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Abstract

The management change process has become increasingly important in organisations throughout the world. For many organisations the “old” ways of doing business simply cannot continue if the company is to survive in today’s global market. The political changes in Eastern Europe have increased the number of mergers and acquisitions between the companies in East and West. This study aims to analyse the management and cultural differences and challenges in a company with operations in both Western and Eastern Europe. There are several ways to organise the management of change process in global business companies with their different kind of organisational backgrounds and cultures. This study identifies and evaluates the cultural differences between the chosen organisations, and identifies and analyses the problems and challenges occurred in the change. It is important to evaluate the methods currently used by the management to implement and manage the change in the organisation. 

The case study is carried out in the Rani Plast Group, which has activities in both Western and Eastern Europe in Finland, Slovakia and Ukraine. The results of the research are based on the interviews of the managers in the chosen organisations. In the qualitative research method it is possible to have a deeper and more detailed discussion between the researcher and interviewed persons. In this study the interviews go deep into the organisations and the methods currently used in management of change process. The results of the study are carried out in a SWOT analysis of each studied organisation and in a SWOT analysis of the Rani Plast Group. In the qualitative research the results are based on the situation where and when the study has been done. The results give a description of the situation at the moment. The organisations are improving and developing their operations all the time as well as they are creating new organisational culture both in the Group and in each company. 

1 Introduction

1.1 Introduction to the global economies and mergers 

During the latest couple of decades the change in economies and culture has been enormous both in Western and Eastern European countries. Companies in Western Europe have faced stiff competition during the last twenty years. They have been forced to improve their management to face the increasing competition. This has resulted in development and improvement in efficiency and effectiveness of production plants. The European Union created an increasing market area in Western Europe where the countries are not able to protect their own industry by setting taxes and duties for imported products. Rondinelli and Black (2000) have studied what has happened in organisations in Western Europe when they have faced a new kind of competition coming from countries, which have lower labour costs. They analysed how the situation has changed in the Eastern European countries, which were government ruled with the economical plans for several years in advance. Their main market was located in areas that had an equal political ideology. Several state-owned companies were poorly managed, non-competitive both in domestic and world markets, and financial loss-makers that drained the national treasury and contributed to national debt. Brada (2003) has stated in his studies that the collapse of the Soviet Union led to problems in many companies. Many companies lost their customers or even the whole market disappeared. Only if productivity, profitability and competitiveness at the level of the individual firm are improved can output grow, incomes increase and integration into the global economy begins.

Because of the new political and social situation in the Eastern European countries, Western and Eastern European companies have started to make mergers and acquisitions. The new joint ventures have created new kinds of problems for both parties in these mergers or acquisitions. The new ways of managing organisations did not always have immediate effects. The adoption of change required time. The people in all parties have had to learn new ways of thinking and understanding. During the 1990’s, privatisation became a strategic instrument for post-communistic governments seeking to restructure their economies (Rondinelli and Black, 2000). Crane and Matten (2004) have given the collectivist nature of the European business system. It is perhaps not surprising that a significant percentage of large employers, public services, and utilities were originally state owned. The downside of the situation was that these large monopolies tended to be inflexible, bureaucratic, and often delivered average quality of high costs. Brada (2003) has identified the socialistic corporate culture gave primacy to production so that the firm’s business activities were not conducted to serve the needs of managers responsible for output. Instead a new culture where production reflected the needs of the marketing department and the constraints imposed by the firm’s financial resources have to be created. As Männik (2003) has said the low-labour costs and low content of value added have been two reasons for a foreign investment inflow. 

The privatisation has created possibilities for international investors to start up co-operation with the companies in transition countries. The target of acquisition or merger is to have a control of a larger share of output in a particular market or find out a place or an area where it is possible to produce the goods with lower cost per unit. It is also the quickest way of entry into new markets and new industries or it may help the entry with lower taxation (Samuels et al, 2000). Joint ventures also help some multinational enterprises to control competition, avoid trade barriers and import restrictions, and develop jointly with their partners complementary contributions to value across their supply chains (Rondinelli and Black, 2000).

Globalisation is a phenomenon whose economic dimensions have involved increases in the flows of trade, capital, and information, as well as mobility of individuals across borders (Masson, 2001). While increased international trade and capital flows associated with the globalisation have been the source of an unprecedented rise in living standards around the world, neither the process of the globalisation or the gains are guaranteed or automatic. On the contrary, there are numerous countries limiting their exposure to foreign trade and capital. Their attempts to restrict the advances of the globalisation have minor effects in global scale. They can only hamper and slow down the speed of the globalisation in an individual country or area (Masson, 2001). Rosamond (2002) has said that globalisation is often talked about in terms of breakdown of borders and the growth of genuinely global economic space characterised by the mobility of capital and multi- and trans-nationalisation of production.  Oedewald and Reiman (2002) have seen globalisation as a primarily economic phenomenon, involving the increasing interaction, or integration, of national economic systems through the growth in international trade, investment and capital flows.

Economical pressures are sure to reflect in working practices and strategies at the management level, but also at the worker level. The production departments have increased their productivity by assembling new machinery and more automation. It has allowed a decrease in the number of people employed in the production department by replacing them with machines. However, these new machines need maintenance and service, and it has not been possible to reduce the amount of maintenance and other highly educated personnel. Continued technological change is inevitable and likely to develop at an even faster rate. Managers must be responsive to such change. Attention must be given not only to products and processes but also to people. The full, potential benefits of information technology and automation will only be realised if the management of change takes proper account of human and social factors, as well as technical and economic factors (Mullins, 2002). 

According to Männik (2003) enterprises in transition countries are competitive when they can lower their costs per unit of output. Such productivity growth depends on how information communication technology, research, technology development and innovation are contributing the process in the long-term perspective. The most successful firms have been those which have strengthened their marketing function, reorganised their internal decision making and information systems, invested in human resources and created effective mechanisms of corporate governance (Brada, 2003). 

1.2 Introduction to Rani Plast Tervakoski plant in Finland and subsidiary companies Terichem Slovakia and Terichem Ukraine

Rani Plast Finland

Rani Plast was established in 1956 and it is a private and independent family company having its main facilities located in Teerijärvi on the West Coast of Finland. Rani Plast produces annually over 60 000 tons of polyethylene, BOPP-films (Biaxally Oriented Polypropylene-films) and metallised products. Its traditional customers are in the packaging industry both in Finland and abroad. In 1983 Rani Plast acquired the capacitor-grade BOPP-film production and metallisation facilities and business from Tervakoski Oy, which is located in Tervakoski village in the Southern part of Finland. The previous owner of Tervakoski Oy was the Bank of Finland, which is owned by state of Finland (Rani Plast, 2004).

Since the acquisition Rani Plast has made large investments in the dielectric material production facilities in Tervakoski plant. The BOPP-film production, which was started in 1972 by Tervakoski Oy, was expanded to double the production capacity in 1988 by assembling another film line. The latest three investments have been three zinc/aluminium alloy metallising machines for capacitor films and papers. The new machines were started up in production in 1993, 1996 and 2001. These machines form the foundation for further expansion in the metallised film and paper business that started in 1956. The last two years have been a time of large changes in organisational behaviour through all levels of organisation. It has created a new way of thinking and organising the action. The target is to make a flatter organisation with higher engagement to the work at all organisation levels (Rani Plast, 2004).

Rani Plast produces dielectric materials under the grade name Tervakoski. The sales of the products of Rani Plast group is organised and controlled from Finland. The other plants located in Slovakia and Ukraine have production facilities and their sales are organised from Finland, as well. The name Tervakoski has been well known in the dielectric material market since the early days of capacitors. Tervakoski has always been and will be also in the future associated with high quality products, reliability of supplies and good knowledge of dielectric materials and their applications. Rani Plast group has a very strong position in the increasing market and the target is to keep the market share on the same high level as it is at the moment. To achieve the target it is important to keep good relations with all the partners who are operating at the market.

Terichem Slovakia

Terichem was established in 1996. It is a joint venture company between the Slovakian partner Chemosvit and the Finnish partner Rani Plast. It is 50 % owned by both of them. Chemosvit started polypropylene film production in the eastern part of former Czechoslovakia in the city called Svit. After the collapse of Czechoslovakia Chemosvit was privatised, and it started the co-operation with the Finnish plastic film manufacturer Rani Plast. The joint venture has been very favourable agreement for both partners. When the co-operation began Chemosvit had good and modern production facilities started up at early 1980’s for dielectric films and Rani Plast in turn had active world-wide marketing channels (Rani Plast, 2004). 

A large investment and improvement program has taken place in Terichem during these eight years when the joint venture company has been responsible for the operations. The first improvements started immediately in the beginning of the joint venture agreement. They included both machinery and building upgrades. Clean atmosphere in a production site is a basis for high quality of dielectric products. The second investment in Terichem Svit took place in autumn 2003. Its targets were to add the production capacity by increasing the line speed and creating higher commitment of the organisation to more effective and efficient working. Both of these targets have been reached successfully. All the people who are working for Terichem Svit are Slovakian, including management and chief executives.

Terichem Ukraine

The third company called Lutskplastmass built up and started a polypropylene film production in the town called Lutsk in Ukraine in the middle of the 1980’s. The target was to make packaging and dielectric films for the needs of the Soviet Union area. The company was established and owned by the state. When the Soviet Union collapsed and Ukraine became an independent country most of the companies were privatised, and the privatising took place in Lutskplastmass, too. The collapsed structure of the Soviet Union meant that most of the companies lost both their market and customers (Rani Plast, 2004).

