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[bookmark: _Toc120998830]Introduction
In order to summarise knowledge gaining from module “Theoretical Perspectives on Management”, this essay is produced to analyse specific theories and business cases. This essay includes three main parts. The first part will mention three various theorists who contributed knowledge and instruction for management practice. They are Michael Porter, Peter.F.Drucker and Peter Senge.  Their theories have been applied in business management practice. In second part, this study will evaluate two business management practice of two specific business cases which are Toyota’s just in-time manufacturing and Volkswagen’s just in case manufacturing. Finally, in the last part, this essay will explore current debates and developing thinking about management practice in “international and cross-cultural management”
[bookmark: _Toc120998831]Part I: Three Management Theories Review
As it was mentioned above, in the first part of this essay, three theorists including Michael Porter, Peter.F.Drucker and Peter Senge will be evaluated. The evaluation will follow four steps. First, this indicates the theorists’ contributions. Then, rationale of selecting the theorist will be mentioned. After that, previous critiques will be reviewed. The three theorists’ theories and models will be applied in business cases in the next parts of this essay. 
[bookmark: _Toc120998832]1 Michale Porter
Let’s starting with Michael Porter who is teaching at Harvard Business School. According to Havard’s description about Michael Porter, he experienced working in competitive industry which helped him to develop his famous strategy: competitive advantages. Furthermore, he did not only contribute research within business management, Michael Porter also pay attention in other area of academy such as environmental policy, corporate social responsibility (CSR), and health care. Until now, Michael wrote nineteen academic books as well as 125 articles which provide theory and knowledge in diversify academic sectors. In each area of academy, he provided economic value to it. For example, in environmental policy, he produced “Porter Hypothesis” to develop both environmental standard and business profitability. Thus, this increases national competitiveness. In CSR, Michael Porter indicated role of capitalism in resolving social issues through “Creating Shared Value”. Furthermore, he applied economic sector in health care by developing valued-based health care. This theory helps to maximise value to patients and the health organisations. On the other hand, beside teaching and research, Michael Porter also advise business and national leaders around the world to develop economic development strategy. To summary, Michael Porter’s contribution is not limited within academic area, but also in practice. 
This essay selects Michael Porter to evaluate because his work in management development is useful for organisation. In business management, his famous theory focused on competitiveness, especially, competitive advantage theory. This provides foundation knowledge for business to analyse its competitive element to exist and obtain market share. Every firm has its own competitive advantages, otherwise it will be eliminated. In addition, this could help business to prepare appropriate strategy for cross culture management which will be mentioned deeply in part 3 of this essay. Also, he created models for business to analyse and enhance their competitiveness such as Five Forces Model, Value change management. Michael Porter’s famous theories could be competitive strategy and competitive advantage. He strongly insisted that business should evaluate its completive advantages to form appropriate strategy. He created five competitive forces which are known as Porter Five Forces as a model for business to evaluate. In this models, business analyse five forces including “competitive rivalry or competition”, “bargaining power of buyers or customers”, “bargaining power of suppliers”, “threat of substitutes of substitution”, “threat of new entrants or new entry”. By completing evaluation in these five forces, business would identify its current position in industry and the trend of the market to develop appropriate strategy. To develop this model, Porter observed various of industries and believed that these are core ideas and may not change much comparing between the present and future’s world (Michael Porter, 2002).  Furthermore, Michael Porter introduced model of value chain model which focus on cost and differentiations. In Porter’s view, company need to improve competitive advantage to exist.  In each industry, there is value chain which firms operating in it could make profit. The value chain decided the selling price. Hence, Michael Porter argued that managing cost and differentiations could increase margin of profit. He divided business activities into two sections including primary and support (see picture below). According to Porter (1985), primary activities include physical conception to produce goods and support sector assist manufacturing process. This will be applied in part 2 which essay will analyse two auto manufacturer case studies- Toyota and Volkswagens. The two companies do business in same industry, but they follow different value chain management.
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By learning the firm’s activities, management could reduce cost by either control the part which has high cost or find out adopted production method which cost effectively. Good cost may lead to affordable price for customers, so the firm’s competitiveness can be increased by offering better price. Another way to be more competitive regarding to Porter is differentiation. Business should focus on becoming differentiation. This make business being unique, so customers are willing to pay for their goods/ service. 
