels used in the organisation (e. g. the main means used by both 
management and the employees to commurucate with each other. ) 

b. Your communication with vour superiors. (e. g. how often? what channels? What problems" 

C. Your communication %%ith your subordinates. (e. g. how often? what channels? What problems? ) 

d. Access to infonnation. (e. g. do you get the information you need and do you get it on timc? ) 

e. Internal and external networking ( that you and/or your subordinates are involved) 

f Any special mechanisms used to get information from the external environment. 
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6. TRAINING AND DEVELOPMENT 

a. Your access to knowledge resource (e. g. access to training, outside exposure. internal mentorship 
etc. ) 

b. How does the organisation build up its talent base. (e. g. job rotation, training, recruitment of diverse 
skills; use of internal and external consultation, etc. ) 

C. How do you train and develop your subordinates. (e. g. attachment, courses, seminar, etc. ) 

d. Advancement prospect in the organisation. (opportunity for internal promotion; to do new things) 
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7. INTERACTION 

a. How do you relate with the top management? ( How do you feel about working and relating NOth 
your superior? Are there any specific mechanisms that facilitates this relationship? ) 

b. How does your subordinates relate to you? (Do you have any difficulty getting close to them? ) 

SECTION B: INNOVATION MANAGEMENT 

Please comment whether the following mechanisms are relevant or not relevant to this Organisation. 
Please elaborate if it is relevant. 

I 

Specific strategies for Imovation 

b. Specific policies for Innovation 

c. Specific resources for innovation: 
(financial, personnel, expertise, etc. ) 

d. Specific organisational structure 
for innovation. (task force, QCC, 
project Teams etc. ) 
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e. Special training programs 
to promote innovation: 

e. Special mechanisms to generate new 
ideas. (e. g. Brainstorming, ideas 
bank, suggestion schemes, etc. ) 

f. Special Reward System for innovation: 

Special recruitment Policies to prornote 
innovation. 

IL Specific Appraisal System to assess 
creativity and innovativeness 

SECTION HI 

Based on your experience in dealing with your subordinates, please comment on any 
problems that you miLht have experienced on the following aspects. 

1. Their relationship with their superiors and their colleague. (How do they feel about interacting 
vAth their superiors and their colleagues? ). 

2. Their involvement in contributing and discussing ideas. (do they express their ideas confidently or 
do they keep their ideas to themselves. If they have any ideas, how do they normally forward 
these? Are they comfortable in debating arguing about an issue? ) 
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3. Their reaction to risk and opportunities (are they iNilling to take risk? What do they consider as 
risk and opportunities? etc. ) 

4. Their reaction to new ideas and changes. (do they seek change, resist change or are they 
indifferent to changes? Do they feel insecure v6th change? etc. ) 

5. Their time orientation (are they short term or long term oriented? ; past or future oriented? ; what is 
their sense of urgency like? ) 

6. How do they like to work ? (the type of assigrunent or task they prefer, do they like to work in 
group or alone?; independently or guided?; are they proactive or reactive? etc. ) 

How do they react to their own success? .... to other's success. 

8. How do they leam? (Do they actively seek learning opportunities Or do they wait to be 
taught? ... 

From whom do they prefer to learn? ) 

Thank you very much. 
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