In the middle of the 1990’s the Slovakian company Terichem, which is owned 50 % by the Slovakian company Chemosvit and 50 % by the Finnish company Rani Plast, started to negotiate co-operation with Lutskplastmass. In 1998 Terichem bought polypropylene film production for dielectric purposes and started a new company called Terichem Lutsk (Rani Plast, 2004). 

Since the acquisition Terichem has started a large investment program to increase the capacity of the plant and to have a wider product range. The investment program has included both technical and mental improvements and changes. The machinery was at a very high technical level in the 1980’s, but unfortunately there has not been a lot of development after assembling. The first step was to update the existing machinery and the buildings including air conditioning to meet the requirements and needs of today’s dielectric film production plant. The second step was to start changes in the old traditional socialistic organisation and working methods. It is much easier to improve and to change machines and technique than the ways of thinking in human’s mind, and there is no big difference between Finnish, Slovakian or Ukrainian people.

Rani Plast Group is operating in a global business and this sets certain limits to the actions of the organisations. All the companies in the Group have internationally approved quality and environment certificates. The working procedures are improved to fulfil the demands of ISO 9001 quality standard and ISO14001 environment standard requirements. The certificates give a sign to the customers and to all the authorities that the organisations are committed to follow the international standards and requirements of the product quality and environmental issues.

1.3 Challenges confronting the Rani Plast Group

This research will concentrate in the changes, that have happened in organisation cultures and organisational behaviour by studying three different companies representing three countries. The chosen companies are located in Finland, Slovakia and Ukraine. The study clarifies strengths, weaknesses, opportunities and threats the organisations have faced in their change process. Each individual company as well as each individual country has different kind of history. Two of these companies are located in a former Eastern European area that was under the control of the Soviet Union in the past. After the collapse of the Soviet Union Slovakia and Ukraine got their independence. Finland has been a part of Western Europe since its independence 1917. Due to the political history of the countries these companies have had different ways of managing their organisations. The companies have either been independent or parts of bigger organisation. Today, they all belong to the same group, the Rani Plast Group. The top management of each company includes members of the top management of the other two companies. The picture 1 shows the organisation structure of the Rani Plast Group. 

Rani Plast Group


[image: image1]
Picture 1. The organisation structure of the Rani Plast Group and the links between the organisations in the Group 2005.

The Group is operating in a global business and the members of the Group and their products are supporting each other. This study seeks to clarify the ways in which the organisations have been changed and analyse the management of the organisation works together to minimise and avoid the problems caused by different cultural backgrounds. The study will find out the strengths, weaknesses, opportunities and threats of each organisation in the Group. The study concentrates on the managerial level of the organisations and their views of the situation. The management of change and organisational development has taken place in short period of time and it has generated extremely high pressure at the top management of the organisation. The results of the study will be used as a part of basis for future improvements and management studies.



1.4 Aims and objectives of research

The aims of the study are 

· to analyse the management and cultural differences and challenges in a company with operations in both Western and Eastern Europe

· to clarify strengths, weaknesses, opportunities and threats in an organisation, which operates with different kind of organisational backgrounds and cultures 

· to evaluate the challenges of merger between Western and Eastern European companies

The study was carried out as a case study of business practices within the Rani Plast Group member organisations in Finland, Slovakia and Ukraine. 

The main objectives of the study are 

· to identify and evaluate the cultural differences between the merger organisations 

- to identify and analyse the existing strengths of the merger organisations

· to identify and analyse the weaknesses occurring within the merger organisations

· to evaluate the opportunities of the merger organisations for improving the business

· to evaluate the threats the merger organisations may face in their future actions

2 Globalisation and joint venture organisation

Globalisation has started already a long time ago. It is possible to recognise periods when the effects and speed of the globalisation has been faster or slower. The collapse of communism and the political changes in the Eastern European countries accelerated a chain of huge changes in these areas. The privatisation of the companies and industries attracted Western European companies to start co-operation in Eastern Europe. Plenty of mergers and acquisitions between Western and Eastern organisations have taken place. The joint ventures have brought new capital and thus offered possibilities to modernise the production plants. During the 1990’s large investments were carried out in Eastern European companies. USAID’s report (2005) has highlighted that responding to the market challenge will require the design and implementation of trade and competitiveness policies that move the economy beyond its traditional reliance on a narrow range of products.

Lalinsky (2004) has studied the competitiveness of the EU countries. The Eastern European countries achieved the best positions in their economic openness, which relates to the level of labour costs, but at the same time also the good level of education of its workforce. In the group of 25 countries of expanded EU Slovakia was ranked second position in the economic openness, preceded by Estonia. A decisive role in this case is played in particular by the significant growth in exports. The investments of Western companies have been used to upgrade the old production plants with new high technology facilities. At the same time the upgrades have improved the standard of living in these countries. On the other hand the co-operation has introduced new management styles to the old communistic areas, where the autocratic management style was earlier mostly in use, and the organisations included a lot of bureaucracy. 

The management of change process has started immediately in the beginning of the joint ventures, but still it needs long-time efforts to be approved in all levels of the organisation in each company. There are several companies, who have not been successful in their joint ventures, however there are also plenty of companies who have achieved extremely good co-operation, and they are effective in their actions and are carrying out economically good business with their partners. Despite of the enormous changes in the economies of the Eastern European countries the joint ventures between companies in Western and Eastern European countries have not always been successful. Rondinelli and Black (2000) have analysed the surveys carried out to study how successful the co-operation has been. A survey of more than 5500 cross-border alliances found that more than 40 % of all of them failed.

2.1 Globalisation and the problems of operating globally

It is not possible to say when the globalisation started. Masson (2001) has written that there are marks of the globalisation available already in the 16th century when the great expansion of European capitalism took place. There was a big growth in world trade and investments in the late 19th century. The growth halted by the First World War and then again by the Second World War. The end of the Second World War brought another huge expansion of capitalism with the start and development of multinational companies. Improvement of transport facilities and air travel enhanced the progress of international business. The fall of Berlin Wall and the collapse of the Soviet Union ended the cold war time between the forces of capitalism and socialism resulting in the victory of capitalism. Nevertheless this still leaves open the issue when the globalisation has really started. 

Rosamond (2002) has analysed four observations to make globalisation a highly problematic concept for analytical purposes.  First, he has mentioned that the complexity does not subside if we confine ourselves to what might be called a “common sense” understanding of globalisation. Second, he has said the globalisation is hard to capture and measure. Third, according to his study there is some ambiguity about globalisation as a dependent or independent variable. Fourth, he has listed that the reason for globalisation is such elusive, slippery and analytically unsatisfactory concept has much to do with its status as a routine item of corporate, journalistic and policy discourse. 

The development of the Internet and other new information technology sources have created greater facilities than ever before for fast and on-line business on a global scale. One of the driving forces of the globalisation is the advance of telecommunications in general and the Internet in particular. The globalisation and technological change produce both winners and losers within each country. Therefore it is important to put in place social safety nets to cushion the losers from the worst effects and more generally to put in place policies that equalise opportunities, including improved public education, health and security (Masson, 2001). 

Every firm in every industry will face or has already faced the rising tide of the globalisation. The world is getting smaller place each day. Companies have more and more international connections and links to other companies, meaning by this that we are able to speak each other’s languages, that we communicate all around the world in a matter of seconds, that we travel anywhere in a matter of hours. Competition is tough and international (Davidmann, 2002). The effects of the globalisation have direct or indirect effects to the organisation cultures in the companies. The macro environment includes all of those environmental forces and conditions that affect every firm and organisation within the economy. All these factors may have long-term or short-term affect to the company, but generally the macro environment is out of the company’s control. The areas of macro environment include the demographic environment, the political environment, the social/cultural environment and the global environment (Pitts and Lei, 1996). 

2.1.1 Changes in the macro environment

All of the macro environment areas have changed the organisational cultures in Western and Central/Eastern European society. One of the biggest demographic changes during the past 30-40 years happened, when women started to work outside home. This phenomenon created a new labour force. The share of women in labour force has increased and now-a-days even more than half of the labour force consists of women. The share of women in managerial positions has rapidly increased from the 1980’s to 2000, especially in companies located in Western European countries. At the same time when the share of women has increased in the total labour force there has been equal increase of women in education. Now-a-days women are more educated than ever before. A cultural difference of particular concern to international organisations is the differing roles of women in the workplace from nation to nation. Several issues arise in discussions of the role that gender plays in the labour force, particularly in regard to women in positions of leadership. One is the role of gender on the perceived effectiveness of managers. Another includes the personal implications for women who assume positions of leadership in different cultures (De Oca and Little, 2001). Nevertheless, the share of women in managerial position has increased generally, but there are big differences in the share of women in managerial position in different industries and also in different countries. 

The political environment has changed the companies and their organisational cultures by putting more emphasis on green values. Businesses are required to have strategies on how to develop and improve their products and processes to be more environmental friendly. Greenpeace is concerned that most of the governments in transition countries only see the economic benefits of large investment projects and pay no attention to these environment issues (Holt, 2000). It is evident that industry will have to assume an increasingly important role in protecting the environment. They need to take their own initiatives to mitigate the adverse effects of its activities on the environment and in assuming the lion’s share of responsibility for investing in environmentally sound activities (Perelet and Safonov, 1995). 