Although Michael Porter’s work had been applied in practice, Ensar Mekic and Emina Mekic (2014) indicated that many literatures were conducted to critic his theory. For example, Speed (1989) mentioned that Porter’s Five Forces Model is random and counterattraction is not proposed. Furthermore, Downes (2010) argued that Porter’ Five Forces model could be outdated because it did not pay attention in digitalisation which can change every industry. On the other hand, Barney (1991) mentioned that cost and differentiation could not be applied in all business. He gave example in stated-own firms which are supported by government in both capital and policy to dominate the market. These type of business can generate high profit without caring Porter’s value chain management. However, according to Ensar Mekic and Emina Mekic (2014), “Companies are operating in a highly turbulent, changing and competitive environment. Therefore, in order to outperform competitors, one has to do many things better than others”. However, there are also many research supporting Porter’s theory such as Geenspan (2022). Porter’s competitive advantage theory could be a foundation idea for business to enhance its position in market. There are some corporations follow Michael Porter’s model to develop their business strategy. For example, Geenspan (2022) mentioned that by applying and evaluating Porter’s Five Forces, Starbuck coffee grow successfully in the global coffeehouse industry. On the other hand, Apple could be a good example to support the benefit of differentiation in smart phone industry. This company takes account into develop its own technological ecosystem to keep customers using its products and service. Whereas, its rivals use same ecosystem. This make Apple be differenced in the market and attract many customers Although price of the IPhone is increasing, customer is willing to pay for new model which is introduced every year. Thus, it leads Apple to the top position in global smart phone industry. 
In conclusion, although there are many critics toward Michael Porter’s competitive advantage and competitive strategy, they have contributed value to business for a long time and still are not outdated. Porter’s theories could be a foundation framework for business to develop their competitiveness to obtain more market share from their opponents. Michael Porter’s models will be applied to analyse the two case studies which will be indicated in next paragraph in order to evaluate their megamenu strategy. Furthermore, Porter’s five forces will be applied to analyse Tesco’s business case in part three.
[bookmark: _Toc120998833]2 Peter.F. Drucker
Peter.F.Drucker is the second theorist to be analysed in this essay. His first major was not business. Drucker studies law at Frankfurt University and got Ph.D in international law. However, he is famous thanks to his contribution to business management theory. He started his first business related job in 1943 which he worked as a business consultant for IBM and Procter & Gamble. From this career, Drucker found out that innovation and marketing are import for business. During his academic career, Drucker produced five principles, four theories and seven key elements of post-war management development (he lived through two World War). Jha (2009) listed down Drucker’s main academic contributions as following:
· “Five basic principles of management including: setting objectives, organising, motivating and communicating, establishing measures of performances, and developing people including self.
· Four theories comprising: management by objectives, putting the customers first and stick to the knitting, the role of the chief executive in corporate strategy, and structure follows strategy.
· Seven key elements of post-war management development: scientific management of work as the key to productivity, decentralisation as a basic principle of organisation, personnel management as the orderly way of fitting people intro organisational structures, manager development to provide for the needs of tomorrow, managerial accounting- use of analysis and information as the foundation for firm’s decision making, marketing and long-range planning”.
Peter.F.Drucker also focused on training manager. His famous quote was “management is doing things right; leadership is doing the right things”. Drucker believed that leaders hold crucial position in the whole organisation’s management and development. According to Drucker’s paper in 1946, he stated that human relationship within the organisation is significant for the development. Effective manufacturing could always be accomplished, but without responsible leadership, the organisation cannot sustain its efficiency. 
This essay selects Drucker to review because he contributed knowledge in training. This could help business to develop its own culture and internal attributes. Every organisation has its culture to direct its members following toward same target. Drucker concentrated on “worker”. Applying same culture internationally is not easy, to do that, firm must train employee in different countries to have same culture. Therefore, Drucker’s theory is appropriate for international and cross-culture management.  His famous and mainly focused theory could be management by objectives and knowledge worker. In management by objective theory, Drucker suggested that business should pay attention to its objectives to identify its current condition, forecast its future position and the target it should accomplish. Also, organisation’s key resources including human, funds and physical assets must be used to reach the organisation’s goals. Furthermore, Drucker believed that workers hold crucial role in the corporation. He mentioned the issue that although knowledge workers could be a company’s competitive advantage and bring much benefits, business owners only focused on cost of labour, so they employed workers who work by hand. At his time, human resource was not considered as an investment. Drucker thought this was a big problem and he broke this issue by publishing theory to conceptualise the “knowledge workers”. In 1989, Drucker stated “the more knowledge-based an institution becomes, the more it depends on the willingness of individuals to take responsibility for contribution to the whole, for understanding the objectives, the values, the performance of the whole, and for making themselves understood by other professional, the other knowledge people in the organisation”. Furthermore, he insisted the most value asset of business in 21st century would be its knowledge labours and their productivity. Organisation leaders need to delegate task to empower their staffs. In his perspective, only human could complete the task correctly. Hence, he spent almost his career in develop theory in knowledge workers. The world is changing and so does the market. Only human can adapt the change effectively. According to Jha (2009), “current scenario indeed validates Drucker’s point of view in its entirety”. 
