
de Gruyte r Studie s i n Organizatio n 2 0

Capitalism in Contrasting Culture s



de Gruyte r Studie s i n Organizatio n
An international  series  by  internationally  known  authors
presenting current  fields  of  research  in  organization.

Organizing and organization s are substantia l pre-requisites fo r the viability and futur e develop-
ments of society. Their study and comprehensio n ar e indispensable to the quality of human life .
Therefore, th e serie s aims to :
— offe r t o th e specialis t wor k materia l in for m o f th e mos t importan t an d curren t problems ,

methods an d results ;
— giv e intereste d readers acces s t o differen t subjec t areas :
— provid e aids fo r decisions o n contemporar y problem s and stimulat e ideas.
The serie s includes monographs, collections of contributed papers , an d handbooks .



Capitalism
in Contrastin g Culture s

Editors
Stewart R . Cleg g ·  S. Gordon Reddin g
assisted b y Monica Gartne r

W
DE

G



Stewart R.  Clegg
Professor o f Sociology , Dept . o f Management , Universit y o f St . Andrews, St . Andrews,
Scotland, U.K .
S. Gordon  Redding
Professor o f Managemen t Studies , Hea d o f Departmen t o f Managemen t Studies , University
of Hon g Kong , Hon g Kon g
Monica Cartner
The Graduat e Schoo l o f Busines s and Governmen t Administration , The Victori a Universit y
of Wellington , PO Bo x 600, Wellington, New Zealan d
Library of  Congress  Cataloging-in-Publication  Data

Capitalism i n contrasting culture s /  editors , Stewar t R . Clegg ,
S. Gordon Reddin g ;  assisted b y Monica Cartner .

(De Gruyte r studie s i n organizatio n ;  20)
"Selected paper s fro m a  conferenc e hel d i n Hon g Kon g i n

April 1988 ... organized withi n the Department o f Managemen t
Studies o f the Universit y o f Hon g Kon g unde r th e auspice s o f
APROS (Australia n an d Pacifi c Researcher s i n Organizatio n
Studies)"-Pref.

Includes bibliographica l references .
ISBN 0-89925-525- 6 (U.S. )
1. Corporat e cultur e —Cross-cultural studie s —Congresses.

2. Capitalis m — Cross-cultural studie s —Congresses. I . Clegg ,
Stewart. II . Redding , S . G. III . Cartner, Monica , 1944 - .
IV. University of Hon g Kong . Dept . o f Managemen t Studie s
V. Australian and Pacifi c Researcher s i n Organizatio n Studie s
(Organization) VI . Series .
HD58.7.C347 199 0 89-2379 8
306.3'42-dc20 CI P

Deutsche Bibliothek  Cataloging  in  Publication Data

Capitalism i n contrasting cultures / eds. : Stewart R . Cleg g ;  S.
Gordon Redding . Ass . by Monic a Cartner . —  Berli n ;  Ne w
York :  de Gruyter , 1990

(De Gruyte r studie s in organization ;  20)
ISBN 3-11-011857- 2

NE: Clegg , Stewar t R . [Hrsg.] ; G T

© Printe d o n acid fre e paper .

© Copyrigh t 199 0 by Walter d e Gruyte r &  Co., D-100 0 Berli n 30.
All right s reserved , includin g thos e o f translatio n int o foreig n languages . N o par t o f thi s
book ma y b e reproduce d o r transmitte d i n an y for m o r b y an y means , electroni c o r
mechanical, including photocopy, recording , o r any information storage and retrieva l system,
without permissio n i n writin g fro m th e publisher . —  Printed i n Germany .
Typesetting: Arthur Colligno n GmbH , Berli n —  Printing: Gerike GmbH, Berli n —  Binding:
Lüderitz & Baue r GmbH . Berlin —  Cover desien : Johanne s Rother . Berlin .



Preface

This volum e contain s selecte d paper s fro m a  conferenc e hel d i n Hon g
Kong i n Apri l 1988 , title d 'Firms , Management , th e Stat e an d Economi c
Cultures'. I t was organized within the Department o f Management Studie s
of the University of Hong Kong under th e auspices o f APROS (Australia n
and Pacifi c Researchers i n Organizatio n Studies ) an d co-convene d b y th e
senior editors, wit h administrative co-ordination fro m th e assistant editor .
The conference was a follow-up to th e 198 5 APROS conference , also held
at the same venue, the proceedings o f which are available as The Enterprise
and Management  i n East  Asia.  Hon g Kong : Centr e o f Asia n Studies ,
Occasional Paper s an d Monograph s No . 69 , Universit y o f Hon g Kong ,
1986.
It followe d th e unusua l but , i n ou r view , successfu l forma t pioneere d i n
the earlie r conference . I t wa s designed t o facilitat e maximum substantiv e
discussion b y a  smal l grou p o f informe d scholars . T o thi s end , eac h
discussion sessio n wa s precede d b y a  readin g session , lon g enoug h fo r
three papers to be read quietly and without interruption. Discussion would
then star t without  the forma l 'giving ' o f papers b y the authors . A s well a s
dealing realisticall y with th e fact s tha t (a ) peopl e rarel y rea d paper s i n
advance an d (b ) presenter s ofte n wast e time , thi s produce d ver y rich ,
extended an d penetratin g debate .
A furthe r unusua l featur e o f th e conferenc e wa s tha t al l thirty-seve n
participants wer e sole o r joint author s o f papers presente d an d thu s ha d
an equa l stak e in ensuring it s success . Thi s forma t i s demanding no t onl y
of participants , wh o undoubtedly worke d har d i n absorbing othe r paper s
quickly an d i n substantiatin g thei r own , bu t als o o f th e organizers , wh o
need t o determin e fina l programmin g a t shor t notice . W e should lik e t o
thank al l participants fo r making the conference a  succes s an d t o recom -
mend thi s format to othe r conferenc e organizers .
Peter Standis h was unable to atten d th e conference because o f illness, but
we shoul d lik e t o than k hi m fo r permissio n t o includ e hi s paper , whic h
was full y discusse d i n hi s absence an d fo r hi s cooperation i n revisions.

We were not disappointed in our hopes of attracting a wide range of papers
with respec t t o discipline , subject matter an d leve l o f analysis . As always,
selection of papers fo r publication prove d a  difficult task , but we trust this
volume represent s a  rea l contributio n t o th e field and reflect s some o f the
diversity a s well as the coherenc e o f a  very worthwhile conference.



VI Prefac e

We shoul d lik e t o than k Prof . Pete r Berge r o f th e Institut e o f Economi c
Culture, Universit y of Boston , fo r hi s support . Hi s semina l wor k i n thi s
field largely inspired the conference theme, and th e conference was poore r
for hi s unavoidable absence .
We shoul d lik e t o than k als o th e Departmen t o f Sociology' s staf f o f th e
University o f Ne w Englan d fo r thei r help i n th e earl y stage s o f planning
and o f the Mong Kwok Ping Data Ban k and Departmen t o f Managemen t
Studies, University of Hong Kong , fo r thei r help an d cooperatio n i n th e
later stage s an d durin g th e conference . Finally , bu t no t least , w e should
like t o than k Dr . Biank a Rall e o f d e Gruyte r fo r he r cooperatio n an d
support i n this publication .

Stewart R.  Clegg  S.  Gordon  Redding Monica  Gartner
University o f Universit y o f Hong Kong Universit y o f Hong Kon g
New England , Armidal e
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Introduction:
Capitalism i n Contrasting Culture s
Stewart R.  Clegg  and  S. Gordon  Redding

Each chapte r i n thi s volum e i s a  testamen t t o wha t Granovette r (1985 :
481 —482) ha s terme d th e 'embeddedness ' o f economic action : 'th e argu -
ment that the behaviour and institutions to be analyzed are so constrained
by ongoin g socia l relation s tha t t o constru e the m a s independen t i s a
grievous misunderstanding' . Havin g contrasted Over-socialized ' an d 'un -
der-socialized' conceptions of economic action, Granovette r focuse s on the
central rol e of networks of social relation s in producing trus t i n economi c
life. Granovetter' s genera l approach is one that th e editors would endorse .
What i s useful abou t thi s approach an d implicitl y presen t i n many of th e
contributions to thi s volume, is the stimulu s it provides fo r specifyin g th e
diverse descriptiv e particular s throug h whic h networks o f socia l relation s
and stabl e features , such a s trust , ca n b e produced. The mechanisms may
be diverse ; fo r instanc e the y ma y exis t i n th e charismati c capitalist' s
commitment t o a  mora l econom y i n whic h the y trus t becaus e the y ar e
believed, value d an d i n tur n truste d throug h it s reproductio n (se e th e
chapter b y Biggart) ; trust ma y b e reproduce d throug h th e importanc e of
the Chinese family business and its inheritance conventions for the complex
networks of economic action whic h characterize overseas Chinese business
people (see the chapters by Redding and Whitley , Tarn); other mechanisms
are manifes t i n th e contrastin g conten t bu t functionall y simila r role tha t
is provide d b y comparin g economi c embeddednes s i n 'communitarian '
Japan, 'patrimonial ' Sout h Korea , 'patrilineal ' Taiwa n an d 'representa -
tional' Swede n (the chapters by Hamilton , Ki m an d Zeile ; Clegg, Higgins
and Spybey) . Other example s abound in the volume .
This widespread re-discover y of what Berge r (1987) has termed 'economi c
culture', embedded i n th e heartland s of contemporary capitalism, i s quite
at odd s with the conventiona l conception no t onl y o f most o f economic s
but als o o f th e centra l tradition s o f th e sociolog y o f economi c lif e an d
organizations which derive from th e work o f Ma x Weber . For Weber , the
existence o f cultur e an d meanin g in th e economi c cod e o f moder n capi -
talism would have been an agreeable paradox. Agreeable, because his basic
conception o f economics was not one which stressed i t as a natural science,
but instea d regarde d i t a s a  cultura l science . Th e parado x woul d aris e
because i t wa s Weber' s vie w tha t althoug h moder n industria l capitalis m