At the same time as taking care of the environmental issues organisations are forced to pay more attention to their personnel and their needs. In such an environment, multinational enterprises have to be in a leading role to make more responsible corporate and management culture. The demands and needs from other sources are creating increasing requirements for the personnel of the company. The companies need to take care of their personnel and keep their knowledge, education and profession suitable for the new demands outside their own organisation. There are good examples of how a Western company is taking care of things in a very strict way, like the Unilever case in both Czech Republic and Slovakia. Unilever in both countries is already compliant with EU environmental laws, which themselves are far more stringent than current local legislation. Their share of senior women in management is significantly above the Czech and Slovakian averages, according to Ladislav Cervenka, spokesman for Unilever Czech (Holt, 2000). The organisation culture is facing all the increasing challenges in development of technology. It is important for the good economical situation of the company to become more productive and more creative in its use of resources. 

2.1.2 Challenges in the macro environment

When companies are expanding their activities to other countries this starts new cultural changes in all companies involved in the expansion. When starting up the operations in a new country or area the organisation must take into account the local habits and laws before starting any business. According to Holt (2000) globalisation presents many challenges for the companies all over the world. It can accelerate changes within and across industries. The new cultures need new thinking and behaviour in each organisation. Depending on the country, area or organisation the globalisation may create new challenges or it may have effects, which are not wanted. Globalisation has lead to difficult situations in some old socialistic countries by increasing unemployment, which was not possible under communistic time. For example during the year 2000, in Slovakia the unemployment was running at 20 %, and it was lowest in the capital Bratislava at 6 %, while other regions reached as high as 30 %. Lalinsky (2004) has evaluated the competitiveness in the EU countries in 2003. The study tells that one problem in Slovakia is the high rate of unemployment. The rate of unemployment is the second highest in the EU. At the same time when the globalisation brings good things it is important to pay attention to the inequality across and within countries. Within some developing countries, inequality has also increased even though income has grown for both rich and poor. Income has grown faster in developing countries than in rich countries. High inequality may reflect lack of opportunity and the persistence of poverty, which can be the source of social conflicts that inhibit the achievement of adequate growth and development (Masson, 2001).

The classical questions asked by managers and leaders several times, when processing cultural changes in organisation are: How to manage a change in organisations? Are managers in general capable of changing the organisational culture, and if they are, should they change it? When processing the organisational culture and management it is important to remember that there is not a common solution available. All the organisations have their own ideologies and backgrounds for their actions. According to Aaltio-Marjosola (1992) it is needed to remember that organisational change is always a unique phenomenon, related to unique nature of an individual organisation, and that final solutions that would be suitable for all organisations cannot be found.

In mergers and acquisitions it is often especially important to understand how cultures collaborate. Extra caution is demanded in cases of international merger, since the managers should be able to unite two different cultural and behavioural worlds. It is not possible to change the strategies of a company without simultaneously changing its culture. Technological changes are also closely linked to organisational culture: when the technical norms, habits, know-how of an organisation change, its culture should change at the same time (Aaltio-Marjosola, 1992).  

Much the same difficulties are seen in mergers or acquisitions that happen between family owned company and big company on the stock exchange (Leigh and Maynard, 2004). Senter (1999) has studied French and British companies in a cross-border merger. He has identified several cultural differences in their operations. One difficult issue in the organisations has been the language: which common language should be used. Organisations in both countries have strong chauvinistic attitudes and they like to use their own language.  Another impact of national culture is seen in the day-to-day ways that companies function. In France the meetings are held mainly to rubber stamp what has already been decided by the boss. The British expect to go to meetings to influence decisions. 

As Johnson and Scholes (2002) have written it is useful to understand and characterise both the culture and the subcultures in an organisation. This can help in understanding the ease and difficulty with which new strategies could be adopted. Purposes are strongly influenced by cultural frames of reference at various levels. This ranges from the national culture, through the organisational field to the organisational culture and subcultures.

2.2 Affects of organisation culture in acquisition or merger between Western and Eastern European enterprises

Leadership is not only an essential part of the process of management; it is also an integral part of the social structure and culture of the organisation. If the manager is to be successful in dealing with people and influencing their behaviour and action this requires a leadership style which helps to foster a supportive organisational culture (Mullins, 2002). It is not dependent on the area and country where the organisational culture is changing and where the new culture is launched in. However, it is possible to see equal needs for each organisation. Education and training in all levels of the organisations are required. The development process does have possibilities to survive when the interpersonal skills, a flexibility of approach and diagnostic ability are trained and the behaviour of each others cultures is more understood. The abilities associated with the group approach are the basic ones for the successful functioning of the organisation or part of it. Therefore, the organisation should teach people the necessary skills. The functioning of the employee requires that he adapts a new set of abilities compared to the ones that are typical of the traditional organisation (Mil’ner, 2001). 

The changes in the organisational culture are a demanding process at all levels of organisations. The new organisation model is creating new goals and targets for the company with new ways of actions. The closer the organisation can get the individual’s goals and objectives to the organisation’s goals, the greater will be the benefits of the management change. It is important and almost compulsory for the company’s success that the people are getting enough supportive training for the big change. The training should be long term and it should cover the vertical, horizontal and diagonal axes of the organisation. The effective management of change must be based on a clear understanding of human behaviour at work. Most people are not detached from their work but experience a range of emotional involvement through their membership of the organisation. The successful implementation of new work methods and practices is dependent upon the willing and effective co-operation of staff, managerial colleagues and unions (Mullins, 2002).

2.2.1 Changes in Western and Eastern enterprises
The socialist system was imposed on most of the Central and Eastern European (CEE) countries by the Soviet Union. Under the Soviet Union domination the CEE countries moved towards the Soviet economic model characterised by central planning, the imposition of political and bureaucratic decisions in place of the price mechanism and limited private ownership. The CEE countries dominated by the Soviet Union followed a policy of extensive industrialisation with the objective of building powerful economies through central planning and economic direction, a process in which the state was the main agent of economic activity (Robinson, 1999). 

Since the political collapse of socialism the multinational corporations (MNC) have started acquisitions or alliances with privatised companies or state-owned enterprises in the CEE and the old Soviet Union area. In many CEE countries the MNC partnerships or acquisitions can be seen as threats by state enterprises, privatised companies, government agencies, or political interest groups that oppose foreign domination of domestic industries. In order to succeed, MNC’s must develop alliances or acquisitions as win-win arrangements that benefit not only their own shareholders, but also their host-country counterparts and governments (Rondinelli and Black, 2000). The most heavily criticised factors in the co-operation between German and Polish joint ventures by German enterprises have been encountered at border crossings and the cumbersome administrative processes. However, they gave a high rating to Polish wage levels and employees’ motivation and qualifications. On the basis of the German Polish Organisation for Economic Promotion surveys and observations the ranking of the obstacles can be summarised as follows:

1 Legal uncertainty – frequent changes in laws and regulations.

2 Bureaucracy and excessive state controls.

3 Barriers due to language and cultural differences.

4 Unsatisfactory structure of financing funds and insufficient promotion measures.

5 Poor transport infrastructure.

6 Problematic border situation.

7 Difficult relationship with tax office and other authorities.

8 Poor quality and timing of deliveries.

(Klein, 2003).

Within the transforming economies of the CEE it would be naïve to assume that the organisational culture and behaviour change would be any less straightforward and unproblematic than within Western capitalist organisations. Within Western capitalist organisations, the development and management of organisational culture and behaviour represents a key component of the organisational effectiveness. There are an ever–increasing number of jointly or wholly owned foreign ventures in the CEE countries. They use or try to use Western management philosophies, systems, and procedures. It should be noted that the CEE economies continue to suffer from the values, habits and business practices, which were inherited from the former system. In particular low respect for supervisors, low work ethics and the party influences of the former economy, are still present and will require more time and effort to dismantle. Many multinational firms simply try to avoid these problems by hiring young people who are not overwhelmed or influenced by the old existing factors (Poor, 2002). 

At the beginning of the transition there was considerable scepticism that managers of state-owned enterprises would be up to the task of modifying the operations of their firms so as to respond effectively to the emergence of markets and hard budget constraints (Brada, 2003). One of the main reasons multinationals are attracted to the old communistic countries is that their cost of labour is lower than in Western countries. It is a positive aspect of the globalisation when Western firms access the market and employ local people. These workers may loose a degree of their national identity, but at the same time they are getting a new cultural identity. The Western firms are able to employ more educated personnel by paying higher salaries compared to the local firms. For example the international companies paid on average almost twice as much for the same work as Slovakian companies for educated persons, while even unskilled workers earned more with foreign firms than with local employers (Holt, 2000). Lalinsky  (2004) has seen that the weakness of Slovakia is its low economic level of inhabitants. Their purchasing power parity was ranked among those of the lowest in the EU in 2003. High rate of unemployment and low economic level of inhabits together have given a possibility for foreign investors to employ personnel with good level of education. On the other hand according to the German Polish Organisation for Economic Promotion survey, the main reason for investing in Poland is not the labour costs or other cost-related factors, but rather the sales potential of a market with almost 40 million people. Low labour costs come a distant second (Klein, 2003).

There are many Western companies who have faced problems, because their business professionals cannot understand the reaction of employees and managers in the CEE countries. The new Western management style is not accepted in joint venture or wholly owned companies in the different CEE countries. The Western management systems meet resistance, because they do not match with the other management and organisational cultures. The habits and behaviour of the workforce cannot be changed quickly by the creation of new companies. The organisation developments have to include job analysis, workflow analysis, organisational structures, communications systems, etc. It is a critical complementary tool when large-scale changes are undertaken (Kelly and Novak, 2000). One way to reduce the resistance is to give good and accurate information of the acquisition to the personnel of both companies involved in the acquisition. The information given by leaders and managers is the best information channel for persons who are afraid and scared of their personal future. The behaviour of the organisation is changing depending on the organisation culture and its background.