However, there are some criticism against Drucker’s perspectives. Guy and Hitchock (2000) mentioned that it may be a problem if a single perspective become the standard for overall. Drucker’s conclusion of public manager may not be precisely as he compared government to business which their mission and purpose are completely not similar. Furthermore, some literatures critiqued Drucker’s theory has lack of empirical proofs (Hay & Russ-Sellers, 2000; Kurzynski, 2009). However, Drucker was right about the value asset of 21st century. Human is a core factor in organisation. Although technology is developing and there are a lot of job can be replaced by machine, workers still hold crucial position within business. Their role transforms from producing goods to managing machinery to make the job done. In below business cases, Toyota applied Drucker’s theory by investing to build high-skill technician for its business. Furthermore, Drucker’s worker-central theory can be used to structure business cross-cultural management. Huawei which will be evaluated in part three can be a good example of Drucker’s theory in practice.
[bookmark: _Toc120998834]3. Peter Senge
The last theorist which this essay mention is Peter Senge who is famous by his “fifth disciplines” theory. According to MIT Management Sloan School, Peter Senge is its Senior Lecturer and he also the founding chair of Society of Organisation Learning (SoL) which is organised as the international network of institutions, researchers and consultants pledged to “interdependent development of people and their institutions”. During his academic career, he focuses on developing theory in change management. He believes that the business will be able to surpass others in the market if they could adapt change effectively. Every organisation has its own problems to resolve. The world is changing so if the company keep using same method to deal with issue, they may be fail. Therefore, Senge designed the model which transforms business into learning organisation: The Fifth disciplines. This helps business learning to improve. Senge’s five disciplines are:
1. Self-mastery: according to Senge (2006), this discipline is a “special level of proficiency”. In addition, when people learn could make the whole organisation learn. Thus, people within the institution need to be motivated and concerned their needs, self-respect and self-actualisation. People who have high self-mastery factor are always willing to learn and improve themselves. They seek for their lack of knowledge and fill it. However, self-mastery cannot be forced, it should be encouraged to make people are willing to gain it voluntarily. 
2. Mental model: this includes assumptions and generalisation. Human’s imagination can create new things. Thus, manager should encourage employees to assume all scenario and prepare solution for each of them. According to Senge (2006), mental model develops personal awareness and improve what people view and act. In addition, mental model helps to develop skills in reflecting and inquiring.  Furthermore, experience could be a challenge for this model because it limits the ability of imaging and assuming. Hence, in order to implement this discipline, the organisation should create a new definition of leadership and decision-making structure, according to Baumberg & Isaacson (1992).
3. Building shared vision: After encouraging the willingness of learning and assumption, basis of building shared vision which comprised goals, value and mission that symbolise an organisation should be created. According to Senge (2006), the corporation’s vision should share with employees’. This gets truth and commitment from organisation’s member to reach the final target. Also, share vision should be enrolled than forced because this make people would not commit to reach it as they are forced to follow the specific vision which are not theirs.
4. Team learning: according to Senge (2006) “intelligence of the team exceeds the intelligence of the individuals on the team”. In order to apply team learning, team member must have a shared vision, so they commit to learn each other to accomplish the final goal. Furthermore, by assuming together, the solution could be found out quickly. This is also a team skills and ability to learn from each other. 
5. System thinking: this is the comprised discipline which includes the previous four disciplines together. To build learning organisation, every individual needs to be encouraged to learn and imagine for new things. After that, shared vision will be made to combine organisation and personal’s vison into one target. This make the team members are willing to study from each other toward the final goal. This brings benefits to both manager and their follower. While managers can find out how to change the organisation’s system to adapt the change of outside, employees could make decision for the whole system, not only for themselves personally. 
This essay focuses on Senge because his fifth disciplines provide the basic framework to transform business into learning organisation. By doing this, business can study new things quickly and both manager and followers can make appropriate decision for the whole institution. New things and new solutions can be learnt quickly through learning organisation as all member within it share the same vision and all willing to improve themselves. The more development of every individual, the more development of the whole organisation. This is globalisation era; business expand internationally after accomplish high position in domestic market share. It means firms will suffer new things when enter new market which has new culture. Therefore, by applying Senge’ fifth disciplines and transform to learning hub, business could shorten time to adapt new market and also to apply its main culture in new country. Many firms fail in foreign market although they are market leaders in their home country. In addition, by building learning organisation, business can study new market carefully to develop appropriate strategy to adapt. Every changing would be reviewed and appropriate solution would be developed to adapt new things. Senge’s fifth disciplines is appropriate model for firm to follow for international and cross-cultural management. However, in practice, this will be applied flexibility to develop most suitable learning hub for organisation. Senge’s model is appropriate for multinational corporation to deliver and apply same business culture. In next part, this essay will evaluate two top multinational auto makers and their management practice. In the last part of this essay, international and cross-culture management will be discussed. Senge’s fifth disciplines will be mentioned as a model for this practice.