2 Stewar t R. Cleg g and S . Gordon Reddin g

had bee n forge d in the hea t o f religious values and cultur e i t was set in a
mould fro m whic h these sources of meaning were draining away. The pan-
cultural value of 'rational action' would transform the contours o f modern
capitalism t o a  uniformity i n which cultural value was absent.
Ideas suc h a s thes e ar e a t th e cru x o f th e Webe r (1930 ) hypothesi s con -
cerning th e 'Protestan t Ethic' . I n thi s wor k h e implicate s th e specifi c
cultural embeddednes s o f Protestantis m a s a  majo r causa l agenc y i n th e
genesis of modern capitalism, an analysis which is elaborated an d extended
rather than undercu t in his later work (Weber 1923 , see Collins 1980). The
Protestant Ethic  an d th e Spirit  o f Capitalism  posits a  gloom y an d unpre -
possessing view of his future and our present. Weber anticipated an horizon
of meaninglessness , an 'iro n cage ' o f bureaucrac y entrappin g u s a s 'littl e
cogs' i n a vas t machiner y of effor t expende d to n o highe r purpose , t o n o
other cultural ideals than those of dull compulsion, necessit y and relentless
striving. Weber's was a characteristically modernist yet retrospective vision;
the sam e sens e of gloomy foreboding , th e creativ e individual' s despai r a t
the adven t o f mas s societ y an d th e dominatio n o f th e machine , was on e
echoed acros s the human sciences , aesthetics , cinema and othe r visual arts
in th e text s of hi s near contemporarie s suc h a s Walter Benjamin , Charle s
Chaplin, Georg Simme l and T . S. Eliot. Modern times , dominated b y ar t
produced i n an d b y the ag e o f machinery, wer e articulate d i n wha t were
taken to be some of their most representativ e experience, as a meaningless
wasteland. B y the 1950 s an d 1960 s thi s aestheti c experienc e ha d becom e
the normal science of modern sociology , encapsulated i n works such as W.
H. Whyte' s (1956 ) Th e Organization  Ma n o r Herber t Marcuse' s (1964 )
critique of One-Dimensional Man. Later , it was to join ranks with romantic
currents in the modernist project, culminating in Braverman's (1974) whole-
sale critique o f Th e Degradation  of Work  i n th e Twentieth  Century,  giving
rise t o a  'labou r proces s debate ' throug h whic h Willia m Morris ' ghos t
might just, sometimes , be visible .
Meanwhile, outside of the aesthetic mainstream and the representations of
the world which expressed its concerns, there was an undercurrent of solid
industrial anthropolog y i n bot h Europ e an d Americ a whic h wa s les s
inclined t o accep t th e modernis t prognosi s o f cultura l denudatio n tha n
were the 'normal science' heirs of Weberian rationalism. In Europe writers
like Jaques (1951) in Th e Changing Culture  of a Factory an d Crozie r (1964)
in Th e Bureaucratic  Phenomenon had plumbe d th e organizationa l depth s
of cultura l despai r an d foun d the m t o be , i n contras t t o th e receive d
wisdom, ric h an d fertil e ground s o f huma n imagination , purpos e an d
achievement, eve n i f thi s occurre d withi n th e mor e genera l bureaucrati c
bondage. I n the United State s researcher s like Roy (1960) were coming to
similar conclusions: within the iro n cage , whethe r its frame wa s cast fro m
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a capitalis t o r a  bureaucrati c shell , cultur e wa s aliv e an d well , meaning
existed. The radica l twis t to modernis m sa w this occurrin g i n spit e of th e
iron cag e o f capitalis t relation s eve n a s i t irrevocabl y reproduce d the m
(Burawoy 1979 , Willi s 1977) , whil e mor e conservativ e prognose s sa w i n
this discovery of culture the 'salvation ' o f capitalism, it s revitalization, it s
holy grai l of'excellence ' (Peter s and Waterma n 1982) .
Weber n o longe r neede d repairin g o r correctin g o r roundin g out , a s a n
earlier generation of scholars had done (e. g. Blau and Scott 1963, Gouldner
1954). Th e empirica l limit s o f Weber' s (1978 ) idea l typ e o f bureaucrac y
could no w b e delineated through type s tha t wer e not s o much accidenta l
or designe d deviation s fro m th e idea l (e.g . Burn s an d Stalker' s [1961 ]
Organic' typ e o r Emer y an d Trist' s [1965 ] 'socio-technically ' designe d
system) as exemplifications of a reality barely visible in the representation s
of modernism.
Two distinct 'alternative realities' were initially addressed: those of counter-
cultural 'alternativ e organizations' (Rothschil d an d Whit t 1986 ) and thos e
of the 'clannish', but , t o a  modernist, rationalis t aesthetic , equall y strange
world o f Japanes e organization s (Ouch i 1980) . Muc h o f thi s volum e i s
concerned t o explore some of the major implications of the latter alternative
and t o addres s it s distinctivenes s in analytica l an d empirica l terms . Th e
former, i t ha d bee n thought , wa s o f littl e valu e t o a n understandin g o f
other tha n ideologicall y motivated, 'radical' , alternative and smal l organ -
izations (Cleg g an d Higgin s 1987) . However , there doe s i n fac t appea r t o
be a  majo r organizationa l typ e whic h i s different fro m bureaucracy , bu t
whose differenc e i s expressed, no t i n politicall y radical ideologica l terms ,
as in Rothschild and Whitt' s (1986) collectivist organizations, bu t i n terms
of a  radicall y conservativ e ethi c o f 'charismati c capitalism' . Ther e are ,
indeed, mor e niche s whereb y th e allege d meaninglessnes s o f th e moder n
world migh t b e avoide d tha n wer e dream t o f i n an y o f th e modernists '
imaginations.
In he r contribution 'Charismati c Capitalism: Direct Sellin g Organizations
in th e US A an d Asia ' Nicol e Woolse y Biggar t delves into a  worl d many
of u s must kno w of fro m Tupperwar e parties o r fro m 'Avo n calling' , bu t
have, perhaps, never seriously considered as an organizational form. Direct
selling organizations employ 5% of the U. S. labour force and are spreading
rapidly in Asia where the cultural affinities an d materia l circumstances o f
a vigorou s capitalism, extende d familism , subordinate d labou r forc e par -
ticipation b y wome n an d a  strongl y moral orderin g o f statu s hierarchies
resonate harmoniously with a mode of organization and marketing sprung
from th e suburba n communit y of the United States .
While economic actors wh o ar e strongl y motivated b y politically ideolog-
ical beliefs are an apparent embodiment of cultural embeddedness, it would
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be a  mistak e t o thin k tha t religiou s belief s ca n n o longe r fulfi l th e rol e
that Webe r originall y drafted fo r them . A s th e delightfu l ethnography o f
the 'Duck Islanders' by Acton demonstrates, strongl y held and communally
reinforced religiou s beliefs can functio n a s a means of ensuring that highly
successful economi c network s of social relation s may be reproduced acros s
both spac e an d time .
Both Biggar t and Acton's contributions point to the consequences o f quite
specific cultura l configuration s fo r economi c action . They ma y b e said t o
be concerne d wit h a  mor e micro , localize d conceptio n o f cultur e a s i t i s
lodged in particular capitalist enterprises constituted within specific cultural
configurations. Bot h chapter s identif y a  particula r cluster  o f values a t th e
level o f individual actors an d poin t t o th e consequences o f these for thos e
organizations that 'contain ' these individual s and whic h assemble distinc-
tive economic actio n premise d precisely on thes e particulars . Eac h contri -
bution i s generated fro m a n intensiv e ethnography o f a  particula r mora l
community.
Of far more general scope is the contribution which opens our consideratio n
of 'Culture' s Consequences ' i n th e las t par t o f th e book , wher e th e thre e
more explicitl y micro-leve l conception s o f cultur e a s a n individua l phe -
nomenon ar e located . Indeed , followin g o n fro m th e path-breakin g work
of Hofsted e (1980 ) (t o who m wit h du e respec t w e ow e th e titl e o f thi s
section), Bond and Hofstede , the authors of The Cas h Value of Confucian
Values', propos e tha t cultur e shoul d bes t b e understood a t th e individual
level a s 'th e collectiv e programming o f th e min d whic h distinguishes the
members of one category o f people from another' . While most of the othe r
contributions t o thi s volum e focu s o n mechanism s o f wha t Bon d an d
Hofstede ter m 'collectiv e programming' , i n thi s contributio n the y focu s
instead o n measuring culture' s effec t i n the mind s o f individuals, throug h
a concept of'dimensions of culture'. Standardized on a vast research effort ,
spanning 53 nations, the project identified fou r main dimensions of culture:
power distance , individualism , masculinity versus femininit y an d uncer -
tainty avoidance. I n the research reporte d i n this chapter th e data on these
dimensions for the 53 countries were correlated with measures of per capita
GNP an d economic growt h t o trac k th e relationshi p between culture and
economic performance . However , no consisten t causa l pathwa y from cul -
ture to econom y coul d b e established o n thes e measures .
The absenc e o f a  findin g i n th e origina l data i s not th e en d o f th e story .
Bond subsequentl y conducted a  Chines e Valu e Survey , base d no t o n th e
original Western project o f Culture's  Consequences  (Hofstede 1980 ) but o n
values grounded i n Chinese culture. Three of the same dimensions recurred
in this data as were found in the Hofstede study : these were the dimension s
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of powe r distance , individualis m and masculinit y —  femininity. However ,
no dimensio n tha t corresponde d t o tha t o f uncertaint y avoidanc e i n th e
original study could b e found. I t appeared to be so foreign to th e Chines e
value-set that a  concern wit h transcendental issue s of truth an d th e searc h
for i t wa s absent . Instead , a  fourt h dimensio n o f 'Confucia n dynamism '
was evident . Th e variabl e natur e o f thi s dimensio n ra n fro m a  dynami c
future-oriented mentalit y t o on e whic h wa s mor e stati c an d traditio n
oriented.
While non e o f th e earlie r dimension s o f cultur e ha d an y consisten t rela -
tionship wit h economi c growth , thi s wa s no t th e cas e wit h Confucia n
dynamism. I t correlate d consistentl y wit h economi c growt h i n term s o f
higher score s o n it s positiv e pole , an d lowe r scores o n th e negativ e pole .
The conclusions tha t Bon d an d Hofsted e dra w fro m thi s findin g ar e tha t
there is a Confucian cultural ethic and that it is causally linked to economic
success. I n addition , the y argue , ther e i s also a  Wester n transcendentalis t
ethic concerned wit h th e searc h fo r Trut h (uncertaint y avoidance ) whos e
focus o n analysis , rathe r tha n th e synthesi s of th e Confucia n value , i s in
the presen t worl d a n economi c handicap . I t i s to th e conjunction o f these
factors tha t the y are incline d to attribut e Eas t Asia n success .
The contribution s i n th e fina l par t o f th e boo k al l reflec t a n individual-
level concer n wit h culture , fro m th e grounde d ethnographie s o f Biggar t
and Acto n t o th e psychometric s o f th e Bon d an d Hofsted e project . Th e
latter touche s o n a  fa r mor e globa l and macr o issue , a concern fo r which
will recu r i n othe r contribution s t o th e volume : ca n specifi c conception s
of a n economi c cultur e b e adduced , an d i f so , wha t i s the natur e o f th e
institutional framework s which serve to scaffold , suppor t an d sustai n this
culture?
Such issue s may b e raise d a t eithe r a  mor e meso-leve l o r a  mor e macro -
level conception o f an economi c culture . Fo r instance , the contribution t o
this volum e b y Wilk s o n Th e Embodimen t o f Industria l Cultur e i n Bu -
reaucracy an d Management ' addresse s th e concep t o f a n 'industria l cul -
ture', a  leve l o f somewha t mor e focuse d applicabilit y than th e genera l
concept o f economi c cultur e a s Berge r (1987 ) introduce d it . Whil e th e
general concep t designate s a  macr o aren a o f nationall y o r culturall y
bounded characteristics , industria l culture refers to more specificall y meso-
cultural phenomena : th e attitude s t o stat e interventio n hel d b y ke y insti -
tutional elites . Suc h attitude s ar e take n t o b e taci t bu t specifi c guide s t o
action embodie d i n patterns o f recruitment, financing, structure and proc -
ess i n organizationa l norms : wha t Cleg g (1981 ) ha s referre d t o a s 'sedi -
mented selection rules' or Off e (1975 ) has referred to in state organizations
as 'structura l selectivity' . Ther e ar e eviden t similaritie s of focu s an d con -
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ceptualization betwee n Wilks ' vie w of industria l cultur e an d th e institu -
tional stres s i n th e economi c cultur e perspective s o f Clegg , Higgin s an d
Spybey. Bot h paper s identif y th e importanc e o f th e wa y i n whic h th e
normative and institutiona l frameworks influence rational actio n an d cal -
culation. Togethe r wit h th e othe r paper s i n Par t On e the y als o focu s
explicitly on th e challenge posed fo r th e Western economies b y the forms
of enterprise and organizatio n whic h have sustaine d th e competitive edge
that Eas t Asi a i s now widely regarded a s having developed.
Wilks, followin g the critiqu e o f 'Englis h peculiarities ' launche d b y Ne w
Left Review  in the 1960s , iterates how there developed a civil service culture
in Britai n which crucially handicapped th e deepening and developmen t of
the firs t 'capitalis t revolution' . B y contrast, distinctiv e patterns o f culture
which were more facilitativ e of the stat e fosterin g industrial development
came to characterize Germany,  Franc e an d Japan .
The Germa n cas e i s marke d bot h b y mor e specificall y interventionis t
ministries in the economic arena , a s well as a  much les s 'liberal ' traditio n
of politics and a  far more Organized' capitalism tha n occurre d i n Britain.
France has  bee n eve n mor e characterize d by  a  clos e coordinatio n at  the
elite leve l betwee n governmenta l bureaucracy an d industry , leading some
observers (Karpik 1987 ) to spea k o f a 'French industria l system' spanning
both th e public servic e and industria l enterprises .
Not sinc e Comodore Perry' s ships opened u p the cultural delights of Japan
to Victoria n appreciation an d tast e throug h th e conduit s o f Gilber t an d
Sullivan, th e Victori a an d Alber t Museu m an d othe r cultura l centre s o f
Europe, ha s Japa n enjoye d a  vogu e s o fashionabl e and appreciate d a s i t
does today . Onc e more , despit e th e prosai c stuf f o f economics an d tech -
nology, i t i s overwhelmingly in cultura l term s tha t Japa n i s appreciated .
But how appropriate is such appreciation and the subsequent sequestration
premised o n it ? Wilks and Clegg , Higgins and Spybe y cast a  sceptica l eye
over the culturalist interpretation o f the Japanese 'economic miracle', with
its celebration of 'groupism', 'consensus ' and 'Confucianism' . Whil e Clegg
and hi s colleague s see k t o demonstrat e th e realitie s o f th e industria l
structure which they perceive beneath th e surface of the consensualist gloss,
Wilks presents a realist's guid e to the nature of Japanese bureaucracy . One
aspect immediatel y strikes those familia r with , for instance , th e Britis h o r
Australian situation . First , ther e i s neither Treasury dominanc e ove r th e
arena i n whic h promotio n i s determine d a s i n Britain , no r i s ther e th e
rapid circulation of public service personnel through different department s
which characterizes Australia. In the latter, the preponderance of economics
graduates (which , given th e natur e o f th e disciplin e in Australia n univer-
sities, ten d t o a n orthodo x marke t an d libera l stance ) an d th e shee r
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centrality an d weigh t o f Treasur y lead s t o a  discursiv e dominanc e o f
categories o f 'economi c rationalism' . I n Japan , i n contrast t o bot h coun -
tries, Treasury appear s no t t o b e wholly pre-dominant no r ar e individual
careers made on the terms of a perceived loyalty, commitment and expertise
to a  generalize d servic e ethic , howeve r expressed : as , fo r instance , eithe r
the traditiona l conceptio n o f Britis h gentlemanl y amateuris m o r mor e
recent notion s o f economic rationalism . By contrast, i n Japan on e joins a
Ministry and remain s in it , and loya l to it , for one's working life. Embed -
dedness a s practical policy , one might argue .
As Clegg , Higgin s an d Spybe y observe , thi s continuit y o f caree r i n on e
organization als o characterize s th e Swedis h socia l democrati c economi c
culture. T o have identified on e variabl e constan t acros s tw o suc h divers e
types o f economi c cultur e bu t suc h consistentl y successfu l ones, suggest s
that it s importanc e shoul d no t b e overlooked . A  fre e marke t i n career s
and loyaltie s may no t b e th e mos t effectiv e an d efficien t mean s of gener -
ating nationa l economi c success , precisel y because o f the exten t to which
it disembed s economic action . Also , i n bot h countries , someon e schoole d
in th e mor e adversaria l styl e o f decisio n makin g favoured i n th e Anglo -
Saxon nation s woul d b e totall y confounde d b y th e absenc e o f wha t the y
took t o b e norma l correlate s o f management . Give n th e greate r cultura l
distance, this is, perhaps, eve n more striking with respect t o Japan. In bot h
Sweden an d Japa n th e han d o f the stat e i s extremely visible. The rhetori c
of th e Ne w Righ t i n it s advocac y o f fre e markets , monetaris m an d de -
regulation would appea r a s exotically strange in both o f these countries as
their institutiona l fabric s —  each strikingl y dissimilar i n mos t respects ,
especially th e crucia l on e o f representatio n —  appea r t o Anglo-Saxo n
observers.
The questio n whic h Wilks addresse s i s how wa s i t tha t thi s Anglo-Saxon
exotica, which to Japanes e o r Swedis h eyes would appea r t o b e a  bizarr e
liberalism, with its commitment to markets, individualism and voluntarism,
how wa s i t reproduce d fro m it s petty-bourgeoi s root s i n earl y Britis h
industrial capitalism ? (I t i s important t o distinguis h industrial capitalism
from primar y production , resourc e exploitation , agraria n capitalis m an d
more speculative ventures in this respect : thes e were frequently aristocrat -
ically sponsored. ) Ho w di d thi s firs t economi c miracl e happen ? Wilk s
nominates a s explanatory factors th e following : the underdevelopmen t of
a Britis h managerial cadre; a  correlating aversion to technological involve-
ment i n production , leavin g suc h wor k t o intermediarie s ( a facto r als o
highlighted b y Clegg , Higgin s and Spybey ) and th e relativel y weak pea k
organization an d representatio n o f th e Britis h industrial elite . Thi s i s in
marked contrast to West Germany, France , Japan and (pace  Clegg , Higgins
and Spybey) Sweden. The difference can not be attributed to any underlying
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national cultura l explanatory variable, but the outcome is a distinct culture,
one embedde d i n an d constructe d ou t o f a  comple x institutiona l frame ,
differently crafte d i n eac h situation . O n thi s Wilk s an d Cleg g a s wel l a s
Higgins and Spybe y are in agreement. Wha t i t boils down t o i s a questio n
of institutionall y constructin g cultur e a s mor e o r les s functiona l o r dys -
functional.
The issu e o f functionalit y necessaril y raise s th e issu e o f functiona l fo r
whom? In an implicit way this issue is also raised by Wilkinson and Oliver' s
consideration o f th e impac t o f Japanes e industria l cultur e i n Britain ,
particularly as it re-shapes th e frame o f British industrial relations practic e
and its central actor: the British worker. In so many accounts suc h workers
have bee n cas t a s the villain s in a  heroi c struggl e t o achiev e a n economi c
breakthrough whic h crashe s throug h th e blockage s t o organizationa l ad -
aptation, s o often seen as endemic to Britain. Of course, ther e is a refraction
of this which, through the same glass , bu t darkly , sees the militant worker
as bein g i n th e vanguar d o f revolutionar y struggle . Heroe s an d villains ,
although the y mak e fo r goo d traditiona l stories , ma y no t serv e th e tas k
of socia l analysi s s o wel l a s a  focu s o n th e structure s whic h contai n bot h
types o f excessive individualism.
Other paper s i n Par t Thre e o f th e volum e als o tak e u p thi s them e o f
blockages an d breakthrough s i n organizationa l adaptation . Fo r instance ,
Boisot an d Chil d focu s o n th e limit s t o th e 'capitalis t revolution ' whic h
some authors hav e predicted fo r China (Cheung 1986) , while Mannari and
Marsh focus at the organization leve l on correlates o f successful adaptatio n
within th e overal l categor y o f Japanes e enterprise . Thi s i s particularl y
useful becaus e i t enable s on e t o focu s o n th e mor e specifi c organization -
level correlate s o f wha t i s ofte n treate d a s a n aggregat e case . Marceau' s
paper perform s a  simila r disaggregationa l functio n fo r anothe r muc h
vaunted aggregat e categor y o f economi c success : tha t o f th e smal l firm .
We shall return t o the other paper s in this part of the volume subsequently.
For th e presen t w e will discus s Marceau .
'The Dwarves of Capitalism', as Marceau call s them, have been subjec t to
almost eulogisti c political prognose s fo r thei r contribution t o OEC D eco -
nomic growt h durin g th e 1980s . Instead , Marcea u argues , a s d o othe r
contributors to this volume, small firms have to be seen within the broade r
context o f th e economi c relation s tha t locat e the m i n th e economic s o f
larger firms . O n thi s basi s th e economi c culture s o f thes e smal l firms wil l
vary, depending o n th e natur e o f their embeddednes s withi n the econom y
dominated b y larger firms . One type of economic culture is exemplified b y
the craftsman-entrepreneur , draw n fro m th e rank s o f th e workin g class ,
producing traditiona l product s fo r stabl e markets . Suc h smal l firm s ten d
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to be risk averse, conservative, uninnovative and low in market orientation .
By contrast , opportunisti c entrepreneur s wil l b e fa r mor e middl e class ,
better educated , manageriall y skilled , innovative, ris k takin g an d marke t
oriented.
These distinctions characterize a  scene which is rapidly changing through-
out the OECD. The changes are being structured throug h the opportunitie s
posed b y th e radica l natur e o f ne w technologies . Tw o o f thes e ar e o f
particular consequence fo r the argument o f the chapter. First , thei r adop-
tion ma y lea d t o majo r readjustment s i n th e marke t betwee n larg e an d
small enterprises . Second , thes e ma y i n tur n stimulat e th e generatio n o f
small enterprise s through a  reorganizatio n o f the divisio n of earlier form s
of manufacturin g production. Consequen t upo n suc h reorganizatio n an d
redivision, ne w form s o f organizationa l contro l an d coordinatio n ar e
developing which challenge the notion o f the individual firm as the appro-
priate uni t o f analysis . Th e challeng e i s raise d precisel y becaus e o f th e
nature of these firms as an embedded network , particularly through forms
of contracting relation s rather tha n throug h th e classic hierarchical modes
which hav e preoccupie d organizatio n theor y fro m it s precursor s i n Ma x
Weber to the present day. This is not to imagine some liberal Utopia devoid
of hierarch y an d compose d onl y o f markets : o n th e contrary , i t i s t o
acknowledge a world in which there exist s a complex hierarchy o f market
relations unde r th e dominanc e o f larg e enterprises , enterprise s whos e or -
ganizational boundednes s i s no t envelope d withi n thei r lega l for m bu t
which hold s swa y ove r thos e network s o f relation s tha t the y creat e an d
join.
One o f th e majo r way s i n whic h cultura l isomorphis m o f organizationa l
forms ma y develo p i s through th e consciou s importatio n an d borrowin g
of ingredient s from recipe s whic h appear t o hav e worke d wel l elsewhere .
At th e vanguar d o f suc h importatio n on e wil l frequentl y fin d foreig n
national firm s wh o ar e directin g investmen t int o offshor e productio n
facilities. A  significan t par t o f th e reviva l o f Mrs . Thatcher' s 'enterpris e
culture' i n Britai n ha s bee n th e encouragemen t o f suc h investmen t fro m
Japan, which , a s Wilkinso n an d Oliver' s contributio n t o thi s volum e
demonstrates, ha s also been a source for conscious adoptio n an d diffusio n
of practice s isomorphi c wit h what are take n t o b e the essence o f Japanese
management. However , thei r adoption , diffusio n an d encouragemen t ha s
not bee n withou t resistance , a s they elaborate.
'We're Brit s not Nips ' mus t b e on e o f th e mos t emphaticall y nationalist,
not t o sa y racist, slogan s under whic h working class actio n an d resistanc e
has been organize d sinc e the demise o f the Australian labou r movement' s
commitment t o 'Whit e Australia ' a s a  bastio n o f antipodea n socia l de -
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mocracy. A t roo t th e sloga n ha s gaine d currenc y i n the Unite d Kingdo m
as a  means fo r tappin g a  taci t conceptio n o f what bein g a  Britis h worker
means i n term s o f a  mora l community . Agains t singl e enterpris e o r n o
unionism it means a traditionally craft fragmented labour unionism; against
a communitaria n ethi c in th e firm i t pit s a n individualisti c or adversaria l
ethic, wit h communit y reserve d fo r th e locale s o f club , hom e an d class ;
against flexibl e workin g arrangements i t oppose s a  dogge d determinatio n
to abid e b y hard-wo n demarcation s achieve d throug h pas t struggles : i n
short, agains t current conception s o f a reasonable an d responsibl e worker
it upholds what is so often caricatured a s the 'bloody-minded' anti-business
ethic o f Britis h unionism .
For th e las t decade , bot h inspire d b y an d takin g issu e wit h the wor k o f
Braverman (1974) , a  leadin g theme o f much Britis h industrial an d organ -
izational sociolog y ha s bee n t o poin t u p th e 'rationalit y o f resistance '
implicit i n thi s 'bloody-mindedness' . Give n a  conceptio n o f economi c
organization involvin g 'us ' an d 'them' , 'tw o side s o f industry' , an d th e
'class struggle' , the n a  zero-su m conceptio n o f powe r wil l pervad e bot h
the literatur e an d organizationa l life . Fro m thi s perspectiv e workers '
bloody-minded resistance  an d reluctanc e t o chang e i s simpl y a  rationa l
defence o f gain s laboriousl y achieve d i n pas t struggles , agains t thos e
strategies o f managemen t an d capita l whic h ar e designe d t o intensif y th e
terms o f the effor t bargai n b y which labour i s employed.
The most effectiv e wa y of short-circuiting the necessary struggle attendan t
on th e given s of a  zero-sum conception o f the gam e i s to change th e rule s
in suc h a  wa y tha t winning , losing and th e natur e o f pla y ar e redefined .
Management consultant s refe r t o thi s a s achievin g a  'win-win ' situation .
It i s a  realizatio n o f an d a  resistanc e t o thi s plo y whic h i s s o starkl y
expressed in the claim 'We're Brit s not Nips' . The plo y —  let us call it th e
Nipponization mov e —  seeks to redra w the gam e b y re-drafting the rules .
In Britai n th e Nipponizatio n o f th e industria l cultur e i s wel l unde r way ,
as Wilkinson and Olive r address i n their contribution 'Japanes e Influence s
on Britis h Industrial Culture', not onl y through direc t investmen t but als o
through th e conduit s o f cultural exampl e and economi c compariso n (als o
see Wilkinson and Oliver' s 198 8 issue o f the Industrial  Relations  Journal).
In short , ther e i s ever y reaso n t o assum e tha t 'Brits ' ma y wel l becom e
more lik e 'Nips ' i n thei r work practice s i n the foreseeable future .
What i s involved in the Nipponization mov e is simple in principle, if more
difficult t o achieve in practice, a s Wilkinson and Oliver outline. Essentially,
it involve s the constructio n o f a  flexible , efficien t manufacturin g system ,
involving tigh t discipline , the eliminatio n o f down tim e fro m th e working
day, tight quality control an d scheduling , often o n a just-in-time basis, th e
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creation o f a  solidaristi c ethi c base d o n th e corporatio n rathe r tha n o n
cross-cutting affiliations and an attempt to construct a  harmony of interests
between managemen t an d worker s rathe r tha n a  relationshi p base d o n
antagonisms an d contradictions . A s the y identif y it , a  centra l featur e i n
facilitating thi s achievemen t is th e 'Compan y Advisor y Board' , i n which
joint negotiation s betwee n worker s an d managemen t tak e place , ofte n
outside the union structure , i n order to produce bindin g arbitration. Con -
tracts i n whic h trus t ca n b e vested  ar e th e desire d outcom e o f suc h
negotiations.
If trus t i s to b e secured intra-organizationally , i t must also be the basi s o f
inter-organizational relationships , particularl y wit h subcontractin g firms ,
if Nipponizatio n i s to b e full y implemented . In par t (a s i s also stresse d i n
the contribution b y Clegg , Higgin s and Spybey) , an importan t elemen t in
this is time: one must have a basis for reasonably stable expectations about
the future i f one is to trust one's plans. I f a key component o f the economic
culture which Nipponization move s to achiev e i s a contex t o f trust , then ,
as Clegg , Higgin s an d Spybe y poin t ou t i n thei r chapte r o n '"Post -
Confucianism", Socia l Democrac y an d Economi c Culture' , i t i s as wel l t o
realize that th e evidentia l basis fo r ceding tha t Japanes e economi c cultur e
is particularly harmonious and based on trust is somewhat more ideological
than i s ofte n appreciated . A s a  numbe r o f revisionis t writers o n Japa n
have suggested , th e trust , harmon y an d groupis m strive n for i n Nipponi-
zation i s a  sociall y constructe d myt h abou t Japanes e reality , carefull y
nurtured by the Japanese elite. Beneath the mythical surface is a conteste d
terrain i n both recen t histor y and curren t practice . Whil e current practic e
may b e les s violen t than recen t history , i t belie s the superficia l picture of
happy, loyal , compan y song-singin g drones depicte d b y bot h th e propo -
nents and antagonist s of the consensus view of Japan. Instead , as is stressed
both by Wilkinson and Olive r with respect t o Japanese practic e i n Britain,
and b y Clegg , Higgin s an d Spybe y wit h respec t t o Japan , th e crucia l
characteristics of Japanese economic culture are far more institutional than
some of the proponents o f a unique 'post-Confucian' cultura l configuration
might allow . Key features , in addition t o thos e previousl y noted i n Wilk-
inson an d Oliver , include interna l labou r market s (whic h we also fin d i n
banking: se e Lewi s an d MacGregor' s pape r i n thi s volume) ; a  divide d
labour movemen t i n bot h th e part y an d unio n sphere , compan y towns ,
extensive levels of subcontracting an d out-workin g as the easil y expended
basis for flexibl e production; · all of thi s institutional framework sustains a
small cor e o f worker s rigorousl y selecte d fro m elit e school s base d o n
competitive examinatio n fro m kindergarte n leve l onward s wh o ar e con -
sciously incorporated int o a  'corporate culture'.
Institutional features , considered a t th e macro-level, are clearly importan t
in considering Japanese economic performance. I n addition, it is important
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to understand the internal organizational relationships which are conducive
to successfu l performance , particularl y a s ther e i s reaso n t o believ e tha t
these arrangement s ar e relativel y stable acros s countrie s an d thu s acros s
different cultura l an d institutiona l framework s (Donaldson 1986) . Japa n
is o f the utmos t interes t t o suc h analysi s because i t i s in and wit h respec t
to thi s countr y tha t th e culturalis t explanation s hav e ha d thei r fulles t
expression. Consequently , th e chapte r b y Mannar i an d Marsh , base d o n
solid empirica l dat a collecte d a t th e organizatio n level , i s o f particula r
importance.
Mannari an d Mars h repor t o n a  longitudina l stud y whic h compare s 4 8
manufacturing organization s i n on e prefecture . Unlik e most othe r large -
scale comparative analyse s the researc h i s not simpl y cross-sectional; the y
are abl e t o stud y structura l chang e i n th e organization s ove r time . Th e
contribution, Organizationa l Change an d Stabilit y in Japanese Factories :
1976 — 1983', marks a  substantia l revisio n of not onl y receive d wisdom o n
the importanc e o f cultural specificit y bu t als o o n th e natur e o f structura l
causality in organization analyses . Hitherto ther e have been two main axes
to thi s debat e constructe d aroun d tw o contrastin g dichotomies : thos e o f
power vs . efficiency (on e think s of the debates betwee n Perro w [1986 ] and
Williamson [1985] ) and o f siz e vs. technology, th e classica l leitmoti f of s o
much wor k i n the Asto n Schoo l (e.g . Pug h an d Hickso n 1976) .