2.2.2 Changes in organisation cultures and behaviours

Organisation cultures and behaviours are created by human persons including beliefs, thinking and feelings. In the acquisitions and mergers especially between companies in two different countries there is a special need to take care of the human aspects when joining the activities. The positive attitude of the management and the lower level staff is key to the successful operation. The change of mindset is a critical point in the process. It means the people need to give up a part of their old habits and practices, which do not add value to the individual or the organisation. The new beliefs and core values on all steps of the processes determine the way of the company. The corporate culture is relevant and useful if it is aligned to the organisation’s vision, mission, strategies, goals and external environment it operates. The credibility and commitment of people in an organisation is an important factor in any change program. Saying one thing and doing another is the surest way of losing one’s credibility. All the changes in the process need to have meaning and to give satisfaction to the personnel and their work. All individuals and their needs should be taken into consideration when changing organisation, its culture or its behaviour. Communication between leaders, managers and staff ensures good results. They need to use all available channels to have open communication relations. 

The culture or behaviour change is an ongoing process and it may take a long time to see tangible results (Tan, 2000). Sometimes companies do not follow the way, which takes all partners into consideration. They are more interested in maximising the profit and in getting the best available value for the shareholders. Sometimes the acquisition may even focus solely on the brand value or certain patents and technologies of the bought-up firm, with the consequence that other stakeholder interests, such as those of employees or local communities, are seriously disregarded (Crane and Matten, 2004).

The organisation has different ways to operate depending on the cultural background of the company and its organisational behaviour. Differences in the organisational background and culture offer a challenge for managing the change and developing the organisation. The basis for continuous improvements is the understanding and acceptance of each other. Organisations behave and concentrate differently depending on their cultural basis and their ways to operate in on-going business. Organisational changes can be big or small and the changes can effect to the work of one single person or to the group of several persons. It is important to manage the change properly, because the change creates possibilities to develop the organisation and its ways to operate. Each organisation will have its own unique culture and most of the large businesses are likely to be something of a mix of cultures. There are both driving and restraining forces that influence any change that may occur. Depending on the people they like to work in different types of organisation culture and they are more likely to be happy and satisfied, if their attributes and personalities are consistent with the existing organisation culture of that part of organisation in which they are employed (Mullins, 2002).

The introduction of change is more likely to be effective with a participative style of managerial behaviour. If staff are kept fully informed of proposals, are encouraged to adopt a positive attitude and have personal involvement in the implementation of the change, there is a greater likelihood of their acceptance of the change (Mullins, 2002). One of the key points when talking about the management of change is how the dialogue between the organisations works. An open dialogue is very important when talking about the efficiency and effectiveness of the production plant. The dialogue should be as a customer/supplier relationship. In many cases communication is a problem between these two functions. In a true customer/supplier relationship the customer has the ability to fire the supplier when the supplier fails to deliver or meet the customer’s requirements. This happens frequently in the business world (Strawn, 2002). With the internal customer relation it is not possible to fire the supplier. 

The two parties have to co-operate. The level how the co-operation works and how deep it is, depends on how the organisation structure is built up. Today’s organisations must move from a customer/supplier relationship to a partnership to enable a success in the 21st century. It is challenging for the organisations and their cultural differences and behaviours to make the changes. In an organisation one must recognise when relationships need fixing and what they require to become a partnership. Most of the firms have changed their management structures after the merger. There have been two organisational changes that many firms implemented to bring about the new culture. One was to move towards a divisional structure, with a headquarters staff responsible for strategic and control activities and divisional managers responsible for day-to-day operations. This served to elevate the status of strategic management and to give divisional managers greater responsibility and autonomy. In other cases a substitute for the divisional structure, was to organise the firm into profit centres. This was an effort to increase the responsibility and autonomy of lower-level managers (Brada, 2003).

There are many different ways to operate with an international acquisition. Many firms have attempted to change the culture and organisation’s behaviour of the acquired company by sending over managers from the owner and giving notice to the old managers. It is known that many of the acquisitions done this way have failed. It is important to realise that the cultural change with mergers and acquisitions is a slow process. The organisational changes are naturally causing resisting opinions, too. It is a normal reaction of human beings that do not want to lose their organisational positions. In many cases in Eastern European companies there were some managers who resisted changes in the way that the state exercised its role as owner, even if such changes implied greater managerial autonomy (Brada, 2003). People were scared of their future when companies have less government support and direction. 

Companies have become more and more aware of these reactions and now-a-days cultural changes have become more like a routine in the organisations, which are working in a global business. The acquired company and its organisation are more willing to accept the changes when the acquiring company is able to provide a clear and reasonable vision of the direction the integration process will follow (Santala, 1996). A key requirement is to have open and confidential relations between the partners in all kinds of joint ventures and other types of co-operating companies at all organisation levels from the operating staff to the person of the top management. A good start for changes in the organisational culture needs an understanding between the parties involved and an understanding of the content of the future operations. A favourable atmosphere and conditions create positive attitude for change and it gives a better chance of avoiding mismanaging actions.

2.3 Management of change in different cultures in global business

There are effective ways of overcoming problems set by change. One adapts to change by seeing what is changing and how it is changing. Somebody else estimates what is likely to happen, plans ahead and acts accordingly. Planning includes evaluating alternative strategies to find the best strategy. Employees may be expected to work to meet targets, which are set. The way targets are agreed, progress monitored and individuals rewarded are crucial for the success of the organisation or enterprise. Success depends to a large extent on the commitment of employees towards the organisation’s aims and on co-operation between them (Davidmann, 2002). The style of management is important in achieving the employees’ commitment. To achieve a good and supporting atmosphere between the managers and the employees the organisation’s targets, aims and appraisal need to be explained and discussed with both of these partners. 

Change is taking place in many companies now-a-days, and the things are changing more quickly than a few years ago. It can also be seen that we live in a time of accelerating change and we have to live with it. This is how our life today differs from life but a few years ago (Davidmann, 2002). Organisations are facing changes all the time and they need to manage them properly. Changes in management provide good possibilities for the organisational development, too. Companies are working globally more and more and the globalisation creates new and challenging work in changes. Companies have different ways to operate depending on their culture, climate and other organisational functions and structure. Each organisation has its own types of problems, and each organisation has its good and bad things to be changed. Johnson and Scholes (2002) have described the Hewlett Packard’s management process and a set of organisation’s cultural values. They have seen that the major strength of HP has been the manner in which it strongly links business and human resource strategies. Their long-term plan and annual plan have clear human resources elements.

2.3.1 Morale and commitment
The effective management of change is a central and critical feature of the organisational development. It takes into account of development of individuals, groups and the organisation as a total system. This programme is a long-term effort, and it must be led and supported by the top management of the organisation. The target of the programme is not only to improve the effectiveness and efficiency of the organisation. Another aim is to create better motivational climate within the organisation and support the employees in having a better commitment to their work (Mullins, 2002). There may be much that needs to be changed. The morale and commitment of the employees may be low, there may be an external threat from a new foreign competitor who is establishing a factory to the market and trying to take his share of the business. At the same time the economic conditions as increased workload, mergers, and downsizing have effects to the morale in the workforce (Marshall, 2005). What is needed must be specified: clear aims to the employees who work with them and acknowledgement or what the expected items are and how to achieve them. 

If commitment to objectives of the organisation is increased in the long run, it may become new driving force, and that might eliminate the hostility and the apathy that were resisting forces. When everyone knows the specific targets they are able to understand the role they play so that the policies can be achieved. It is important how the employees feel about their place to work, and the way in which they co-operate. Both of these factors depend on the style of management in the organisation. An open and confidential communication between managers and employees is a real message, that all the ideas, insights, and opinions on improvements are valuable. It is important to have a regular basis communication about the mission, vision, and goals and the role of the employees in business to achieve them (Marshall, 2005).

The employees’ morale and commitment are two important, but difficult items, which have great influence on the organisation’s operations. It is not possible to measure these factors objectively. Each member of the organisation has his own view whether his morale and commitment are high or low. The problems are seen differently in different sizes of organisations. In a smaller organisation it is easier to listen to everyone, and to change some things after that. In a bigger organisation it is not possible to listen to everyone, and in many cases those employees who are not heard are losing their motivation and their commitment to the changes is not as high as it should be. Commitment and morale are always voluntary and personal (Mullins, 2002). Low morale, in turn, causes a decline in productivity and in the quality of the service or product (Eade, 2005). 

Appreciation is one of the most important motivator for employees. Ongoing praise, appreciation, achievement, and meaning will have long lasting effects. A thumbs-up sign, a pat on the back, a smile, a hand-written thank-you note, or a wink of an eye can create connections, which is a positive sign for the employee and it will improve his or her commitment to the work (Marshall, 2005). It depends on the personal things how employees feel about their participation in the change process. If they feel little participation, it can easily create resistance against all kind of changes. When employees do not accept the changes, they do not care if they are good or bad for them or for their work. Employees’ commitment is a complex concept made up of a variety of elements. Many managers and employees believe that simply increasing what people are paid will make them more motivated, productive and loyal. Although job and organisation satisfaction and corporate pride are essential facets of commitment, a host of other attitudes and attributes have an impact on whether employees remain truly committed to their employer. In the simplest form, commitment to an organisation is the employee’s perceived intention to stay with that organisation (Parker and Wright, 2001). 