[bookmark: _Toc120998835]Part II: Two business case studies
After analyse the three theorists, this essay will move to analyse two different business case studies and compare their business management practice to evaluate their approach relating to their strategic and cultural context. This essay selects two organisation operating in same industry: automobile manufacturer which are Toyota and Volkswagen.  Both of them are international car makers and come from two top economy of the world (Japan and Germany). However, they have different strategy to do business. Toyota applies “just-in-time manufacturing” while Volkswagen applies “just-in-case manufacturing”. The comparison will be made to evaluate the different between the two car makers’ business management practice. Previous three theorist’s study will be applied to analyse the two case studies. Furthermore, these two automobile makers are international giant which operate and sale care globally. Thus, they should consider cross-culture management in their strategy. They do business in same industry but the two companies come from different culture, so the way they operate differently.  However, they are similar which both are success globally. They are known as international automobile makers which appear in various market, so their international management should be studied. Together, they embrace the first two positions in largest car ranking in 2022 based on 2021 revenue, according to Fortune 500.
· [bookmark: _Toc120998836]Toyota
This is Japanese automobile maker and is well-known with its famous production called Just-in time manufacturing. This manufacturing method was introduced by Toyota and become its main strategy since 1970 (Yousaf, 2016). This idea was created from the reason that Toyota could not predict how big their warehouse to store to finish final products. Thus, it caused material wasting and warehouse was not used effectively. This increased cost of storage. Therefore, they invented this type of production to resolve these issues and increase manufacturing. This strategy was implemented to reduce inventories, decrease waste from manufacturing and increase efficiency in production. According to Sahil (2017), in this type of manufacturing, every single parts will be delivered with correct amount required in exactly time. Items are calculated to be delivered by the time they are needed with enough quantities. This helps the automobile maker saves the warehouse space and reduces cost of carrying unneeded stuffs. In the process, every part will be assembled in first time. Sahil (2017) also mentioned that at the moment, Just-in-time is well-known and applied globally. This success is not bounded within Japan, it expanded internationally. Toyota is a multinational automobile maker. Their cars are sold in many countries. However, the company can keep its culture by applying Just-in-time production. This method requires expert supply-chain management. In this strategy, every step needs to be calculated carefully to make appropriate material order. Therefore, Toyota mainly focuses on “knowledge workers” following Drucker’s study. According to Mr Akio Toyoda’s speed in the Guardian in 2010-chairman of Toyota, “At Toyota, we believe the key to making quality products is to develop quality people. Each employee thinks about what he or she should do, continuously making improvements, and by doing so, makes even better cars”. Toyota understands the important of knowledge workers and they keep training its employees to develop car quality. Furthermore, Toyota uses its just-in-time production as the company’s competitive advantage. The firm manage its cost to increase profit by using this strategy. By managing its supply-chain appropriately, the company decreases storing cost and maximise productive effort. Applying in Michael Porter’s model, Toyota focuses on managing its primary activities to reduce cost and enhance production. As it was mentioned above, Toyota is multinational companies and has many factories around the world from its home country (Japan) to Europe, America, Africa and Asia. All of them follow just-in-time management. This indicates that Toyota is success to apply its corporation culture in foreign market. This company focuses on “knowledge worker” so it builds learning centre to train multinational employees in every single market which the company enters. The company adapts differences in new market which has different supply-chain process. Just-in-time requires concentration in supply-chain management. If mistake happens, it may affect the whole procedure and suspend production. Based on Toyota’s success, it may conclude that the company accomplish level 5 of Senge’s fifth disciplines. Toyota is Japanese company, so it has national special culture which pay attention on specific things and small items. Based on this culture, Toyota develops just-in-time production method to save cost and increase the firm’s economic value. However, the Covid-19 happened and suspended the global supply chain and create issue in lacking of materials and logistic delay. Thus, this affects the car maker’s just-in-time procedure because the company could not have appropriate parts in appropriate time. Therefore, according to McLain (2021), Japanese corporation start storing four months of some parts which are difficult to purchase. This indicated Toyota’s flexibility. 
To summarise, just-in-time has its own advantages and disadvantages which will be indicated below:
· Advantages:
· Efficient use of resources: Just-in-time prevent the company from over ordering materials from suppliers. By following delivery appropriate materials when they are needed on time, this can save the storing place.
· Less waste: business only stock which material are needed in specific period of manufacturing. Therefore, this save storing lot and save fund in inventories.
· Reduced cost: the company make the purchase only when it need the goods. Thus, the company can save cost of warehousing and labour/ administration.
· Increase agility: Just-in-time saved time to change over and delivery goods from warehouse. Thus, this increase speed of manufacturing
· Disadvantages:
· Supplier stability needed: crucial element of Just-in-time manufacturing is buying needed materials on time. Thus, if there is any delayed and suspension in the supply chain, this could affect the whole process. Also, the following steps could be suspended.