One implicatio n o f Mannar i an d Marsh' s contribution i s that th e wa y in
which thes e dichotomies force us into either/o r consideration i s something
which can b e short-circuite d b y causal , longitudina l analysis . Thus, i n the
explanation they present o f the substantia l changes tha t occurred ove r the
period studied , bot h power , size , technology an d efficienc y ente r int o th e
explanation. Mor e automate d technolog y i s importan t i n explainin g th e
increasing us e o f bot h mechanize d qualit y contro l an d greate r R  & D
expenditure and sale s pe r employee : th e latte r throug h th e causal path of
mechanized quality control. Eac h o f these factor s ha s bee n stresse d i n the
literature i n Japanes e organization s a s a n aspec t o f Japanes e uniqueness :
the lo w rejectio n rat e resultin g fro m tigh t qualit y control : th e greate r
productivity resulting from enhance d R  & D expenditure an d th e achieve-
ment o f more competitiv e products . I n Mannar i an d Marsh' s explanatio n
each o f these phenomen a i s seen t o b e a n effec t o f increased automaticit y
of technology. However, the more advanced th e technology use d it appear s
that ther e i s a  weakenin g relianc e o n university-educate d personnel . Thi s
would see m t o suppor t th e view s o f thos e writer s wh o stres s th e clos e
relationship betwee n powe r an d technology , observin g ho w routinizatio n
of professiona l determinatio n i s effectivel y erodin g som e sphere s o f pro -
fessional discretion (Cleg g and Dunkerle y 1980, Clegg, Boreha m an d Do w
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1986, Fo x 1974 , Perro w 1986) . I n addition , greate r us e o f automate d
technology leads to weake r interdependency between sub-units .