On the other hand, the morale and commitment of a person depends on his position in the organisation. A person who has changed his position or job in the organisation is already experienced with the management of change in his personal career. A person who has first been a manager in a company and then later on becomes a senior manager or director is more aware of the different problems in the management change than a person who has worked for a long time, even tens of years, on a shop floor. In many a case people who are more educated get more satisfaction and they like to have worked, which is challenging or even demanding. They are working harder and their commitment and willingness to work is higher compared to the workers who are not educated enough to move from their existing organisation level to the next level.

2.3.2 The effects of management culture
The management of change and organisation development is not only dependent on the employees’ morale and commitment. There are several things, which are connected to the organisation culture. The culture has been built up during a long or a short time. A long time culture is more complex and it needs more work to be changed. The things, which are built up during a long time, have their own philosophy and values to operate, and it has its identity. Seel (2000) has evaluated that a younger culture does not have as much traditions to operate. The organisation culture is the emergent result of the continuing negotiations about values, meanings and properties between the members of that organisation and with its environment. In other words, culture is the result of all the daily conversations and negotiations between the members of an organisation. 

The environment and the location of the company generate organisation culture too. The companies located in Western or Eastern Europe have different kind of culture depending on their location and environment. The effects of the Soviet Union have created organisation and management culture for the most of the Eastern European countries. The way in which countries are managed, that is their style of management, of course varies from country to country and changes as time passes. The globalisation and the management of change have different kind of attitudes in different countries and in different organisations. One of the most important factors in the successful implementation of organisational change is the style of managerial behaviour. In certain situations, and with certain members of staff, it may be necessary for management to make use of hierarchical authority and to attempt to impose change through a coercive, autocratic style of behaviour. Some members may actually prefer, and respond better, to a directed and controlled style of management (Mullins, 2002). 

Most people in fully authoritarian countries are willing to accept big changes in the management and in the behaviour organisations. On the other hand people in the Western European countries do not accept all kind of changes, because in many cases changes are connected to the improvements’ effectiveness or profitability of the company. The employees are resisting the change, because they are scared of losing their jobs. The organisations need to support those forces affecting a situation that are pushing in a particular direction. They tend to initiate a change and keep it going. The employees like to use the old habits, because they may serve as a means of comfort and security in a situation where the organisation is going to new unknown situation. When people do not know what is going to happen in the organisation and how the economy of the company is improving they will easily start to restrain the change (Mullins, 2002).

The management and organisation culture is based on the size of the company and its organisational structure. Larger companies have larger organisations with several organisational levels. Existing businesses will need to change, and change greatly in any event. Within 25 years every industrially developed non-communist country will see the blue-collar labour force engaged in manufacturing shrink to one-third of what it is now, while manufacturing output should go up three- or four-fold (Drucker, 2002). After the collapse of communism this development has happened equally in the Eastern European countries. The information channel from the shop worker to the top management may have more than five levels, and the information might not reach the top management at all or if it reaches the managers the message may have changed or the meaning of message may be different compared to the original one. Decreasing the amount of the blue-collar labour makes the internal information channel shorter inside the companies. 

The owners of the company have great effects on the culture of the management. Family owned or independent companies have more entrepreneur management style in all organisation levels than in big state owned or other type of “faceless” companies. In family owned companies, big or small, the employees have higher commitment to their jobs when the owner is working for the same organisation. The company has a “face”, and it is mainly a positive thing to have effective and efficient management culture to the organisation. The pervasive nature of culture has an important effect on the behaviour and actions of individuals, and on organisational processes and performance (Mullins, 2002).

2.4 The changes in a culture of international joint venture organisations
The exponential growth in the exchange of goods, ideas, institutions and people that we see today is part of a long-term historical trend. The expanding circle of free trade has boosted economic growth and spawned a burgeoning middle class, which, in turn, has increased consumption of globally produced goods. The falling costs of communications and transportation has advanced the economic development while literacy and better health care have improved quality of human life. The most powerful force transmitting the ideas of democracy and human rights across borders is the revolution in information technology in the second half of the 20th century. The telephone, television and the Internet have been the key tools for the improvement cycle (Ghanda, 2002). Today, the globalisation has become a dominant economic subject by widening and deepening of international flows of trade, finance and information in an integrated global market. Changes have happened all over the world. It has depended on political and economical situation of the country when the transition has been in the fastest position. Most of the former communistic countries have been involved in both of these two processes: globalisation and market reforms (Cukrowski, 2003). 

Miichailova (2000) has studied the change context for Western ventures in Russia. He has seen reasons, which may raise problems for Western managers when trying to change the system. 

· The managers in old centrally planned Russian economy have tended not to take the idea of long-term plans very seriously. 

· Managers in Russia were wary of independent thinking or openness, regarding such behaviour as potentially anti-social and promoting conflict.

· The experience and capability of change were limited in Russia.

· Russian and western cultural assumptions have differences both in business and personally.

· Western organisations have more participative styles of management.

Many of the Eastern European countries have made a significant progress in their economic growth by starting the privatising of the old state owned companies, and joining the international integration with multinational enterprises who are operating in a global market. In some countries and some businesses the change has been successful, but there is also available opposite effects, which are not very impressive. As a result of the economic development in the certain areas it may have caused higher inequalities between countries and people (Cukrowski, 2003).  On the other hand the cross-border alliances can bring or have brought desperately needed capital, technology, know-how and marketing channels to the former state owned enterprises (Rondinelli and Black, 2000). Such a partnership requires substantial restructuring in the joined organisations. When the alliance succeed it will bring benefits for both of the acquisition partners. 

The cultural factors in an organisation are established in the history of the company. They are strongly affecting to the changes in the organisation. One of the most important cultural effects for the successful management of change process is strongly connected to the employees’ morale and commitment to the organisation and the company. In many cases the high commitment to the organisation is available, when the employees know the targets of the company and everyone in the organisation recognise the high importance of the targets. On the other hand the commitment may become, if the work is not a self-evident truth and the employees’ have to follow the organisation’s target to be able to keep their jobs (Sarkkinen, 2004). This effect is seen when the economy is in recession and in the case when the Western companies have been involved in mergers in the Eastern European organisation. The commitment and morale are dependent on the organisation culture and the infrastructure of the country or area. For example the employee who has worked 30 years for same company is proud of his or her work in Finland. On the other hand if an employee has worked for same company as long time in USA he or she is easily understood as non-innovative person. In generally, it is said that the employee who is committed to the job is more innovative and effective than the employee whose morale and commitment is poor (Sarkkinen, 2004).

2.5 Critical issues in a global joint venture organisation

Every day new mergers, acquisitions and joint venture take place between two organisations. In several cases two organisations joining together are located in different countries. Better transport facilities, the accelerating speed of improvements in information technology and the Internet especially has made it easier to create connections between companies’ world widely. The global joint venture has own critical issues and challenges of management. Political changes in Eastern Europe have effects to the joint ventures. The collapse of socialism and communism opened the borders to the worldwide organisations to operate more independently in Eastern Europe. The privatisation of companies in the old Soviet Union countries opened the market to other nations. The Western organisations have brought their style of management to the joint ventures. 

The changes have had both positive and negative issues to the organisations. The collapse of the political structure achieved a big black hole to the macro environment into the society. People were scared what will happen, and there were people who resisted the joint ventures with the organisations coming from other country, but there were also people who supported the changes and joint ventures, because they wanted to see changes in their personal situation, too. The management of change processes have created a positive atmosphere in the organisations and it has been the basis to avoid and remove the scares of people. Young and educated people have been more open to new ideas than older traditional persons who have seen and worked in old style management. The lower costs of labour in Eastern Europe has given an advantage to companies against the import from Asia to Europe and in the hard competition in Asian market itself. The joint ventures have emphasised the importance of teamwork and the partnership between customer and supplier. 

These are the tools how the organisation can keep its competitiveness and effectiveness in the business. Positive attitude of managers and lower level staff with high morale and commitment to their job and company are the key issues to improve the successful business. The political, economical and legal instabilities are the most difficult and risk issues in the joint ventures. It is important to have a good relationship to authorities and officials of the state. The each management of change case has its own special advantages and disadvantages. The cultural differences between East and West Europe are not the easiest ones. It has not been common to study foreign languages in the Eastern European countries. They have studied their native language and the second one has been Russia. The skills of English are very limited in many cases. As Lalinsky (2004) has analysed the creation of conditions for the development of education, science and research are the important for the further growth in Slovakia’s competitiveness in the future.

3 Research methodology

3.1 Definition of the research

Although research is central to both business and academic activities, there is no consensus in the literature on how it should be defined (Collies and Hussey, 2003). Research has different meanings to different people. Collis and Hussey (2003) have listed three definitions to be agreed for research:

· Research is a process of enquiry and investigation, and it must be thorough and rigorous at all stages of the research process, and it must be conducted in an efficient manner and make the best use of opportunities and resources available. Research must be organised.

· Research is systematic and methodical, and it provides a coherent and logical route to a reliable outcome. Research must be conducted systematically using appropriate methods to collect and analyse the data.

· Research must address a specific problem or issue, and research increases knowledge of researched problem.

Researcher needs a number of qualities and skills to achieve a successful outcome. The personal abilities of the researcher have effects to the results of research work. According to Collis and Hussey (2003) a key skill required be the ability of communication between researcher and other groups connected to the study. Another important skill will be time management. It is important to have an ability to create a timetable and an ability to follow and keep it. A basis to manage the research project successfully is highly motivated researcher. 

The research can be classified in many different types. Collis and Hussey (2003) have named four types of research. The basis of classification has named to the purpose, the process, the logic and the outcome of the research. The purpose of the research can be described as being exploratory, descriptive, analytical or predictive research. The process of research can be described as being the way in which the data will be collected and analysed. The logic of the research is based on the deductive or inductive way to study the researched item. The outcome of the research is a standard classification of research. This type of research is trying to solve a particular problem or make a general contribution to knowledge.