· Inability to meet unexpected demand: in this strategy, manufacturer make production plan to place order effectively. Therefore, if any unexpected demand occurs, this would cause the whole lean process.
· Pricing risk: if materials cost less in the time which they are not needed, manufacturer 
· [bookmark: _Toc120998837]Volkswagen
This is German automobile manufacturer. In German, Volkswagen means people’ cars. This is the company’s main target: making cars for every people. In contrast with Toyota, Volkswagen applies another strategy to manage their manufacturing which is Just-in-case and the company is also successful with this model. According to Fisher, Ramdas, and Ulrich (1999), the rising of cost and new demands of customer in cars’ standard brought challenges to Toyota’s just-in-time because producer could not change to manufacture new model for replacement quickly due to the “lean management”. This requires automobile to find out new method to overcome the difficulty. Volkswagen found new way which called modularised production or just-in-case manufacturing. In contrast with just-in-time, just-in-case management based on prediction of sale. From this, manufacturer purchases material and stores in warehouse. This means more inventory will be kept.   This is management practice for business which is struggling with logistic delay. In Volkswagen, this strategy is developed in higher level. Volkswagen divide manufacturing into smaller part and they assign these parts to their subcontracting companies- or can be called as modulist. Each of them is responsible for specific part of the car. Finally, each parts will be assembled to final product. This separates risk of Volkswagen into smaller part and delivers to modulists. Also, the automobile maker could save capital when their modulists will pay for their parts’ material. Therefore, this reduced the company’s investment (Luquet and Grinbaum, 1996). In this strategy, a relationship between assemblers and suppliers reconfigure the boundaries of the whole industry (Csizmazia, 2014). In Volkswagen, its competitive advantage is its modulist or sub-contracting factory system. Thanks to this, the company can keep running production without worrying about lack of inventory. The company’s modulist locate around the world, so Volkswagen has to focus on managing its cross-culture sub-contracting company to ensure same standardisation in production. Volkswagen is German based company, so it focusses on high quality technical products. The company mainly aim to design high quality car for every people. To do that, it needs to follow customers’ trending and the modulist system helps the company to produce new model more quickly. As Michael Porter’s language, this is the firm’s competitive advantage. Furthermore, this strategy is suitable for the current situation which global supply chain is broken by Covid-19. This practice is created to resolve the issue of lacking material for higher demand while the time of shipping is long due to extensive distances. The health crisis suspends the global supply chain, therefore just-in-case manufacturing could help to maintain production and mitigating risk of running out material while demand is still high.
 To summarise, just-in-time has its own advantages and disadvantages which will be indicated below:
· Advantages:
· Increase competitiveness: this method allows manufacturer produced more products. When the supply chain is affected and competitors is out of stock, this is competitive advantage for manufacturers applying just-in-case strategy because they have ready for sale products.
· Few lost sales: in this strategy, the company can eliminate the risk of suspending production due to running out of inventory. The storage helps producer sustain its operation during waiting new inventories shipped.
· More wiggle room in demand forecasting: by keeping high enough inventory, the manufacturer could meet market’s demand.
· Saving: in contrast with just-in-time strategy, by buying stocks to store, just-in-case manufacturer can benefit from bulk-buying discount when the cost of material down.
· Disadvantages:
· Addition storage cost: because of storing stocks for future production. This cost warehouse cost for manufacturer. Also relating cost such as delivery, labours and administrations rise.
· Increased opportunity cost: the company’s capital is put in inventory, so this increase opportunity cost
· Wasted stock: this is risk if stock is not used. This happened in stock which make seasonal products or flagship. When the demand pass, the stock could not be used.
Although two automobile makers do business in same industry and get high top position in the market, they follow different management. However, they both keep their home country’ traditional: Japanese’s focus on detail and German’s focus on quality technical part. They are success not only in their domestic market, they are known internationally. Each strategy has its advantages and disadvantages, but the two firms enhance both managements in highest level. In addition, the two car makers are international corporations, so they apply international and cross-cultural management to maintain their global brand. They will be evaluated in part 3.
[bookmark: _Toc120998838]Part III: International and cross-cultural management and Practice
[bookmark: _Toc120998839]1 International and cross-cultural management in context
Despite various managerial methodologies have been developing to provide value features and priorities for businesses to form their strategy, international and cross-cultural management holds crucial position in this globalisation era. Businesses have same target: expanding wider and bigger. After obtaining local market and having stable customers, firms start to cross border to enter international market (Woohyoung, Kim and Hwang, 2020). Thus, this requires appropriate international management strategy to maintain the performance of business. The study of cross-cultural management includes academic theory relating to the influence of society on management practice along with cultural orientations of managers and organisation’s members. At the moment, globalisation is growing rapidly and the context of “international worker” is not new. Additionally, multi-cultural work place become popular because not only firms expand widely, employees also cross border. People from developing countries are seeking opportunities in foreign which has better economic. Therefore, international and cross-culture management applied in both company’s internal human resource management and its international branch management. This study is going to critically analyse and discuss the existing philosophy for international and cross-cultural management. 