If som e aspect s o f the argumen t fro m technolog y (an d power/technology )
are supported , s o too ar e aspect s o f the arguments fro m size . Greater size ,
measured bes t i n term s o f personnel , lead s t o th e us e o f mor e electroni c
data processin g technology , proliferatin g job title s and a  greate r spa n o f
control for first line foremen, as well as more interdependence among work
flow segment s an d a  greate r probabilit y tha t a  labou r unio n wil l b e
recognized.

Rate of change in size also proved important ; as it was greater so the value
of production ros e and , agains t conventiona l wisdom , voluntary turnover
declined. Moreover , large r firm s wer e mor e likel y t o hav e differentiate d
management from ownership . Both size and a n entrepreneurial foundation
have a  positiv e relationshi p wit h increase d differentiation ; the latte r di -
minishes bot h verticall y an d horizontall y wit h th e centralizatio n o f au -
thority. Siz e increase s ma y generat e increasin g structura l differentiation;
alternatively it may be that developing new product lines leads to additional
units no t onl y of productio n bu t als o o f control . O f necessity , increasing
control lead s t o greate r administrativ e functiona l specializatio n a s i t be -
comes more and mor e difficul t wit h increasing size for direc t control t o be
sustained. Delegation t o functiona l specialists is the means of extension of
direct contro l an d henc e a  cause o f greater complexity.
While increasin g siz e lead s t o a  transitio n fro m mor e direc t contro l t o
administrative control, i t does so only where it i s 'new-product' driven . It
is produc t diversification , leadin g t o increase d scal e o f operation s an d
decreased centra l direc t control , whic h i s of causa l importance . Whether
it leads to greater administrative formalization or not i s contingent in large
part on the degree of autonomy i n itself and th e accountability to external
control tha t a n organizatio n has . Larg e autonomou s organization s have
less formalizatio n than larg e dependent organizations . The siz e argument
can no t b e dissociated fro m th e power argument .
While it would seem to b e the case that siz e and powe r can no t b e deemed
entirely separat e explanator y factors , i t woul d als o see m tha t powe r ca n
not b e cordone d of f fro m efficienc y explanation s either . I n declinin g
organizations manager s an d supervisor s ar e les s likel y t o los e thei r jobs
than workers . Why? Mannari an d Mars h speculat e tha t i t wil l b e because
supervisors remain necessary while there is functional superordination an d
subordination i n thei r section : in othe r words , a s lon g a s powe r prevails.
Managers ar e she d more slowly because, the y suggest, thei r task i s to sca n
and manag e th e externa l environmen t and t o counte r th e organizationa l
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decline, althoug h on e coul d readil y adduc e a  powe r explanatio n her e a s
well.
Some organizatio n sociologist s have followe d Braverman (1974 ) i n being
attracted to a 'de-skilling' hypothesis: one which is now under considerable
suspicion a s a  genera l explanatio n (Attewel l 1987) . Th e suspicio n i s no t
lessened by Mannari and Marsh's contribution. I t was those organization s
which did not develop more advanced technologies rather than those which
did, which contributed disproportionatel y t o unemployment .
At th e cor e o f th e Japanes e organizatio n model , looke d a t throug h th e
standard concept s o f th e sociolog y o f organization s rathe r tha n throug h
the len s o f cultura l specificity , th e explanator y focu s shift s bac k t o quit e
prosaic phenomen a b y contras t wit h th e macro-cultura l argument . Th e
focus is on adopting new technologies, developing new products, generating
R & D, i n th e contex t o f a  contingenc y framework . I f thes e phenomen a
are th e essenc e o f Japanese economi c success , the y ar e readil y diffusable ,
if, that is, other countries' organizations can learn from Japan's competitive
edge before their own competitive capacity i s crippled. A s the researc h b y
Wilkinson an d Olive r suggests, on a  detaile d uni t cost comparison , Japa-
nese firm s i n Britai n ar e fa r mor e efficien t an d competitiv e tha n ar e
comparable Britis h firms . The y to o stres s th e rol e o f successfu l qualit y
control an d enterprisin g innovation . Perhaps , wit h macro-institutiona l
adjustments which continue to weaken labour and strengthen markets, and
with organizationa l changes oriented t o mor e an d bette r products , mean s
and methods of production, 'Brits ' may be able to become more like 'Nips'
after all . But, one might wonder, may not the localized cultures of resistance
serve to undercu t th e achievement of a  simila r competitive edge?
The succes s o f Japa n ha s ofte n le d commentator s t o generaliz e cultural
explanation fro m i t t o th e economi c achievement s of th e 'littl e dragons '
of Hong Kong, Taiwan, South Kore a and Singapore . Sometimes , the same
underlying logic of explanation for al l these countries, a s in the argumen t
from 'post-Confucian ' economi c culture , i s employed . However , a s th e
contributions of Redding and Whitley; Tam; and Hamilton , Kim and Zeil e
make clear , i t woul d b e mistaken t o regar d thes e countrie s a s essentially
similar i n thei r pattern s o f economi c success . The y hav e quit e distinc t
foundations whic h ar e sufficientl y differen t a s t o counte r an y to o eas y
reliance o n a  vie w o f a  singl e 'post-Confucian ' way . No r woul d i t b e
appropriate, a s Hamilton , Ki m an d Zeil e mak e clear , t o substitut e on e
mono-causal explanatio n with another .
Mono-causal explanation s abound . Fro m th e economic s disciplin e an d
from th e political right there has been no shortage of explanations couched
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in term s o f 'marke t forces ' a s to wh y the Eas t Asia n NIC s have achieve d
economic growth . Such explanations ar e no t supporte d b y this text.
Concentrating o n Japan , Sout h Kore a an d Taiwan , Hamilton , Ki m an d
Zeile presen t a n empiricall y based compariso n o f 'busines s grou p struc -
tures', th e for m o f the characteristi c organizationa l pattern s i n which this
economic growt h ha s bee n embedded . Busines s groups
are compose d o f a  se t o f legall y independen t firm s whic h ma y o r ma y no t hav e
economic o r fisca l relationshi p amon g themselve s an d whic h normall y hav e n o
overarching accountin g o r managemen t system s tha t coordinat e th e activit y o f
member firms. In some cases , al l the firms in the group are at leas t partially owne d
by a  cor e firm , sometime s a  holdin g company , a  bank , o r a  ke y manufacturin g
firm. At othe r times , a n individua l or a  smal l grou p o f individuals , sometime s a
family, own s o r control s al l th e firm s i n th e group . I n a  fe w cases , however ,
particularly in the Japanese case, which is the key example of an economy organize d
through busines s groups , n o on e fir m o r se t o f individual s own s o r control s th e
business groups . Therefore , eve n consolidate d ownershi p i s no t thei r definin g
characteristic. Instead , th e definin g characteristic o f busines s group s i s that the y
are organize d network s o f independen t firms , wit h th e nature , manne r an d con -
sequence of their organization lef t ope n t o investigation (Hamilton, Ki m and Zeile,
this volume).

The economists ' explanatio n fo r th e Eas t Asia n preponderanc e o f thes e
business groups attempt s t o brin g them int o th e framewor k of the theory
of th e fir m a s a  particula r for m o f transactio n whic h deal s wit h marke t
imperfections throug h th e quasi-authoritative organization o f the business
group. A  contrastin g vie w i s derive d fro m politica l econom y an d fro m
scholars usuall y o f a  mor e 'dirigiste ' orientation . Rathe r tha n stressin g
micro-economic phenomen a concerne d wit h market-clearing , thes e ac -
counts stres s the rol e o f the stat e in facilitatin g collusive elite linkages.
Both politica l economic and marke t economic explanation founder on th e
reef o f sustaine d empirica l investigation . Fo r on e thing , althoug h eac h
might see m t o offe r th e bes t explanatio n o f som e aspect s o f som e o f th e
countries, neithe r score s acros s th e board . Politica l econom y i s o f som e
explanatory importanc e i n Sout h Korea , wher e the stat e create d moder n
capitalist enterprise . This wa s not th e case i n Taiwan in th e majo r sector s
of economi c growth . Th e particula r smal l fir m configuratio n i n Taiwa n
has t o d o wit h inheritance laws which pass on asset s o n a n 'equa l shares '
basis t o th e son s o f a  family . I t i s no t marke t competitivenes s which
maintains small firm size in Taiwan. Japan, lik e South Korea , had business
groups befor e i t had economi c growth .
Explanation o f thes e difference s mus t loo k elsewhere , to th e centra l rol e
of institutiona l variation i n nationa l legal , financia l an d accountin g con -
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ventions, an d th e distinc t type s o f authoritativ e structure s whic h the y
produce.

The focus which is called fo r b y many of the contributions t o thi s volume
has it s root s i n th e organizatio n analysi s exemplifie d b y Mannar i an d
Marsh in their concern wit h classic organization leve l variables. However,
in man y cases th e focu s has bee n extende d fro m categorie s o f 'th e organ -
ization' pe r s e t o th e wide r se t o f relation s i n whic h organization s ar e
embedded. This is most explicitly so in Redding and Whitley's contribution.

'Beyond Bureaucracy : Towards a  Comparativ e Analysi s of Form s o f Ec-
onomic Resourc e Co-ordinatio n an d Control ' contains a  strong argumen t
for analyzin g organizations in their embedded network s of social relations ,
focusing i n particula r o n wha t th e author s se e a s thre e dominan t Eas t
Asian forms ; th e Japanes e kaisha,  th e Korea n chaebol  and th e Chines e
family business. Their argument is that the individual organization is hardly
the appropriat e uni t o f analysi s a s th e economi c acto r i n th e busines s
world o f th e region , an d tha t th e sam e strictur e woul d appl y i n othe r
regions suc h a s Europe . Usin g a n approac h whic h owe s som e deb t t o
Ragin's (1987 ) advice on th e comparative method , the y propose th e base s
for tw o taxonomie s usefu l i n unravellin g th e complexitie s of economi c
culture.