According to Collis and Hussey (2003) the research must be purposeful since it is conducted with a view to achieving an outcome. The purpose of research can be to review and synthesise existing knowledge, to generate new knowledge or to investigate some existing situation or problem. The aim of research can also be to provide solutions to a problem or to explore and analyse more general issues.  The object of research may be to construct or create a new procedure or system or to explain a new phenomenon, as well as a combination of any of the all above.

3.2 The research paradigm

The term paradigm refers to the progress of scientific practise based on people’s philosophies and assumptions about the world and the nature of knowledge (Collis and Hussey, 2003). According to Collis and Hussey (2003) there are two main research paradigms or philosophies. These two paradigms can be labelled positivist and phenomenological. These two paradigms have different kind of assumption for the research.

Positivists believe that only phenomena, which are observable and measurable, can be validly regarded as knowledge. They also believe that science and process of research is value-free.  They are interested in the interrelationship of the objects they are studying and believe that these objects were present before they took an interest in them. The positivistic approach seeks the facts or causes of social phenomena, with little regard to the subjective state of the individual. The positivistic paradigm in the social sciences is based on the approach used in the natural sciences, such as biology, botany and physics. In a positivistic study it is usual to write in a formal style using the passive voice. 

Phenomenologists attempt to minimise the distance between the researcher and issue or problem being researched. They consider that researchers have values, even if they have not been made explicit. Phenomenologists believe that social reality is dependent on the mind. In a phenomenological study the position is less clear. In many disciplines the preferred style of writing is one which fully reflects the immediacy of the research and demonstrates the researcher’s involvement. The phenomenological paradigm was developed as a result of criticisms of positivistic paradigm. 

The most common terms for positivistic and phenomenological paradigms are qualitative and quantitative. The summary of the most common terms for the research paradigms is listed in table 3.2.

Table 3.2 The alternative terms for main research paradigms

Positivistic paradigm

Phenomenological paradigm

Quantitative


Qualitative

Objectivist


Subjectivist

Scientific


Humanistic

Experimentalist

Interpretivist

Traditionalist


Ethnography

Source: Collis and Hussey (2003)

3.3 Research methods

There are several possible methodologies to carry out the study: ethnographic, qualitative, quantitative, experimental or several other ways or combination of several methods. Each of the methods has its advantages and disadvantages. The research has limitations, which may have effects on the results, and it is important for the researcher to recognise them beforehand. The chosen methodology and survey technique depends on the aims, objectives and targets of the study. The researcher needs to examine what is the most suitable methodology for the study. According to Dennis (2001) research methods can be classified in various ways, for example experimental, ethnographic, qualitative and quantitative methods. Each scientific method has its strengths, and unfortunately, all methods of science are flawed. Laboratory experiments, for example, maximise precision, but usually fail to satisfy generalisability or realism. Field studies maximise realism, but fail to satisfy generalisability, because they study a small number of non-randomly selected situations, or precision, because there are a host of uncontrolled factors. Surveys maximise generalisability, but fail to satisfy realism, because they do not study actual behaviour but instead ask participants to recall perceptions or precision, because there are a host of uncontrolled factors (Dennis, 2001). However, one of the most common distinctions is between qualitative and quantitative methods. 

3.3.1 Experimental method

Experimental studies are one of the positivistic methodologies. In experimental method experiments are conducted either in a laboratory or in natural setting in a systematic way. Experimental method needs as its name says experiments and humans perform experiments in their daily life anyway. In a management research it is difficult to arrange experiments, because it needs longer time to collect them and the research is typically concentrating on the effects over of shorter period. The researcher’s personal bias may intrude upon the experiment. In the study the sample may not be representative of a population, because the researcher does not have an opportunity to ensure a representative sample. For example, subjects could be limited to one location, limited in number, studied under constrained conditions and far too short time (Writing Guide, 2005). Furthermore, laboratory settings do not reflect the actual environment (Collis and Hussey, 2003).  

3.3.2 Ethnographic method

Ethnography is a phenomenological methodology, which stems from anthropology, which in turn is the study of people, especially of their societies and customs. The research normally takes place over a long period of time, often many months, and it involves direct participation in the activities of that particular workplace (Collis and Hussey, 2003). This study relates to the management of change process, which has happened over many years. The persons are interviewed multiple times to get deeper understanding of the researched issues, the people or the organisation. It is not unusual for the researcher to live in the culture for months or even years. One of the most valuable aspects of ethnographic research is its depth. The researcher is able to get an understanding of the people in organisation. The limitation of ethnographic research is that it takes a lot longer time than most other kinds of research. Another limitation is that the researcher has usually studied just the one organisation or one culture (Myers, 1999).  

3.3.3 Qualitative and quantitative methods

Quantitative research methods were originally developed in the natural sciences to study natural phenomena. Examples of quantitative methods well accepted in the social sciences include survey methods, laboratory experiments, formal methods and numerical methods such as mathematical modelling. Quantitative research methods are usually the tools of researcher that examine phenomena from a positivist perspective. Qualitative research methods were developed in the social sciences to enable researchers to study social and cultural phenomena. Examples of qualitative methods are action research, case study research and ethnography. Qualitative data sources include observation and fieldwork, interviews and questionnaires, documents and texts, and researcher’s impressions and reactions (Myers, 1997). A fruitful way to reach good and open minded results in the organisational culture study with qualitative research is to let the participants themselves tell their own story of the organisation. It provides people with an understanding that takes into account the fact that each person is an individual with a different perspective on the world, different reactions to occurrences, and different opinions how the world should be.

Research methods used in organisational culture studies range from the very qualitative to the quantitative surveys. There are cultural researchers who argue that qualitative studies are too subjective, and therefore call for quantitative methods at least as complementary to qualitative methods (Rantala, 2000). Qualitative and quantitative methods are different perspectives, have different assumptions, and look at different things. Quantitative method is looking for numbers and statistics, and qualitative method is looking for narrative points of researched item. The use of different research approaches, methods and techniques in the same study is known as triangulation and can overcome the potential bias and sterility of a single-method approach (Collis and Hussey, 2003). Researcher’s individual attributes, skills and perspectives have influences to the qualitative research. On the other hand, they may be viewed as suspect in terms of their validity and reliability, particularly when compared with the more ‘scientific’ methods available to the quantitative researcher (Wainwright, 1997). It is not possible to study plenty of people in qualitative research. On the other hand it is possible to have a deeper and more detailed discussion, when the questionnaire does not have to be standardised. It does not produce standardised set of results that any other researcher in same situation or studying the same issues would have produced. The result is always based on the situation where and when the study has been done. The features of qualitative and quantitative paradigm are listed in table 3.3.3.

Table 3.3.3 Features of qualitative and quantitative paradigms

Quantitative paradigm


Qualitative paradigm

Uses large samples


Uses small samples

Concerned with hypothesis testing
Concerned with generating theories

Data is highly specific and precise
Data is rich and subjective

The location is artificial

The location is natural

Reliability is high


Reliability is low

Validity is low



Validity is high

Source: Collis and Hussey (2003)

3.3.4 Mixing methodologies: triangulation

The use of different research approaches, methods and techniques in the same study is known as triangulation and can overcome the potential bias and sterility of a single-method approach (Collis and Hussey, 2003). It is not unusual in business research to take a mixture of approaches, particularly in the methods of collecting and analysing the data. The mixing allows the researcher to take a broader view of the research problem or issue. According to Collis and Hussey (2003) there is some difficulty available in mixing two paradigms in same study, since it is difficult to argue simultaneously that you believe that social reality is separate and external and it is merely a construction of the mind. On the other hand Collis and Hussey (2003) say it is perfectly possible, and even advantageous, to use both qualitative and quantitative methods for collecting data. Triangulation is identified in four different ways:

· Data is collected in different times from different sources in the study of a phenomenon

· Different researchers independently collect data on the same phenomenon and compare the results

· Both qualitative and quantitative methods of data collection are used

· A theory is taken from one discipline and used to explain a phenomenon in another discipline.

(Collis and Hussey, 2003).

3.4 Survey technique and data collection method

One important question in a research is whether positivistic or phenomenological method is valid. The type of the chosen method should reflect the assumptions of research paradigm. Collis and Hussey (2003) have written that interviews are associated with both positivist and phenomenological methodologies. They are methods of collecting data in which selected participants are asked questions in order to find out what they do, think or feel. In a case of positivistic approach it is suggested to have structured, closed questions, which have been prepared beforehand. A phenomenological approach suggests unstructured questions, where the questions have not been prepared beforehand. The personal interviews can generate openness between researcher and interviewed person, and therefore helps person to simulate their experiences of the researched items. According to Wainwright (1997) qualitative researchers have number of techniques at their disposal for the data collection, including non-participant and participant observation, focus groups, and in-depth interviewing. Each of these techniques raises particular concerns about validity; for example, participant observing may have difficulty in taking adequate field notes. For many researchers the in-depth interview should be entirely open ended, with at most a series of topics to be discussed, but certainly no pre-conceived questions, as this would entail the researcher imposing his own definition of the situation rather than enabling the respondents to structure of research.