There are various studies conducting related to topic of international and cross-cultural management. Albert Wöcke, Mike Bendixen & Rasoava Rijamampianina, (2007), insisted that “with global expansion, multinational enterprises (MNEs) are under pressure to find the appropriate balance between global and local practices”. MNE has to identify appropriate method to transfer all of parent’s advantages to affiliates running in new countries (Rugman and Verbeke, 2003). In the same vein, according to Ghoshal and Nohira (1993); Taylor and Beechler (1996), MNE suffers challenges to apply same its business advantages when operating in different countries. Thus, this is significant to resolve all issues to manage whole international corporation effectively. On the other hand, Aycan (2005) and Luthans et al (1997) pay attention on human resources management in international workplace. Therefore, there are two academic areas in international and cross-cultural management including: global branch or affiliates management and international human resource management. This study is going to review and discuss previous studies in each area.
As it was mentioned previously, MNS develops its own management standard and apply globally to structure business culture.  However, this requires flexibility to run international management because there are different in different market. Business need to spend time to conduct research to develop appropriate cross-culture management strategy to maximise benefits, thus this is not individual sense-making. Accroding to Woohyoung, Kim and Hwang (2020), developing countries decided to open up their economies and attract foreign investment to boost competition and long-term efficiency. This provides opportunity for business, espeicailly retailer expand to new market.  Also, Burt, Dawson, and Sparks (2008) indicated other factors leading Westurn retailer expanding to new market such as: Asian financial crisis, polical change in Eastern Europe. However, this is not easy to enter new market and adapt its demand.  Burt, Coe, Davies (2019), business could fail in foreign marker due to both internal and external factors. Wrong strategic priories also lead MNE divestment. Woohyoung et al (2020) stated that even MNE giant could decide to pull out of specific market due to mismanagement and non-compliance problems. However, some researchers such as Pattnaik and Lee (2014) supported that some MNSE decide to relocate its business as part of the whole strategic coordination. Furthermore, there are various literatures studying MNE’s failure. Some researchers believed that MNE’s failure due to restriction, poor performance and poor management ability (Boddewyn,, 1983). Whereas, other research including Sachdev (1976), low profitability, commercial difficulties and losses are main reasons to fail MNE in new market.  Although which reasons cause MNE divestment, they demonstrate that this is not easy to enter new market for MNE. Thus, this is significant to analyse new market before entering it. Despite the company could be a market leader in its home country, it can be defeated in foreign. Thus, firm has to research new market carefully before entering it. International management requires effective managerial system. Woohyoung et al (2020) listed out three factors which the firm should research before entering market. First, this is customers’ habit. This is crucial factor if the firm want their goods or service meet the market’s demand. Without customers’ choices, business could not operate efficiency. Second, location is important, espeicailly for retailer. The cost of rent is huge, so selecting effective location could minimise cost along with maximise profit. Finally, local top management should be developed substantially because they understand local market and demand..
Furthermore, previous studies such as Kim, Hallsworth, Kim (2018); Shin, Kim, and Kim (2020); Kim and Ko (2018), Oh and Kim (2003), Bae (2012) supported that employee plays a critical role in increasing consumers’ gratification. Therefore, human resource holds significant position within cross-cultural management. To be more specific, Wocke, Bendixen and Rijamampianina (2007) conducted a research in applying human resource management. They stated that MNEs build their global management standard which should be applied in all of branch. However, the degree of flexibility should be added, so affiliates which operate in the host country should be given freedom to conduct their own HR strategy which is appropriate to the local market. Wocke et al (2007) introduce HR strategy matrix including two factor: level of abstraction and scope (see picture) below.