The first concentrates o n the economic actors, an d note s the way in which
different 'recipes ' emerge as dominant i n differen t societies . The agend a i s
to differentiat e th e recipe s b y specifyin g thei r ingredients , an d th e one s
proposed are : delegate d discretion , centralization , inter-enterpris e co-or -
dination, managerial integration, personalized authority , emotional loyalty
of the workforce . In thi s regard, critica l features of economic action , suc h
as Japanese ties with subcontractors, Korea n government-business relations
and Chines e family busines s networks, are brough t into accoun t an d help
to enric h understanding .

Why suc h combination s o f ingredient s becom e dominan t i s a  matte r o f
tracing determinac y in th e societa l context s wher e they achiev e stability .
For this , a parallel taxonomy is proposed using the following components ;
patrimonial authorit y patterns , trus t relations , natur e o f th e stat e elite ,
basis of societa l elite formation, inheritance system.

The wor k o f Reddin g an d Whitle y contributes t o th e tas k o f dislodging
organization theor y fro m it s traditional foundation s i n Western empirical
reality, an d it s traditiona l difficult y o f comin g t o term s wit h alternative
frameworks for cooperation. B y positing that there are economic structures
out ther e in conceptual spac e 'beyon d bureaucracy' , a challenge is implied
and th e nee d fo r a  ne w paradigm declared .