3.5 Survey technique – qualitative method

The combination of methodologies in the study of the phenomenon is leading to greater validity and reliability than a single methodological approach (Collis and Hussey, 2003). In this study it was not possible to use methodological triangulation, and have both positivist and phenomenological methods of the research. When using triangulation the researcher will get a fuller and richer picture of the topic. The research method used in this study is based on phenomenological (qualitative) method. The qualitative method is best suitable, because it was not possible for researcher to collect long time experiments in the field, and otherwise it was not possible to have a wide quantitative questionnaire for large amount of people. The qualitative data was collected in personal interviews of chosen persons. The persons are in a managerial position in their organisations. All of them are senior manager level. They have worked in their organisations since the beginning of the Rani Plast Group and the beginning of the management of change in the companies belonging to the Group. Therefore they are able to see the changes in management and they are competent to compare the situation before and after the organisational and management changes. They are also able to see how the change has been managed and what the important issues for the future development are. The study is based on 12 in-depth interviews. The interviewed persons are the key decision-makers in each organisation. Out of the 15 managers working in the Finnish organisation, six were interviewed. In Slovakia they have seven persons in a managerial position in their organisation and four were interviewed, and in Ukraine they have seven persons in their management and two were interviewed. Most of the managers in chosen organisations are male, but despite of the ratio of genders both male and female managers were interviewed. The interviewed persons are working for different kind of departments in their organisations. They are representatives from: administration, sales, production, maintenance, quality control, R&D. It is good to get opinions from different kind of persons who are working for different departments in the same organisation, and nevertheless all of them have the same target in the business. 

3.6 Validity and reliability

As Robson (2002) has summarised the research must be reliable and valid; otherwise it is not science. Reliability and validity are something to do with it being accurate, or correct, or true. According to Collis and Hussey (2003) reliability is concerned with the findings of the research and is one aspect of the credibility of the findings. If a research finding can be repeated, it is reliable. Validity is the extent to which the research findings accurately represent what is really happening in the situation. The main threat to providing a valid description of the interviews lies in the inaccuracy and incompleteness of the data. Robson (2002) recommends that audio- or videotaping should be carried out wherever feasible. Where taping is not feasible, the quality of researcher’s notes is very important. When taping the interviews there is a risk that the interviewed persons try to give the answers or impressions, which they judge that the researcher wants. On the other hand without taping there is a risk that the researcher bias may in some way affect the selection of data for reporting and analysis. (Robson, 2002). 

3.7 Limitations of research

Because the researcher is a person, like the participants, it is possible that the researcher has his or her own biases to overcome or consider when carrying out inductive reasoning processes. Qualitative research is typically time consuming exercise, not only in relation to the data collection processes but also because the process of analysis needs plenty of time. In many cases the time delays between interview and publication may mean that the findings are no longer relevant to the target audience. In this study the interviews have been done in shortest possible time schedule and the analysis are processed immediately then to keep the findings in the relevant position. When using longer time period it would have caused results to be unreliable. The researcher needs to be aware of possibility of this kind of risks. The shorter period of interviews increases the validity of research.

There were two languages used in the interviews. The Finnish people were interviewed in Finnish and the Slovakian and Ukrainian people were interviewed in English. In Ukraine and Slovakia the interviews were limited to the managers who are able to speak English. The other possibility would have been to use a translator from English to Ukrainian and Slovakian. No translator was used, because the idea and the target of the interviews may be too difficult to understand and it might have caused misunderstandings. It could also mean participants would be less open when using translator. When doing the interviews with the translator it would have also taken much more time than using a common language. Due to time constraints and limited knowledge of English by employees this study includes interviews with senior managers only. 

The interviews were done during the months of February-March 2005. All the interviews were personal, but the results were handled anonymously. The answers, opinions or comments given by the interviewed persons can not be identified. Ensuring the anonymity of persons will encourage greater freedom of expression (Collis and Hussey, 2003). It is also important to take care that the references and interviews are not connected to the interviewed persons’ position in the organisation. This ensures higher reliability of the results. The anonymity was discussed with the people before the interview started. The confidentiality of anonymity between the researcher and the participants is very important for the future developments and actions in the organisation. The researcher must make sure of that it is not possible to trace back the participants of interviews. The results of the interviews are collected from the notes written by the researcher during the interview. On the other hand it could have been possible to tape record the interviews, but the anonymity and the confidence of the interviews were important points to get more open atmosphere and honest answers in the interview. Therefore it was not a suitable way to use tape-recorded interviews especially in Ukraine and in Slovakia. According to Collis and Hussey (2003) when the subject is the highly confidential matter and more truthful results need to be achieved it might be better to use unstructured interviews in a one-to-one situation. The weakness of the qualitative research is the difficult way to aggregate the data and make systematic comparisons between the results of the interviews. The results of the interviews are discussed in the chapter 4.

3.8 Main thematic issues of the interviews

The interviews for the study can be described as loosely structured thematic interviews. They include a number of areas or themes, which were not trying to follow a predetermined path. Depending on the interviewed person and the department he or she is working for the interview concentrated to the items seen relevant to the interviewed person’s department. The researcher deals more extensively with questions in the interview. The general target of the interviews was to get several views and opinions of the management of change process that have happened during the last 10 years. Another target was to clarify how the things have been settled. It was the researcher’s responsibility to see that all the listed items were discussed. The interviews included at least the following items, which are not listed in any order of importance. 

1 The changes in the infrastructure of the organisation, which is operating in a global market, and the effects of the globalisation in the organisation

2 The management of change and development in the organisation, and their effects to the organisation

3 The effects of the international co-operation, and the influences of the international co-operation between organisations inside the Rani Plast Group

4 What have been the effects of the mergers to the morale and the commitment of the employees and the managers in all levels of the organisation

5 What are the most critical points when starting a joint venture in different countries. The joining organisations have different kind of history, cultures, languages, habits and management styles

6 How does the organisation keep the high morale and commitment of the personnel to be more innovative and flexible

7 What have been the most difficult points in the management of change process and how they have been settled

8 What are the strengths of each organisation and how could the whole Group make use of the strengths

9 What are the opportunities of each organisation, and what is the power of all of them together

10 What kind of problems the joint venture may create between the organisations in the Group

4 Analysis and discussions of the research results

The primary research is based on the interviews carried out with persons in managerial positions in each selected organisation. The management of change process was carried out in each of the studied organisations. The target was to collect information and opinions on how the interviewed persons see the management of change process and how the process has affected the organisation and its behaviour. The analysis of results includes the strengths, weaknesses, opportunities and threats of each organisation of the Group and the same properties of the Group itself. The interviews included the differences in the management and organisation culture within the organisations in Western and Eastern Europe. It clarifies how they operate, their processes when they are working in a global business and when the organisations represent different backgrounds and histories. In many things there is no difference between the managers in each organisation. All the interviewed managers have been joined to the change process since the beginning of the joint venture. There may have been an element of self-selection in the answers of the Finnish organisation, because the persons have a strong belief that they were doing well in the transition and they were perhaps more willing and leading to participate in the management of change process. Each organisation has its own way of operating, and all of them have advantages and disadvantages. The ideal operation is to take the best practises of each organisation and joint them together. 



4.1 SWOT analysis

The results of the Rani Plast Group management of change process are carried out in a SWOT analysis of each member organisation. According to Simmering (2006) organisational strategies are the means through which companies accomplish their missions and goals. Successful strategies address four elements of the setting within which the company operates: (1) the company’s strengths, (2) its weaknesses, (3) the opportunities in its competitive environment, and (4) the threats in its competitive environment. Johnson and Scholes (2002) have described the SWOT analysis as a summary of the business environment and the strategic capability of an organisation. The SWOT analysis summarises the key issues from the business environment and the strategic capability of an organisation that are most likely to impact on strategy development. They also see that the SWOT analysis should help focus discussion on future choices and the extent to which an organisation is capable of supporting these strategies. 

The following diagram shows how the SWOT analysis fits into a strategic situation analysis. 
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Simmering (2006) has described the SWOT analysis as follows:

Strengths are a company’s capabilities and resources that allow it to engage in activities to generate economic value and perhaps competitive advantages.

Weaknesses are lack of resources or capabilities that can prevent it from generating economic value or gaining a competitive advantage if used to enact the company’s strategy.

Opportunities provide the organisation with a chance to improve its performance and its competitive advantage.

Threats can be an individual, group, or organisation outside of the company that aims to reduce the level of company’s performance. Every company faces threats in its environment.

The SWOT analysis is the first step in developing and implementing an effective way to improve the organisational changes. The second step is to determine the organisation’s internal capabilities and external environment in a two-by-two grid. Simmering (2006) has determined the two-by-two grid with following four quadrants:
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Quadrant 1 represents the best fit between company’s resources and the options available in the external market. 

Quadrant 2 would address the choice of either improving upon weaknesses to turn them into strengths, or allowing competitors to take advantage of opportunities in the marketplace.

Quadrant 3 may aim to transform external threats into opportunities by changing the company’s competitive position through use of its resources or strengths.

Quadrant 4 matches the company’s weaknesses and the threats in the environment. These are the worst possible scenarios for an organisation. The organisation needs to operate in a way to move out the issues of this quadrant.

The results of SWOT analysis

Strengths
Rani Plast in Finland has been involved in capacitor film business since 1960's. Their long tradition, experiences and wide range of products are well known by customers and suppliers. The turnover of labour force has been small and there are experienced people on all organisation levels. The organisation has been flat and the owner of the company is tightly connected to the daily operations. Company is family owned with the “face” of the owner.

Terichem in Slovakia has modern production facilities manufactured by Western European companies. The new western style organisation models have made possible to hire young and well educated people, who have positive attitude, high working morale and commitment to the work. Low costs of labour allow good competitiveness in a harder competition in the market.