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Based on the level of abstraction, affiliates created more detailed HR management practice while the scope mentions the range of HR management practices allocated with the strategy. Business can follow narrow scope which focus on few key areas of they can expand the scope wider to deal with more broad practices. According to Wocke et al (2007), the corporate HR strategy is developed based on four elements comprising business model, role of an MNE’s organisation in managing affiliates, degree of convergence and impact of national culture on MNE. Business model is the paradigm of the firm. Wocke et al (2007) stated “In terms of the paradigm firms invest across national borders because of
an interplay between a firm’s ownership-specific advantages (Firm Specific Advantages),
the location attractiveness of countries or regions, and advantages gained from
internalizing cross-border operations within the MNE; the so-called OLI approach”. The next factor affect corporate HR strategy is the impact of national culture on MNE. According to Grossman and Schonefeld (2001), national culture influence on how corporate implement its HR strategy in personal motivation, synthesise the information and unitise economy. Different country has different culture, so MNE should follow the local culture in order to apply appropriate HR strategy. Otherwise, they could not manage local people and it leads the organisation failure because organisation is a group of people. The third factor is organisation culture which every institution has its own. The mission of MNE is combining its parent’ culture and affiliate’s one together. As it was mentioned above, affiliate should be allowed freedom to apply HR strategy effectively and suitable with host culture. Reigle (2001), found out that parent organisation holds crucial role to determine the method to influence MNE’s affiliates. Also, Yaconi (2001) stated that organisation culture exists in both internal and external MNE and hold substantial position in HR strategy. Convergence is known as the process which MNEs continue to develop themselves. Global market is developing and so does the MNEs. They have to learn and apply application to do business more effectively. MNEs launch branches and affiliates in various market, so they need to keep updating current culture and demand of local industry to improve their management to maximise benefits. To describe the HR matrix more specifically, Wocker et al (2007) mentioned four different business cases including Nando’s, SABMiller, MTN and and Sasol. They operate in different industry but they are all MNE. Depending on each business’s international management, Wocker et al (2007) categorised the firm into the matrix. 
Nando’s was categorised in narrowest scope and lowest level of abstraction. This business allows affiliates to implement their own strategies. SABMillier was classified at high level of abstractions and narrow scope. This does not focus on global brand. The company limited the assistance of parent and allow local branches. This company has higher abstraction than Nando’s because it attempts to develop products which is most meet local demand. Sasol was mentioned as wide scope and low level of abstraction. Sasol’s affiliates are required to apply broad management, but they are developed from the organisation’s six centre and belongs to the head office. MTN has both high level of abstraction and scope. Although its policy is developed by the head office, but it also allows flexibility. “MTN International, the drive is for conformance by affiliates to operational, marketing and HR policies in line with its vision of a single continent-wide network” (Wocke et al, 2007). To conclude, although businesses can come from same region and culture, their international strategic management could be different. It depends on the business vision and long-term goal.
[bookmark: _Toc120998840]2 The implication of international and cross-cultural management.
In this part, the study is going to review international and cross-management on specific business cases which pay attention on Tesco, Toyota Volkwagens and Huiwei. Michale Porter’s Five Forces will be applied to analyse Tesco case study. Wocke et al (2007)’ matrix will be applied to analyse Toyota and Volkswagen’ management in practice. Drucker’s theory and Senge’s fifth disciplines will be used to evaluate Huawei business case.
Although Tesco is the UK-based retail giant and market leader, this fail to maintain in Chinese market. In early 2000s, Tesco expanded to Chinese market because this has the biggest population in the world. According to Woohyoung et al (2020), there were three main reasons leading to Tesco’s failure including the UK retailer did not understand Chinese consumers’ habit, the retailer entered this market late and Chinese is a tough competitive market. Woohyoung et al (2020)’s research applied quantitative research. The survey was conducted in nine Chinese cities which represented the development of the country’s retail market. In the research, Tesco was compared with RT-Mart- a successful retail in China in order to find out the different between them. The result of the research indicated that Tesco was less satisfied than R-MT in various factors including Products, Location, Brand, and Service (see picture below). 
[image: ]
According to Woohyoung et al (2020), many foreign companies withdrawn from Chinese market and Tesco was one of them. However, there was not many literatures concentrate on the reason causing this failure. Woohyoung et al (2020) find out the answer for Tesco case. The results of the research showed that Tesco was fail because of three reasons. First, the retail giant fail to fill the gap between its products and Chinese consumers’ habit. In China, people prefer visiting store frequently to buy small quantities of goods, so they look for the stores which provide different tasting/sampling goods. In addition, Tesco did not sell its own brand product to Chinese consumers. The rate of Tesco own products which cost less and contain higher quality in China was less than 10%, this is too low comparing to the UK’s market where the rate is 40%. The second reason was location. Tesco entered Chinese market later than other retail giant such as Wal-Mart. Therefore, Tesco could not get good location. On the other hand, some retails also entered Chinese market late, but they still be success thanks to collaboration with local business which understand the market and its supply chain. The next reason could be management. Although Tesco hired local people, it changed top management frequently. This made the top management was chaos, so the overall development was obstacle. From Tesco case study, this can be realised that entering new market is not easy even for the market leader of local market. Entering new market means starting new business from the beginning. Therefore, it is important to understand the market’s demand, culture and consumers’ behaviour habit before start doing business. Tesco has its own competitive advantage which is its own brand product, but the company did not use it effectively when entering Chinese market. This is a good study for other business to enter new market. Porter’s five forces may be an appropriate model to analyse. Apply to Tesco in China case study, Porter’s five forces may be analysed as below:
· Competitive rivalry or competition: high, Chinese market is huge, so it is potential for retailers. They attempt to obtain bigger piece of “Chinese cake”. Thus, company needs to identify its main competitors to prepare appropriate strategy.