Introduction: Capitalism in Contrasting Cultures 1 7

The pape r b y Tar n follow s this theme b y concentrating o n th e proces s of
growth i n Hong Kong Chines e an d Japanese organizations , attemptin g t o
come to terms with the question, put simply , of why Japanese organization s
grow larg e and Chines e d o not . H e proposes tw o configurations of char-
acteristics; th e Japanes e centripeta l busines s syste m an d th e Chines e cen -
trifugal system , explainin g i n th e proces s muc h abou t th e difference s
between th e structurin g of the Japanese an d Hon g Kon g economies . No r
is i t difficul t t o extrapolat e fro m th e Hon g Kon g cas e t o th e Oversea s
Chinese throughout Eas t an d Southeas t Asia .
More significantly perhaps, Tam then goes on to tackle the deeper questio n
underlying suc h conceptua l work : how i s it tha t the y ar e bot h successfu l
in worl d marke t terms ? This discussio n focuse s o n fiv e anomalie s which
emerge fro m th e compariso n o f Hon g Kon g agains t Japan : (1 ) How ca n
industrial powe r b e release d fro m atomisti c firms ? (2 ) How ca n excellent
performance b e achieved withou t management development ? (3) How can
an economy made o f conservative firms display constant renewal ? (4) How
can a n effectiv e workforc e resul t fro m usin g disloyal , uncommitte d em -
ployees? (5 ) Are ther e hidde n economie s o f smal l scale? The resolvin g of
these anomalie s produce s revealin g insight s int o th e working s o f non -
Western capitalis t system s and, b y facin g th e issu e o f performance , albei t
in abstrac t terms , brings forward a number of highly intriguing agenda fo r
future research .
The pape r b y Tricker , als o se t i n th e contex t o f East-Wes t comparison ,
with Oversea s Chines e as the Asian focus , looks a t corporat e governance,
a ne w but increasingl y significant field for research . I n thi s he argues tha t
the mai n vehicl e of capitalism , th e compan y itself , i s designed largel y a s
an extension of Western ideals about cooperation. Althoug h it can be, and
is, adopte d withi n other societies , i t i s no t adopte d withou t adjustment .
Such adjustment, exemplified by Hong Kong experience, includes elaborate
means for retainin g family contro l afte r a  company goe s public , retention
of powe r an d prestig e b y th e paterfamilias , an d th e us e o f extensiv e
informal network s rathe r tha n manage d hierarchies , t o dea l wit h co -
ordination betwee n firms.
With th e field- of corporate governanc e bein g s o commonly on e i n which
legislation is rife, it becomes important to understand th e different premise s
on whic h governanc e ha s evolve d i n practice . Again , th e questio n o f a n
economic system' s succes s i s salient , and ther e i s some inevitabilit y in th e
question o f whethe r th e governanc e o f entrepreneurial , venture-capita l
firms in the Wes t might not b e more effectivel y designe d i f it took accoun t
of orienta l solutions to th e issues .
A number o f contributions to thi s volume indicate th e central importanc e
in explainin g economic performance , o f th e stabilit y o r otherwis e o f th e
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framework withi n whic h economi c calculatio n take s place . I t i s a  them e
taken up not onl y by Hamilton, Ki m and Zeile , but also by Clegg, Higgins
and Spybey ; Standish ; Reddin g an d Whitley ; and Wilkinso n and Oliver .
It underline s the point s made abou t economi c embeddednes s b y Granov -
etter (1985) .
An importan t outcom e o f th e broa d comparativ e focu s reflecte d i n th e
papers i n thi s volume , drawin g a s i t does o n wor k fro m Nort h America ,
Europe an d th e Asia-Pacifi c region , i s t o underscor e th e way s i n which
institutional variations can be subject to design and control. 'Culture' , seen
as an emergen t effect o f practices withi n institutional frames, becomes les s
an underlyin g catch-al l explanation , bu t somethin g whic h i s itsel f t o b e
explained. On e fruitfu l wa y o f doin g thi s i s via a n understandin g o f th e
forms o f calculatio n availabl e fo r economi c actor s i n particula r settings .
At thi s level , becaus e thes e are usuall y nationally bounded, i t i s eminently
reasonable to talk of a nation and a culture in the same terms. For instance ,
Wilkinson and Olive r note towards the end of their argument that a recent
House o f Lord s Selec t Committe e i n th e U . K. (whos e repor t ha s bee n
spurned b y the government ) proposes a  se t of institutional changes which
would facilitat e th e Nipponizatio n o f Britis h economic culture . Amongs t
the measure s recommende d i s a  shif t fro m th e 'tyranny ' o f quarterl y
financial reporting . I t i s precisely th e nationa l variation s i n financia l re -
porting which are highlighted as central aspects  o f the institutiona l frame -
work b y Clegg , Higgin s an d Spybe y i n thei r comparativ e anaylsis . Man -
ufacturing declin e i n th e West , and th e 'economi c miracles ' o f Eas t Asia ,
rather tha n bein g solel y attributabl e t o a n idealis t conceptio n o f culture ,
are instead , the y propose , a  resul t of institutiona l frameworks supporting
distinct cultures . Economi c calculation s thu s procee d o n divers e assump -
tions, an d no t al l assumption s ar e equall y efficaciou s i n sustainin g man -
ufacturing activity . Some are downright prejudicial, particularly those tha t
pertain i n Britain , th e US A an d Australia . I n Japan , b y contrast , th e
emphasis i s o n longer-term , stabl e financia l sourcin g an d reportin g tha n
in the English-speakin g countries. Consequently, manufacturin g logic pre-
dominates ove r a  mor e speculativ e financia l logic (se e als o Abeggle n an d
Stalk 1985) .
It i s no t onl y i n Japa n tha t institutiona l mechanism s fo r mor e stabl e
manufacturing can be found. Hamilton, Ki m and Zeil e also identify similar
mechanisms operativ e i n Taiwa n an d Sout h Kore a a s well . What make s
them simila r i n thei r underlyin g logic, despit e apparen t differences , i s a
stable se t o f inter-organizationa l relationship s betwee n ke y firm s an d
sectors o f economic activity . Consequently, th e marke t principl e is subor -
dinated t o mechanism s ensuring long-ter m manufacturin g strategie s an d
viability, rather than the more rapacious and speculative business behaviour
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displayed in the US, Britis h and Australia n penchan t fo r takeovers , merg -
ers, greenmail , an d s o on . Concurrin g wit h Weber' s (1930 ) origina l em -
phasis o n accountin g i n hi s classi c analysi s o f economi c cultur e i n Th e
Protestant Ethic  an d th e Spirit  o f Capitalism,  Clegg , Higgin s an d Spybe y
argue tha t th e institutiona l mechanisms producing financia l hyperactivity,
in contras t t o th e mor e orderl y Japanes e scene , ar e divers e accountin g
schema an d systems .
As is already evident from Tricker's paper, which surveys briefly the history
of corporat e regulation , ther e ar e clearl y difference s o f approach , eve n
within Europe , an d the y hav e understandably differen t origins . Takin g a
part o f this larger question, Standis h focuse s on financia l accountin g an d
reporting, i n th e chapter : 'Accounting : The Privat e Languag e o f Business
or a n Instrumen t of Socia l Communication?' . I n thi s he identifie s on e o f
the tension s which produce differen t emphase s i n nationa l accountin g a s
both a n instrumen t of state surveillance and a n informationa l resource for
ordering the market. Not onl y is it the case that these tensions can produc e
distinct nationa l expression , the y ca n als o produc e distinc t theorie s o f
accounting a s a n activity , as Standis h suggests . Thes e interac t wit h th e
special nationa l emphase s and politica l current s tha t prevai l in particula r
times an d places . Fo r instance , as Clegg , Higgin s and Spybe y argue , th e
contrast between th e affinitie s fo r an d effect s o f th e recen t British , Amer-
ican an d Australia n Governments ' (wit h Lewis  an d MacGregor' s contri -
bution, on e ca n ad d Ne w Zealand ) monetaris t leaning s have legitimated
an 'agency ' vie w o f accounting ; b y contras t th e socia l democrati c part y
which ha s enjoye d hegemony i n Swede n fo r hal f a  century , ha s produce d
a fa r more radica l for m o f accounting theory and practice . Standis h notes
the contrast s betwee n the English-speakin g countries and Frenc h practic e
while Clegg , Higgin s an d Spybe y contras t the m wit h bot h Japa n an d
Sweden.
The Swedish , Frenc h an d Japanes e institutiona l fabric s var y markedly .
Accounting practic e i s centra l t o long-ter m nationa l plannin g in a  wa y
which i s als o quit e differentiate d betwee n English-speakin g countries. I n
large part , Standis h explains , thi s differenc e i s attributabl e t o nationa l
variations betwee n th e 'community ' an d 'market'-oriente d practice s o f
accounting, i n the English-speaking cases, compared t o a  more dirigiste  or
concerted governance in the other countries. The provision of standardized
financial informatio n become s a  majo r facto r i n suc h governance . Bot h
etatism and corporatis m requir e quit e differen t form s of accounting prac -
tice t o thos e characteristi c o f th e communitarian-marke t tensio n o f th e
English-speaking countries .
The English-speakin g countries i n the OEC D which have bee n deal t with
thus fa r includ e the Unite d Kingdom , Unite d States , Australi a an d Ne w
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Zealand. Th e United Kingdo m an d the United State s have had politically
conservative partie s i n offic e durin g th e 1980 s while , i n th e latte r cases ,
for mos t of the 1980 s labour parties have held office. Despit e these political
party differences , eac h o f th e fou r countrie s ha s ha d som e simila r policy
experiences in the pas t decade .
During th e 1980 s ther e ha s bee n a  tren d toward s mor e market-oriente d
and de-regulator y policies , ofte n legitimate d i n par t b y th e 'need ' fo r a
more flexible response to the Japanese and Asian challenge. It was in terms
of thi s rhetori c o f respons e tha t th e financia l market s o f Australi a an d
New Zealan d wer e rapidl y de-regulate d i n th e mid-1980s , i n orde r t o
facilitate th e greate r availabilit y of capita l fo r re-structurin g o f manufac -
turing industry. Despite taking place under labour Governments , th e rhet-
oric has been aggressivel y 'New Right' .
The Ne w Righ t monetarist-inspire d phenomenon o f de-regulation clearly
has cultural just a s much as economic auspices . Indeed , i n the concepts o f
'enterprise culture ' (U . K.) o r 'productiv e culture ' (Australia) , th e debat e
has directly tapped thi s dimension. However, on e aspect o f the debate ha s
gone largel y unremarked: exhortatio n i n th e politica l aren a b y nationa l
government and eve n de-regulation of aspects o f economic activity do no t
necessarily nor unproblematically translate int o a culture of 'efficiency an d
effectiveness' a t th e organizatio n level . On e ca n chang e th e rule s o f th e
game, on e ca n chang e th e motivationa l rhetori c o f th e nationa l captain s
— bu t does this necessarily produce the desired changes in actual behaviour
at th e leve l o f organizationa l action?
As Lewis and MacGrego r argu e in thei r discussion o f 'De-regulation an d
Degradation i n Manageria l Work' , issue s o f de-regulatio n understoo d a t
the organizatio n leve l nee d t o touc h bas e wit h the issue s tha t hav e bee n
central t o labou r proces s theory : control an d resistance . De-regulatio n in
the financ e industr y has been driven by technological changes which hav e
made possible significan t change s to th e nature o f work and organization
in banking . Indeed , i n organizatio n terms , de-regulatio n migh t mor e ac -
curately be specified a s re-regulation: a move from on e for m o f regulation
to another .
The firs t wave of technologica l change i n banking had produce d a  stabl e
administrative bureaucrac y a s th e norma l for m o f direc t contro l a t th e
level o f branc h operations . I t wa s a  contro l syste m tha t wa s explicitl y
gendered: men controlled women ; men ha d acces s t o caree r ladder s whil e
women did not. During the 1950s and 1960 s a second wave of technological
change occurred , carryin g with i t a  re-regulatio n o f organizationa l rela -
tions. Th e majo r component s o f thi s secon d wav e were micro-electronic
technology, on e effec t o f th e adoptio n o f whic h wa s t o ves t increase d
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centralization an d contro l i n automatic dat a processin g operation s rathe r
than i n direc t contro l o f subordinate d clerica l labou r processe s a t th e
branch level . Control moved up and out of the branch manager s discretion :
to centralized ban k offices ; int o programme s whic h were routinely accom -
plished b y lowe r leve l branc h staf f workin g wit h automati c compute r
equipment. Branc h manager s wh o ha d bee n previousl y middle level man -
agers i n the nationa l framework , whil e simultaneously top manager s wh o
exercised considerabl e loca l discretio n a t th e branc h level , foun d tha t
important area s of their roles disappeared wit h this re-regulation. Decisio n
making ha d bee n transforme d int o centralize d hea d offic e function s or -
ganized o n a  divisiona l for m whic h becam e implemente d a t th e branc h
level throug h th e provisio n an d suppl y o f standardize d informatio n vi a
electronic data processing .
According t o th e arguments of contingency theory (Donaldso n 1985) , one
would anticipate that the move towards the divisional form would enhanc e
efficiency b y effectin g a n improve d fi t betwee n form , functio n an d envi -
ronment. On e shoul d not e tw o importan t considerations , however . First ,
the environment has no t ha d it s effect throug h eithe r the implici t compet -
itive o r evolutionar y tendencie s tha t figur e i n contingenc y accounts . De -
termination wa s political : th e rhetori c o f th e Ne w Righ t wa s strongl y
ensconced i n the economics disciplin e in both Australi a and Ne w Zealand :
key staf f i n Treasury in both countrie s wer e committed de-regulators , an d
the incoming labour Treasurer s i n both countrie s supporte d muc h o f their
general position , i n par t becaus e Ne w Righ t critique s o f th e lac k o f de -
regulatory nerve of their conservative predecessors ha d gained considerabl e
media exposure .
A secon d importan t consideratio n i n respec t o f thi s mov e t o a  divisional
form i s that, b y contrast t o wha t on e woul d expec t fro m th e contingenc y
argument, th e effect s a t th e organizationa l leve l o f th e branc h hav e bee n
neither effectiv e no r efficien t i n th e term s anticipated b y bot h Ne w Righ t
and contingenc y views . T o understan d this , on e need s t o harnes s a n
'institutional' vie w of organizational cultur e t o a  grasp o f the dialectics o f
control and resistance at the banch level, as Lewis and MacGregor propose .
In orde r t o achiev e efficienc y i n marketin g service s i n a  de-regulate d
environment, th e discretio n an d contro l previousl y exercise d b y branc h
managers ha s bee n eroded . Despit e this , the y ar e no w th e fron t lin e
marketers o f th e rang e o f financia l service s tha t th e bank s ar e tryin g t o
market through th e branch structure . The data clearly indicate tha t branc h
managers deepl y regre t th e los s o f contro l an d caree r opportunitie s onc e
open t o them. However , they are ill-equipped to resis t an increasing regime
of control b y re-regulation/de-regulation because of an extreme dependence
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by them on their employing organization. There are no countervailing loci
of powe r i n a  solidaristi c trad e union ; the y ar e tie d t o th e ban k b y th e
'golden chains' o f an internal labour market , low mortgage rate s and firm-
specific superannuatio n schemes . Yet they ar e abl e t o fin d an d exploi t a
point o f resistanc e t o a n increasingl y stressful and resente d wor k organi -
zation. Resistanc e take s th e form , precisely , o f no t bein g efficien t an d
effective i n th e ver y are a tha t strategicall y guide d th e re-structurin g an d
re-regulation whic h ha s s o transforme d thei r work-selling : the y resis t
through no t selling ; through thi s refusa l t o marke t the y are , i n term s o f
the micro-politic s o f th e loca l organization , effectivel y an d unwittingl y
resisting, howeve r temporarily , th e 'logi c o f capital ' a s i t i s expresse d
through a  specifi c re-regulated/de-regulated regim e of accumulation .
The implications of thi s analysis are fa r broade r tha n the y might initially
appear t o be . Th e de-regulator y thrus t i s no t confine d t o th e financ e
industry no r t o Australi a an d Ne w Zealand . I t i s a  plan k i n politica l
strategies i n man y o f th e OEC D countrie s a s the y see k t o retai n th e
competitive edg e los t t o Japa n an d th e NIC s o f Eas t Asia . Wha t Lewis
and MacGregor' s analysi s suggest s i s tha t eve n i n th e mos t propitiou s
circumstances o f n o union , a n existin g interna l labou r marke t an d a n
ideologically conservative non-working class labour force, grand strategie s
derived fro m ideologica l world views , such a s thos e o f th e Ne w Right ,
may not achieve the efficiency an d effectiveness claimed for them. Strategies
at th e macr o leve l necessaril y entail individua l and organizationa l actio n
whose intent ca n rarel y be assured i n the aren a o f micro-politics .
One thrus t o f th e concludin g sectio n o f Clegg , Higgin s an d Spybey' s
consideration o f economic culture is to sugges t tha t wher e a broad-based,
popular an d interstitiall y embedded socia l movemen t succeed s politicall y
in th e way that socia l democracy ha s done i n Sweden , then th e expande d
representational basis fo r activ e citizenship at al l levels , from loca l micro-
politics to the macro consideration s of state planning, does a great dea l to
facilitate the effective achievemen t of overall strategies. Consequently, they
maintain, th e argument s fo r a  socia l democrati c economi c cultur e (i n
contrast t o the authoritarian democrati c cultur e of East Asi a or the liberal
democratic cultur e of the English-speaking OECD nations) are not simply
ideological —  a matte r o f electiv e affinit y an d politica l preference —  bu t
also functional : expanded representatio n i s a mor e secur e basi s o n which
to build a modern, industrially efficient economi c culture than is exclusion.
As Standis h implicitl y argues, exclusio n ma y no t onl y occu r i n term s of
formal politica l and organizationa l arrangements . The absenc e o f a  stan -
dardized framework for interpreting the information contained in account-
ancy practice can itsel f give rise to distorte d communicatio n an d functio n
as a  barrie r to entr y into ful l representationa l citizenship , as i t were.
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It i s not jus t i n th e explicitl y capitalis t worl d tha t gran d strategie s hav e
been undercu t b y loca l politic s an d practic e whic h ar e deepl y embedde d
in organizational routines. The same has been true of the People's Republic
of Chin a (PRC) . Indeed , a t on e leve l th e Chin a cas e offer s a  strikin g
counter-factual t o th e importance o f institutional frameworks and cultural
embeddedness for economic success . I f in the Japanese an d NI C case s one
looks fo r example s of facultativ e institution s and culture s with respec t t o
economic efficiency , i n th e PR C on e woul d mor e usuall y tend t o loo k t o
institutional and cultural blockages. Not surprisingly , some similar cultural
features fulfi l th e diverse analytical roles of facilitator and fo e of economic
efficiency i n th e understandin g o f Chines e economi c actio n i n th e PR C
compared t o tha t o f the Oversea s Chines e i n Sout h Eas t Asia .
Max Webe r (1978) stressed th e necessity of rationalization obliterating the
status desiderata of pre-modern feudal societies if a market-based econom y
and societ y were to b e achieved. I n th e PR C thi s has ye t to occur . I t i s an
irony o f recen t scholarshi p tha t th e ver y Confucia n value s o f familism ,
tradition, face-to-fac e trust , whic h som e observer s se e a s quintessentia l
contributions to the 'post-Confucian' economi c successe s o f Japan an d the
NICs —  the 'groupism ' an d familia l centre d provisionin g o f welfar e —
are regarde d b y observer s like Boiso t an d Chil d a s obstacles t o th e sam e
goal, in thei r chapter o n 'Efficiency , Ideolog y and Traditio n i n the Choic e
of Transactions Governanc e Structures : The Case o f China a s a  Modern -
izing Society' . Thei r argumen t i s tha t th e feuda l natur e o f traditiona l
Chinese socia l relationships has i n some importan t loca l respects survived
intact int o th e presen t day : th e 'war-lords ' hav e changed , bu t practice s of
the fief have remaine d remarkabl y constant . Loca l patrimonialis m and a
negotiated absolutis m characteriz e th e relation s betwee n enterprise s an d
their municipalities , trapped i n a  we b o f conflictin g regulation s and , o n
the enterprise' s part , transactiona l dependencies . Jus t a s for capitalism t o
flourish i n Britain , the Tudor absolutis t stat e ha d t o b e dismantled b y the
post-restoration state , particularl y from th e mid-eighteenth century on, so
the state in the PRC i s the only economic actor that has sufficien t capacit y
to effec t th e rationalizatio n throug h whic h greate r element s of a  marke t
society migh t be constructed. I n othe r words , concerted politica l action i s
required t o foun d marke t institutions . The PRC' s problem , contrar y t o
the view s o f man y outsid e observers , i s no t th e omnipotenc e o f stat e
regulation bu t th e weakness of its implementation in key areas. However ,
they suggest , i t may no t nee d t o procee d a s fa r down th e pat h o f bureau -
cratic regulatio n a s nineteenth-centur y precursor s suc h a s Bentha m de -
signed fo r th e India n Civi l Service , o r a s Webe r foun d i n th e Prussia n
bureaucracy. Moder n form s o f electroni c communicatio n ma y enabl e ra -
tionalization an d codificatio n a t a  lowe r leve l o f regulation : wher e th e
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medium is the message, or at least part of it, the constraints of an excessively
formalized regulatio n vi a th e writte n wor d migh t b e minimized . I n th e
land o f Confucius , the hom e o f th e mandarin , thi s hop e ma y prov e to o
optimistic t o entertain , i f th e mor e cultural-oriente d explanation s ar e t o
be believed.
The chapters in this volume are diverse, but as this introduction has sought
to establish , the y do shar e common theme s i n thei r perspective s o n Capi-
talism i n Contrasting  Cultures.  First , th e importanc e o f analyzin g what
Granovetter (1985 ) refers t o as the embeddedness o f economic action . Th e
majority o f the contributions to th e volume achieve this focus; most d o i t
with a  comparative focu s although som e ar e mor e particula r case-studie s
(e. g. Acton, Biggar t and Lewis  and MacGregor) . Consequently , the 'space'
dimension o f embeddednes s i s well covere d here : th e focu s range s acros s
Europe, th e Unite d States , Asi a an d th e Pacific . However , economi c
relations ar e no t onl y differentiall y embedde d i n spatia l terms ; the y als o
achieve differentia l embeddednes s acros s tempora l continu a a s well , al -
though onl y th e contributio n b y Mannar i an d Mars h achieve s thi s rar e
level o f analysis . I n doin g so , interestingly , i t i s th e contributio n whic h
sticks closes t t o a  disembedde d vie w o f th e organizatio n a s th e uni t o f
analysis. Fo r th e future , i t woul d b e o f eviden t valu e i f th e kin d o f
longitudinal analysi s offered b y Mannar i an d Mars h coul d b e integrated
with th e mor e institutiona l perspective of many o f th e othe r contributor s
to thi s volume.
Mention o f an institutiona l perspective bring s us to a  secon d majo r com -
mon poin t amon g man y o f th e papers . Withi n the rank s o f organization
analysis there i s a new social movement gatherin g pace which is collecting
disparate theme s an d author s unde r th e banne r o f 'institutionalism' , a
movement ove r which Scott (1987 ) has recentl y cast a  paternalis t eye . H e
identifies fiv e mai n variant s o f th e institutionalis t perspective . I t wil l b e
useful t o connec t thes e to th e chapters collected here .
The origins of the institutional school have been attributed b y Scott t o the
work o f Selznic k (1957), in particula r a  focus o n institutionalizatio n as a
means o f instillin g value, o f supplyin g intrinsi c worth t o a  structur e o r
process whic h previousl y had onl y instrumenta l utilit y (Scott 1987) . Th e
contribution which comes closes t t o thi s perspective i s that b y Wilkinson
and Olive r in thei r focu s on attempt s t o 'Nipponize ' Britis h workers and
industry. A  clea r attemp t i s being made t o overtur n instrumentalis m and
instil a n expressive dimension to economi c life .
A secon d perspectiv e within the institutionalis t movement i s identified b y
Scott as a concern wit h institutionalization as a process of creating reality,
a strea m he regards a s heavily indebted t o the work of Berger (Berger and



Introduction: Capitalism in Contrasting Culture s 2 5

Luckmann 1967 ) i n th e sociolog y o f knowledge . Th e concer n i s with th e
paradox 'that man is capable of producing a world that he then experience s
as something other tha n a  huma n product ' (Berge r an d Luckman n 1967 :
61). I n organizatio n analysi s thi s stream i s see n particularl y i n th e wor k
of Meye r an d Rowa n (1977) . I n thi s volum e th e focu s o n th e processe s
whereby phenomen a com e t o tak e o n a  rule-lik e nature i n though t an d
action i s probably bes t see n i n the focu s o n form s of calculation i n Clegg ,
Higgins an d Spybey' s chapter . However , 'Nipponization' , th e focu s o f
Wilkinson and Oliver' s piece, or the concern wit h 'Corporate Governance'
in Tricker , a s wel l a s the focu s on the languag e o f accounting in Standish ,
may al l b e see n t o explicat e th e 'rationa l myths ' tha t ar e th e focu s o f
Meyer and Rowan' s influentia l work .
A furthe r stran d o f institutional theory is apparent i n Meyer and Rowan' s
(1977) work, according t o Scott' s (1987) analysis. Its identifyin g featur e is
a concern with those relational networks whose 'rules define new organizing
situations, redefine existing ones, an d specif y th e means fo r coping ration -
ally with each'. As they add, no t onl y do the y 'enable' , but Ofte n require,
participants t o organiz e alon g prescribe d lines ' (Meye r an d Rowa n 1977 :
344). Relationa l network s a s th e focu s o f analysis , lookin g no t t o th e
organization pe r se but t o it s embeddedness withi n systemic and endurin g
features o f th e constitutiv e environment , ar e a t th e hear t o f th e concep -
tualization advance d b y Reddin g and Whitley ; Hamilton, Ki m an d Zeile ;
Wilks; Tarn; and Marceau . Eac h on e of these contributions focuse s on th e
institutional environment conceived i n networ k an d cultura l terms.