· Bargaining power of buyers or customers: high, the market is potential, so there are many retailers. This makes customers have more choices and also higher power.
· Bargaining power of suppliers: medium, in retail market, suppliers may have less bargaining power comparing with wholesale because supermarket make big purchase order in quantity and sustainable.
· Threat of substitutes of substitution: high, Tesco’s goods is daily necessaries, so it is replaced easily because competitors can also supply to customers.
· Threat of new entrants or new entry: high, not only local supermarket, other foreign retailers would enter Chinese market due to its huge potential.
According to Porter’s five force analyse above, Chinese market contains high risk for new supermarket to enter and even giant retailers like Tesco. Thus, the company needs to prepare carefully before make investment to this market.
Mathews (2002) stated that some companies in industry such as automobiles could use their strong brand recognition as a crucial advantage to enter new market. In this situation, the companies have to ensure same good quality products across different markets. Toyota and Volkswagens are famous automobile makers, so they can apply their global brand in international managerial strategy.  As it was analysed above, Toyota is similar with MTN which both companies focus on human resources or “knowledge worker” following Drucker’s theory. Volkswagen’s cross-culture management may be similar with Sasol when both of them dived the company into smaller parts. Volkswagen divided its manufacturing to its sub-contracting factories while Sasol develop six departments to improve manage its business. This helps the two to study new demand of customers and develop appropriate products for the market.
The last business case to be reviewed is Huawei. The company’s leader was success to combine internal factors including visionary leadership, organisation culture and empowered human resources in business’s development (Liang, Xiu and Wu, 2020).  This managerial style helps Huiwei overcome Chinese tough market to reach the top of this country’s telecommunication network, after that the company expand globally. Huawei’s success was evaluated from early stage. From the beginning, Huawei built its own internal competencies by dividing them into multiple dimensions such as HR, R&D, and general management. Moreover, the company develop second-order competencies which allow it to improve capabilities and utilise advantages to against its domestic and foreign competitors. Huawei top management followed visionary leadership which offers long view in business development. They accept failure but they continue to learn from it until success. According to Nanus (1992) and Collins and Porras (1995), visionary leader focus on delivery future vision of organisations to keep all member’s standard. Zhengfei Ren who is also known as Huawei’s founder, envisioned that China would become giant in technology and Huawei should participate part of it. He motivated his employees by making commitment of better life standard in the future. He built car parking lot in the factory even though not many employees owned cars to strengthen his commitment. From his commitment, Huawei’s culture was developed. Huawei published a book named “the essence of Huawei Culture” and deliver it to students, employees and customers. This book delivered a statement of Huawei’s main culture which is become a giant in Chinse telecommunication industry. Ren commit to provide entrepreneurial opportunity for every person. For example, a young student broken expensive equipment during his experiment. However, Ren did not punish him and encourage him to continue his research. At the result, this student success to develop ground-building of Huawei- C&C08 and then was promoted as vice president of the company in charge of the whole R&D function. Another example about Huawei’s culture is the way it looking for talents. The company select developing location to place its headquarter: Shenzhen which is known as one of the most economic zone in China. A lot of young talent Chinese come to this city to look for job. Hence, Huawei can reach most talent young students and provide them opportunity to reach their dream. In the last factor, empowered employees, in Huawei, the company applied strategic human resource management to align leadership with the interest of employees. The company empowered its employees to create value for it. When the employees are empowered, they have opportunity to create new things and thus innovation increase. This is how Huawei be success. Even after obtain Chinese market and start expansion to the world, Huawei continue this strategy. Ren is success to delivery his long-term vision toward his employees. Also, he improves each employee by empower them and provide the entrepreneurial culture within the whole organisation. In this case study, Zhengfei Ren follow both Drucker’s theory and Senge’ fifth disciplines in his cross-culture management. He focusses on developing high knowledge workers by raising them and offering opportunities. In addition, he followed Senge’s fifth disciplines step by step from share his vision to members and make it the whole organisation’s vision. After that, Huwei’s workers study together to accomplish the company’s vision. Finally, Huawei become “system thinking” which every member shares the same target and study to improve themselves to reach this destination.
[bookmark: _GoBack]This is globalisation era; therefore, the appearance of international business is popular. This make international and cross-cultural management is significant. Previous studies develop theory in this academic area. This includes two basic areas: business manage its global system effective and manage international workplace within its organisation. International corporations should analyse foreign market carefully before make decision entering it to reduce the risk of failure. Both previous success and fail business case studies in international and cross-cultural management were evaluated in this essay. This could help other researcher to collect summarised information for their research in this academic area. Three famous theorists contribute model to analyse each case study in this study, although there are criticisms against their theory. 
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