A majo r thrus t o f post-functionalis t socia l theor y ha s bee n t o specif y th e
nature o f socia l lif e a s institutionall y loosely coupled , rathe r tha n bein g
tightly coupled unde r an y single, overarching normative order. Alford and
Friedland (1987 ) have develope d thi s point b y notin g how differen t insti -
tutional sphere s sustai n distinct belie f systems, an d ho w thes e ma y ai d in
reproducing th e spheres . Mos t contribution s t o thi s volum e tak e thi s
approach t o institution s as distinc t societa l spheres . Acton , fo r instance ,
focuses o n th e inter-relationshi p of th e religiou s sphere o f belie f systems
with the sphere of economic organization. The former is causally efficacious
for th e latter, he argues, in respect t o th e Duck Islanders . Biggar t similarly
focuses on the relationships between belief systems, concentrating o n more
general aspect s o f ideolog y rathe r tha n o n religiou s belief . I n he r contri -
bution, a s wel l a s i n Acton's , th e significanc e o f th e valu e spher e fo r
economic actio n i s underlined . Th e contributio n b y Bon d an d Hofsted e
focuses o n th e values acquired throug h primar y socialization i n the famil y
and th e ways in which these provide sustaining motivational resources fo r
economic action . Eac h o f thes e chapter s regard s th e spher e o f culture ,
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broadly an d differentl y define d i n substantiv e terms , a s havin g conse -
quences i n the institutiona l spher e o f economic action .
Finally, in this synoptic review of institutional affinities, w e may not e that
the contribution by Boisot and Chil d comes closest to a concern with what
Scott (1987 ) terms the 'new institutionalism'. In this perspective, develope d
in Boiso t an d Child' s cas e fro m element s o f Dor e (1973) , Kroebe r an d
Kluckhohn (1952 ) an d Williamso n (1975) , th e emphasi s o n symboli c as -
pects o f economic actio n i s captured i n th e notio n o f transactiona l struc -
tures and modes, applie d a t a  macro level , focusing on the semi-autonom y
of commun e an d fir m an d thei r inter-relation , withi n th e contex t o f th e
PRC's policy environment.
It would be spurious to pretend tha t al l the papers collected i n this volume
share an essential unity or perspective. However, by focusing their attention
on issues surrounding conceptions o f economic culture related to the sphere
of economi c actio n an d organization , a  numbe r o f genera l issue s whic h
are locatabl e i n curren t concern s wit h 'embeddedness ' an d 'institutional -
ism', have emerged. This introduction ha s sought t o not onl y display thes e
themes bu t als o t o serv e a s a  synopti c revie w of th e individua l chapters .
It doe s no t substitut e fo r them . The y shoul d b e rea d i n thei r ow n righ t
and no t necessaril y through th e editoria l interpretation. Consequently, we
conclude.
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Capitalism's Culture s —  Lessons from Asia?





Tost-Confucianism', Socia l Democracy
and Economic Cultur e
Stewart R.  Clegg,  Winton  Higgins  and Tony  Spybey

Introduction

The concept of  culture, accordin g to  one  of  its  foremost students , 'i s one
of th e tw o o r thre e mos t complicate d word s i n th e Englis h language '
(Williams 1976 : 77) . I n al l it s earl y use s i t wa s employe d a s a  nou n o f
process: th e tendin g o f something , a  meanin g which , fro m th e earl y six-
teenth century onwards, was extended in application fro m natur e to human
development a s a n objec t o f interventio n (se e Bauma n 1973 , 1976) . A n
extension o f thi s nou n o f proces s t o economi c husbandr y ha s a  lon g i f
frequently implici t history in the socia l sciences . It s stil l implici t characte r
is revealingl y apparent fro m it s absenc e i n Swedberg' s (1987 ) definitiv e
review o f 'economic sociology' .

Despite thi s absence , notabl e contribution s t o th e caree r o f th e implicit
concept ar e many . On e thinks , for instance , o f Weber' s (1930 ) reflections
on th e 'Protestan t Ethic' ; Schumpeter' s (1944 ) concer n fo r th e declin e of
'heroic capitalism'; Wiener' s (1981 ) charting of th e declin e o f th e English
'entrepreneurial spirit ' o r Anderson' s (1964 , 1986 ) critique s o f th e 'pecu -
liarities of the English'. Moving further afiel d from the European heartland,
one ca n poin t t o th e contemporar y America n literatur e o n 'corporat e
culture' (Peter s an d Waterma n 1982 ) togethe r wit h th e closel y allie d fas-
cination fo r Japan , understoo d i n term s o f it s 'economi c culture ' (Ouch i
1981) o r th e mor e genera l fixatio n o n 'post-Confucia n culture ' (Clegg ,
Dunphy an d Reddin g 198 6 a): al l o f these serv e as indices of th e salienc e
of thi s particula r concep t fo r contemporar y socia l science , a  concer n
currently cappe d b y Berger' s (1987 ) importan t wor k o n Th e Capitalist
Revolution.

The reason s fo r thi s continuing fascination are no t difficul t t o fathom . In
each o f th e majo r conceptualization s referre d t o th e impetu s ha s bee n t o
understand th e salienc e of specificall y 'cultural' factor s fo r th e dynamics
of economi c 'success ' o r 'decline ' i n eithe r specifi c capitalis t economie s
(Dunphy and Reddin g 1986 a; Schumpeter 1944; Weber 1930; Wiener 1981)
or specifi c capitalist firm s (Ouch i 1981 ; Peter s an d Waterma n 1982) . We
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may, fo r th e sak e o f simplicity , refe r t o thes e a s a  concer n wit h macro -
economic culture and meso-economi c culture respectively .
Any conceptio n o f 'economi c culture ' will , i n Berger' s (1987 : 7 ) terms ,
'explore the social , political , an d cultura l matri x o r contex t withi n which
particular economic processes operate' . For an y culture of economic proc -
esses t o b e recognizabl y reproduced , certai n practice s woul d hav e t o b e
routinized i n suc h a  wa y a s t o develo p bot h structura l properties , i n th e
form o f rule s an d resources , an d systemati c properties , i n th e for m o f
regular socia l practice s o r reproduce d relation s (Gidden s 1984) . A t th e
heart o f th e matte r i s th e manne r i n whic h culture , a s a  process , tends ,
cultivates an d regulate s particula r type s o f economi c outcomes . I t i s
through analysis of these structural and systemic regulatory properties that
the feature s o f an 'economi c culture' can b e addressed .
Conceptions o f a n 'economi c culture ' ar e often , i n th e popula r pres s a t
least, identifie d with a n 'enterpris e culture' . However , i t i s not clea r tha t
the concep t o f 'economic culture' does carry an ideologica l load; certainly
its primary contemporary proponent , Berge r (1987: 9 — 10) suggests it doe s
not. Nonetheless , in the Western capitalis t nations, particularl y in the last
decade o f emphasis o n de-regulation , i t ha s ofte n seeme d a s i f the notio n
of a  'successfu l economi c culture ' ha s carrie d wit h i t a  strongl y liberal ,
laissez-faire bia s espousing fre e enterprise , a n anti-bureaucratic , anti-stat e
orientation an d a  stron g endorsemen t o f market s over politic s a s source s
of effectiv e resourc e allocatio n an d decisio n making . I n part , surely , this
is becaus e th e concep t ha s bee n applie d particularl y t o notion s suc h a s
Mrs Thatchers ' endorsemen t o f a n 'enterpris e culture' , a n endorsemen t
often refracte d throug h a  broader cultura l commitmen t t o th e renewa l of
some older , almos t mythical , 'Victorian values' .
Elsewhere, however , i t i s less t o histor y tha n t o contemporar y Eas t Asi a
that man y advocate s o f th e importanc e o f economic culture woul d refer ,
including Berger (1987). Like many other observer s he has been impressed
by th e economi c succes s o f Japan , Hon g Kong , Singapore , Sout h Kore a
and Taiwan , countrie s whos e post-wa r economi c growt h ha s consistentl y
outstripped OEC D annua l averag e growt h rate s durin g th e sam e period ,
in term s o f GD P (Gros s Domesti c Product ) pe r capita . Despit e th e un -
deniably impressiv e gains made b y thes e countries , som e caution ma y b e
required i n interpretin g thei r economi c record . On e shoul d no t b e to o
sanguine about the meaning of these economic growth rates. For one thing,
GDP growt h is somewhat limite d as an indicant o f performance. It makes
no reference to the quality of work, leisure or life more generally. Moreover,
the fac t tha t thes e Newl y Industrializin g Countrie s (NICs ) hav e a  hig h
growth rat e i s hardly surprising (although thi s does no t alte r the fac t tha t
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their growth , comparatively , i s significant) . For thos e nation s whic h ar e
initially wors e off , then economi c growth , where i t i s achieved , wil l ten d
to b e generally higher than th e average fo r more matur e economies . Thi s
was th e cas e i n th e initia l post-war er a o f Japan' s economi c miracle , fo r
instance. However, by the 1970s the growth rate had falle n t o the 3% —4%
range, which, while still a t th e leading edge of OECD nations, wa s clearly
within thei r standard rang e (Quiggin 1987) . Despite thi s caution on e must
still acknowledge that the Newly Industrialized Countries of East Asia did
achieve, i n thei r economic growth , something which most othe r post-wa r
'underdeveloped' countries did not achieve. The interesting question is thus
why i t was that i t was these countries, rather than othe r Asian, African o r
Latin America n nations , whic h became th e NIC powerhouses . Economi c
explanations alone seem inadequate to thi s explanatory task (Clegg , Dun -
phy an d Reddin g 198 6 a). Havin g explored an d ru n u p agains t th e limits
of economic factors, many explanations of this success have sought instead
to understan d i t i n term s o f th e cultura l factor s w e have allude d to . Th e
focus ha s bee n on th e cultura l context i n which such successfu l economic
husbandry has occurred ; th e specificit y o f this context ha s been define d i n
terms o f a 'post-Confucian ' economi c culture .
While th e Pacifi c Region ma y b e th e contex t o f thi s lates t applicatio n o f
an 'economicall y cultural ' explanation , i t i s noticeabl e tha t no t al l state s
in th e regio n ar e abl e t o forg e a  post-Confucia n way . Amongs t thes e i s
Australia, a  stat e no t characterize d b y a  largel y ethni c Chines e busines s
sector, bu t on e which , a s a  matte r o f governmen t policy , i s seekin g t o
emulate th e export-le d growt h o f thes e othe r Pacifi c region states . Inter -
estingly, in this country the prescription for an 'economic culture' has been
sought no t i n nearby Eas t Asi a bu t i n faraway Scandinavia. I t i s not just
chauvinism o n th e part o f two of the authors o f this paper whic h leads us
to pose the question of economic growth and economic culture from within
the antipodea n context . Ther e ar e tw o othe r importan t reasons . Firs t a
matter o f local detail; if Britons have been hectored t o acquir e the advan -
tages of an 'enterpris e culture' by thei r government, then i n Australia key
ministers hav e bee n n o les s avi d i n promotin g a  simila r idea . Locall y i t
goes b y th e nam e o f developin g a 'productiv e culture' , an d th e political
resonances ar e evident . The issu e o f 'economi c culture ' i s clearly o n th e
Australian politica l and economi c agenda .

The second reason for posing issues of economic culture from a n Australian
perspective i s a matte r o f analyti c strategy. Berger' s (1987 ) boo k pose s a
choice between 'capitalism' and 'socialism' , and comes down firmly on the
side of capitalism in terms of arguments of both equity and efficiency . W e
doubt i f these terms o f debat e ar e contentious . However,  wha t woul d b e
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of greater salienc e and o f incomparably more policy relevance would be a
comparison o f capitalisms. I n th e moder n worl d capitalis m mus t b e con -
sidered i n th e highl y plural an d divers e forms i n which one encounter s i t
in variou s nation state s an d regions . To regard it s form o f articulation i n
South Africa , fo r example , a s th e sam e a s it s presen t developmen t i n
Denmark woul d not ge t one very far. Certainly, property may be basically
privately owned an d controlle d an d labou r formall y free —  but th e natur e
of tha t forma l freedo m varie s considerabl y wit h th e natur e o f th e stat e
and civi l societ y whic h constitutes it . I n turn , th e possibilitie s fo r capita l
formation ar e contingent not only on resources and infrastructure bu t also
the mode s o f labou r organizatio n an d disciplin e whic h hav e bee n con -
structed. A  singula r category o f capitalism i s not ver y useful .

Some state s ar e face d wit h mor e strategi c choice s tha n other s i n th e
construction o f contemporar y capitalisms . Recen t researc h b y Calmfor s
and Diffi l (1988) , reported i n Th e Economist (13-19 February, 1988 : 86),
suggests tha t a  ke y contingenc y i n comparin g capitalism s i s th e typ e o f
wage-bargaining syste m whic h i s institutionalize d i n differen t nationa l
settings. Studies have consistently shown a relationship beween this variable
and selected macro-economic outcome s such as the levels of unemployment
and inflatio n (Clegg , Boreha m an d Do w 1986) . Thre e type s o f arrange -
ment ar e identifie d b y Calmfor s an d Diffi l (1988) . Focusin g o n inter -
employer an d inter-unio n cooperation i n wage-bargaining , they spli t sev-
enteen OECD countries into those characterized b y centralized, decentral -
ized an d intermediat e bargainin g patterns . Thes e type s wer e then relate d
to a  rang e o f macro-economi c outcome s suc h a s level s o f inflatio n an d
unemployment. Thos e countrie s whic h wer e eithe r highl y centralized o r
highly decentralize d i n thei r wage-bargainin g syste m consistentl y out -
performed thos e in the intermediate category. Include d in this intermediate
category were both Australi a and Ne w Zealand, as well as West Germany,
Holland and Belgium ; Britain, they suggest, probably belongs here as well.
These countries clearl y have considerable incentive to re-thin k their strat -
egies in terms of either a more or a less centralized wage-bargaining system
if the y ar e concerne d wit h achieving more effectiv e macro-economi c out -
comes. Thos e countries a t eithe r en d of the spectrum ar e necessarily mor e
'locked in ' t o thei r design by virtue not onl y of institutional isomorphis m
but als o the performance advantage s tha t thi s goodness o f fit produces. It
is those countries whic h are leas t isomorphic in their institutional arrange-
ments whic h hav e th e greates t freedo m o f movemen t an d choic e eithe r
way.

It i s a consequenc e o f th e choice s facin g countrie s suc h a s Australi a tha t
the 'economic culture' debate takes on an importan t polic y dimension. To
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the exten t tha t ther e i s a n elisio n i n th e term s o f th e debate , an d th e
concept o f an 'economic culture' per se is aligned with that of an enterpris e
culture, the n th e term s o f debat e an d choic e ar e unnecessaril y restricted .
Moreover, th e Scandinavia n prescription s woul d see m ill-advised . Conse -
quently, the discussion o f the 'economic cultures' o f Pacific examples, such
as Japan an d th e Eas t Asia n NICs , need s t o b e balanced wit h discussio n
of les s 'economicall y liberal ' an d mor e 'socia l democratic ' cultures , suc h
as that which prevails in Sweden, for example. When posed in these terms,
as we shall see, th e issu e of choice become s mor e acute .
If w e concentrate onl y o n Japa n an d th e Eas t Asia n NICs , th e choices ,
although somewha t inchoat e betwee n nationa l strategies , d o appea r t o
have som e commo n element s oriente d toward s recastin g th e industria l
relations int o term s consonan t wit h thos e whic h hav e marke d th e 1980 s
revival o f neo-conservativ e libera l analysi s applie d t o 'politica l culture' .
Recipes fo r succes s wil l b e sough t i n de-regulation , i n de-unionizatio n o r
enterprise unionism , in stat e interventio n oriented t o curbin g th e excesses
of democracy , administrativ e overload , ungovernabilit y an d s o on . (Fo r
an accoun t o f th e genera l arguments , consul t Clegg , Do w an d Boreha m
1983: 34 — 38.) When the politica l an d economi c imaginatio n i s confronte d
by the economic succes s of an economic cultur e whic h is in many respect s
an alternativ e to thos e Pacifi c examples , such a s tha t o f socia l democrac y
typified her e by reference t o Sweden , the implicit choices reall y do becom e
quite evident. They will be seen to hinge on the central notions of citizenship
and representation : o n the one hand, th e deepening and extension of these
on a  universalisti c basis i n no t onl y th e politica l bu t als o th e economi c
sphere; o n th e othe r hand , thei r restrictio n no t onl y within the economi c
but als o th e politica l sphere . Consequently , i t i s through consideratio n o f
these issues that one might be attracted t o what, in any economically libera l
conception o f an economic culture , would hardly be a promising example.
The rational e fo r ou r chapte r i s now clear .
The framewor k fo r th e remainde r o f th e chapte r i s a s follows . Firs t w e
will establis h tha t wit h respec t t o th e case s o f th e Eas t Asia n economi c
success storie s there are eviden t limit s to a n understandin g couche d solel y
in conventional economic terms . It is for this reason tha t in the past decad e
increasing recourse ha s been made t o conceptions o f 'economic culture' in
explaining thi s success , attributin g i t t o som e underlyin g se t o f 'post -
Confucian' value-clusters . Ou r secon d tas k i s to cas t a  sceptica l ey e over
these explanation s an d t o sugges t tha t the y hav e recours e t o wha t w e
consider t o b e an underlyin g 'essentialism' a s a  strateg y o f argument : the
cultural essenc e become s capabl e o f explainin g whateve r economi c phe -
nomena ar e t o b e explained . Ou r thir d tas k i s t o attemp t t o sketch  th e
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institutional framewor k withi n whic h th e 'social , politica l an d cultura l
matrix' o f economi c proces s ha s bee n lodge d i n th e pre-eminen t case o f
Asian economic culture ; tha t o f Japan. On e consequence o f this will be to
cast a  furthe r sceptica l ey e over culturalist explanations as they have been
developed for the Japanese case. By contrast, w e would want to concentrat e
explanation rathe r mor e o n th e institutiona l fram e and rathe r les s on th e
allegedly causa l rol e o f a  uniqu e culture . Ou r fourt h tas k i s t o tr y an d
develop some conceptual orde r within which such discussion may in futur e
be framed . I n orde r t o d o thi s w e focu s o n th e limit s t o univariat e
explanation which we assemble b y reference to cultural , market , stat e an d
organizational contingencies. This discussion focuses more widely than o n
Japan alone : i t als o include s th e 'fou r dragons ' o f Taiwan , Hon g Kong ,
Singapore and Sout h Korea .
The framework of cultural, market , state and organizational contingencies
impinges o n th e form s o f economi c calculatio n whic h ar e availabl e t o
dominant economic actors. Two aspects of this are focused on: the technical
considerations surroundin g productio n (whic h we wil l identif y a s having
been o f particula r importanc e i n th e Japanes e case ) an d th e form s o f
financial calculatio n which are systematically available to economic actor s
within diverse national frames. Again, the focus is comparative, broadene d
to includ e no t onl y Eas t Asia n economi c successe s bu t als o som e les s
successful case s i n recen t times : Britain , the Unite d State s an d Australia .
Stability in economic calculation appear s a s a key factor, thus underscoring
the argumen t fro m Calmfor s and Diffi l (1988) . However , a t thi s stag e i n
the argument ou r electiv e affinities becom e evident . We consider i t impor-
tant t o understan d tha t no t onl y ar e stabilit y an d consistenc y i n institu -
tional framework s important, bu t tha t i t i s also necessar y t o conside r th e
basis upo n whic h thi s orde r i s constructed . I s i t on e whic h extend s o r
restricts th e distributio n o f thos e desiderat a w e value , al l thing s being
equal? Th e directio n o f ou r argumen t thu s become s apparent . I t i s ou r
concern no t onl y wit h macro-economi c efficienc y bu t als o th e basi s o n
which thi s is achieved, i n term s o f th e publi c sphere o f citizenship , which
guides the argument. Consequently, our penultimate two sections open u p
consideration o f a  socia l democrati c exampl e o f a n economi c culture ,
which in our fina l sectio n we contrast wit h the two types which have been
implicit in our earlie r discussion: a liberal democratic an d an authoritaria n
democratic type . O n thi s comparativ e basi s o f alternativ e framework s
better informe d policy choices ma y be constructed .

Having outlined th e logic of our subsequen t argumen t i t is appropriate t o
commence it. We begin with a consideration o f the East Asian conjuncture
in which the economic cultur e concep t firs t explicitl y developed.
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The Limits o f Economic Explanation for East Asi a
The limit s t o economi c explanatio n ar e readil y appreciated . Intuitivel y
economic explanation s which stress cheap labou r o r governmen t subsidie s
or th e inexpensivenes s o f transpor t cost s t o majo r market s d o hav e a
certain plausibility in explaining economic performance: bu t i t is one which
is limited; on these criteria the debt-ridden nation s o f Latin America would
have seeme d a  bette r propositio n fo r economi c growt h tha n di d thos e o f
East Asi a i n th e post-wa r period . Castin g th e ne t a  littl e wider , othe r
explanations hav e stresse d th e importanc e fo r th e Eas t Asia n NIC s o f
factors suc h a s thei r bein g extremel y market-oriente d economie s tightl y
organized aroun d th e pric e mechanism , havin g libera l doses o f entrepre -
neurialism, hig h domesti c saving s an d 'free ' labou r markets . Althoug h
these factor s ar e no t applicabl e acros s th e board , suc h element s woul d
seem to conform precisel y to the liberal conception o f an economic culture
to which we have alread y allude d i n the introduction .

Market condition s hav e invariabl y bee n pai d mos t attention , stressin g
phenomena suc h as labour intensiv e export-oriented policie s and fre e trad e
conditions existin g fo r exporters , policie s underline d b y specifi c frame -
works o f interes t rate , agricultural , educationa l an d anti-labou r support .
While consideration of these issues would offe r som e explanatory purchas e
on how these Eas t Asian economies wer e able to rapidly industrialize, they
do no t specificall y focus on thei r successfu l export-orientation .

Some considerable ingenuity has been exercised in explaining this successful
export-orientation: i t wa s du e t o factor s i n scarc e supply , suc h a s a  lac k
of natural resources, o f land and of a large domestic market , at least where
the city-state s ar e concerned . Th e 'advantage ' o f a  tota l lac k o f natura l
resources ha s ofte n bee n regarde d a s a  facto r i n Japan' s success . Th e
ingenuity i s onl y exceede d b y th e implausibilit y of thes e explanations .
Although th e idea of countries not havin g the luxury of options an d being
forced t o expor t o r peris h i s intuitivel y attractive, ther e ar e stil l man y
countries wher e the same migh t appl y and apparentl y doe s not .
Spurred b y th e lac k o f explanator y conten t o f thes e factors , som e recen t
contributors t o the debate have , as we have indicated , sough t t o introduc e
an 'economi c cultural' explanation . Wha t characterize s thes e argument s is
the us e o f long-standin g an d pervasiv e cultura l attitude s an d institution s
which ar e identified as the sourc e o f East Asia n success . I t i s here tha t th e
social conditions o f 'entrepreneurialism' ar e sought. I n the Eas t Asia n cas e
this explanatio n ha s com e increasingl y t o b e mad e i n term s o f wha t ha s
been calle d th e 'post-Confucia n hypothesis' .
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Post-Confucian Economi c Cultur e
The post-Confucia n hypothesi s wa s firs t explicate d b y Herma n Kah n
(1979), wh o propose d tha t th e succes s o f organization s i n Japan, Korea ,
Taiwan, Hon g Kon g an d Singapor e wa s due i n larg e par t t o certai n ke y
traits share d b y the majorit y of organizatio n member s whic h were attrib -
utable t o a n upbringin g i n th e Confucia n tradition . Classically , th e ke y
notion o f Confucianism was that of Chün-tzu,  a  concern fo r the courteou s
and correc t conduc t o f one's duties, particularly towards th e family, base d
on a profound respec t for social conventions . In this respect Confucianism,
in it s concern wit h ritual , order , imperia l patrimonialism , servic e and th e
meritocratic achievemen t o f thes e virtues , wa s profoundl y anti-individu -
alist: it legitimated a  corporate, bureaucrati c elit e unified aroun d the highly
developed monopoly o f complex literacy enjoyed by the mandarinate. One
might, i n view of thi s characterization, b e tempte d t o thin k that th e onl y
commonality betwee n Confucianis m an d post-Confucianis m i s a  share d
stress o n familism , collectivis m define d i n term s o f th e family , an d a
meritocratic stres s o n educatio n a s th e mean s t o collectivel y consolidat e
family wealth . The elite , ascetic, other-world y characteristics ar e lacking.
Some aspect s o f th e post-Confucia n argumen t ar e appealin g i n precisely
the sam e term s a s ar e simila r idea s abou t th e rol e o f Protestantis m i n
forming a 'capitalist ethic' in nineteenth-century Europe and America. This
is, tha t i n th e initia l stage s o f capitalis t development , eithe r ethi c coul d
provide a t leas t som e o f thos e condition s o f capita l formatio n whic h are
necessary for initiating sustained production and accumulation. T o reinvest
capital t o th e glor y o f Go d o r t o tha t o f th e famil y will , i f diligence ,
application an d marke t conditions allow, achieve the same end of deferred
consumption an d increase d investmen t leadin g t o greate r productivity .
There i s a sting in the tail , however. Precisely to the extent that such ethics
are capitalisticall y successful , thei r succes s wil l begi n t o undermin e th e
conditions tha t firs t produce d them , a s Webe r wa s wel l awar e i n hi s
prognosis fo r th e futur e o f the Protestan t ethic:
Where the fulfillment o f the calling cannot directly be related to the highest spiritual
and cultura l values , o r when , o n th e othe r hand , i t nee d no t b e fel t simpl y a s
economic compulsion, th e individua l generall y abandons th e attemp t t o justify i t
at all . In th e field o f its highes t development, in the Unite d States , th e pursui t of
wealth, strippe d o f it s religiou s and ethica l meaning, tend s t o becom e associate d
with purel y mundane passions , which often actuall y give it the characte r o f spor t
(Weber 1930 : 182).

It i s no t simpl y th e characte r o f th e meanin g structur e whic h regulate s
economic activit y in its drive, its production, whic h can serv e to undercu t