Terichem in Ukraine has modern production facilities manufactured by Western European companies. People are willing to work for a Western European organisation. Low costs of labour even highly educated labour has much lower costs compared to Western Europe.

The Rani Plast Group is one of the biggest partners in capacitor film business. Bigger size of organisation gives stronger situation in the negotiations with suppliers and customers. The group has possibilities to organise more power to R & D operations. International organisation gives an understanding of different kind of cultures and business practices. The Group has flat organisation structure, which creates flexible connections between the companies. The improving IT facilities makes possible to have fast and on-line contacts crossing the borders of the countries. It is a must for effective and efficient work procedures in multinational organisation. 

Weaknesses

Rani Plast in Finland has the highest costs of labour in the Group. The profitability has not increased as much as in the other companies in the Group.  At the same time the business is moving more and more to Asia. Longer distances to customers have increasing effects to the costs. A flat organisation structure is strength, but when people are getting older and the turnover of labour force is small, the age structure of organisation may cause internal problems. The employees/operators have high decision power and in a certain case their knowledge and background is not good enough to make the needed decisions.

Terichem in Slovakia was a small Eastern European organisation that did not have power to negotiate with raw material and machinery suppliers. The collapse of the Soviet Union destroyed the market and business of dielectric films. The changes have happened in a short time. Companies and organisations have not had time to prepare the changes. Lack of English or any other foreign language speaking personnel has been a hurdle for changes. Traditional managers do not accept new ways of management, for example teamwork. It is not easy to change the hierarchical organisation structure, which has been in use several years.

Terichem in Ukraine was a small old Soviet Union organisation that did not have power to negotiate with raw material and machinery suppliers. Ukraine was a good and important partner with the Soviet Union and together with the collapse of the Soviet Union the market and business of dielectric films disappeared. The organisation culture has been different compared to Western European organisations. Old style of managers has had habits to control each other’s. They do not accept new ways of management, for example teamwork. It is not easy to change the hierarchical organisation structure, which has been in use several years. It is difficult to create communication channels between organisations, because there is a lack of English speaking personnel in Ukraine.

The Rani Plast Group has concentrated its operations to Europe, and the business is moving to Asia, which is becoming an increasing market. Despite of the improved and fast IT connection it has not been possible to make the transport times shorter. It is needed to have continuos and open discussion and communication in the Group to keep the positive direction in the operations. A good and exact reporting system is needed to compare the effectiveness of the organisations in the Group. It is the only way to have exact information for the future investments and improvements.

Opportunities

Rani Plast in Finland has long relations, good and tight co-operation with customers and suppliers. They have great opportunities to use them in the future. The operations for the business should have a strong basis. Finland is ranked to be one of the most competitiveness countries in the world.

Terichem in Slovakia has generally positive attitude to the change processes. Collapse of political structure created a place for the change and new models of management. The traditional relationships to the Soviet Union create a good advantage to make business with Russian customers. Slovaks can speak Russian and it is a great benefit to have the business with Russians. The government supports the co-operation between Slovakian and Western European companies. Slovakia has new membership in the EU.

Terichem in Ukraine has modern upgraded production facilities. New management style has increased the co-operation between people in the organisation. The traditional relationships to the Soviet Union create a good advantage to make business with Russian customers. Russian has been very important language in Ukraine. 

The Rani Plast Group has potential for growth in traditional markets in Europe and USA as well as in developing markets in Asian countries. Integration gives better possibilities to offer wider product range. The integration and mergers give a possibility to control larger share of market. Western European customers are moving their production facilities to Eastern European countries to get lower costs of labour. There is no other dielectric film supplier in that area apart from the Rani Plast Group. The co-operation in the Group is the tightest in sales and marketing. There is a lot of knowledge in other operations too, and they have to be organised to work as a tight team.

Threats

Rani Plast in Finland has old machines and technique: if there will come new substitutions and replacing products it is impossible to modificate the machinery for new product improvements. Internal competition in the Group does not support the new investments to Finland. The increasing energy costs will change the structure of the product costs. How can the company keep high profitability against Asian and Eastern European lower costs of labour. Most of the new and growing customers and markets are located in Asia.

Terichem in Slovakia has a challenge to get rid of the old reputation of an Eastern European supplier. The new membership of the EU has increasing effects to the costs of labour and energy, as well as there is an increasing demand of environmental issues. The political insecurity increases the risk of investments.

Terichem in Ukraine has equal challenges as Terichem in Slovakia: 

How to get rid of the old reputation of an Eastern European supplier. The political insecurity increases the risk of investments. There is a high bureaucracy in state organisations like in customs clearance. Increasing demands of environmental issues. There is a lack of young English speaking people in Ukraine. How to keep them in the organisation when the borders are opening to Western Europe.

The Rani Plast Group has faced new players (customers, competitors and suppliers) in businesses that are coming from Asian countries like China and India. Organisations and business environment are in a continuous change.  How to keep high morale and commitment of the personnel in each organisation of the Group, when the organisations and people in the organisations have different kind of history and cultural backgrounds. The research and development activities of competitors are trying to find out substitutes of capacitors, which may take a share of market. The political insecurity in the Eastern European countries is valid for a long time.

The results of quadrant 1 analysis in the Rani Plast Group

The internal strengths and external opportunities of the Group are seen in the following operations:

- Rani Plast has been in a good and long-term co-operation with the customers and suppliers in capacitor film business. 

- Rani Plast is well known as a high quality partner in a business.

- Low costs of labour and high education level in the Slovakian and Ukrainian organisations with their modern production facilities improve the competitiveness of the Group.

The results of quadrant 2 analysis in the Rani Plast Group

The internal weaknesses and external opportunities of the group are seen in the following operations:

- Market is growing and concentrating to Asia, but the Rani Plast Group has its production facilities in Europe.

- Co-operation in the Group must be widened into research and development activities despite of the lack of a mutual language.

The results of quadrant 3 analysis in the Rani Plast Group

The internal strengths and external threats of the Group are seen in the following operations:
- The highly educated personnel offer their knowledge to the use of the whole Group. There is a risk available that the trained persons leave the Group and join to other international organisations. Risk is increasing with the expanding number of the EU countries, where the movement of labour is unlimited.

The results of quadrant 4 analysis in the Rani Plast Group

The internal weaknesses and external threats of the group are seen in the following operations:
- Political insecurity in Eastern Europe is higher than in Western Europe. The potential revolutionary changes may kill the co-operation and joint ventures.

- It is needed to make investments in aging machinery in the Group, but high costs of labour in Finland and political and economical unstability in Slovakia and Ukraine increases the risk of investment in each individual country.

4.2 Globalisation

Greenpeace and other environment protection organisations should not have any concern regarding the environmental issues. The effects of joint ventures have the opposite kind of influences to the environment. As Perelet and Safonov (1995) have seen in their studies: the industry will take responsibility of the nature when making new investments. The internationally approved quality and environmental standards are the basis for the operations in the Rani Plast Group. Both of the standards were introduced in Western Europe first and later on in Eastern Europe. In the past the Western companies have been known as high quality manufacturers, and the reputation of the Eastern companies has been known with their poorer product quality as well as their carelessness of the environmental issues. The Finnish organisation has launched the recycling of the waste materials to Ukraine and Slovakia, and they in turn have launched the machinery of re-granulation of rejected plastic films and the knowledge how to use re-granulated materials. Managers were satisfied that the co-operation between the Finnish, Slovakian and Ukrainian organisations had created the common limits, which will follow the equal demands and they are widely approved. The products of the Group are supplied to the customers who are located all over the world, and in a certain applications the customers are able to use the products coming from any of the three factories. Therefore it is important to use equal procedures and standards in all production phases.

The joint venture has increased the total volume of the Group. The bigger volume has given new possibilities to use the size of the Group as a tool in negotiations with raw material and machinery suppliers, and even in the negotiations with customers. Before the joint venture the Slovakian and Ukrainian companies had difficulties to make co-operation with raw material and machinery suppliers, especially with those suppliers who are situated in Western Europe. Sometimes the suppliers did not even start to negotiate with the companies coming from the old communistic countries. The joint venture opened the doors. In the negotiations the Slovakian and Ukrainian people were welcomed to the same table with the Finnish people. The world is becoming a smaller place each day as Davidmann (2002) has said, and the operations in companies are more and more international and crossing the borders of nations, politics and religions. On the other hand the Slovakian and the Ukrainian people have very good knowledge and experiences in operating with people and companies in the old communistic areas, and it has given new business and market areas for the whole Group. There are plenty of companies in the old Eastern parts, which have started co-operation with Western organisations and there are also a number of companies who have moved their production facilities from West to East. In such changed situations it is important to know the cultural backgrounds of the original company.

4.3 Changes in the infrastructure of the companies in the joint venture

All the researched organisations have different type of infrastructure and culture, which have had influences on the joint venture. The Finnish company bought a share of the Slovakian Company and their joint venture company bought the Ukrainian Company. The ownership is 50/50 between the Finnish and the Slovakian partners. In the study of Rondinelli and Black (2000) they have said that the joint venture need to bring the economical benefits to the shareholders of the joint companies, but also to their host-country counterparts and governments. In this case the 50/50 ownership is bringing the benefits to all the above mentioned organisations. The management of change procedure in the Slovakian organisation was led by the Finnish change agent, and the change process in Ukraine was led by the Slovakians. The Finnish management has been giving knowledge of Western management methods to the other two partners. The open and friendlier atmosphere has increased the positive effects of the change. The changes have opened new ways to make teamwork inside the organisations and between all three organisations.   

The cultural differences between the countries and the organisations have been difficult to change. In Slovakia there are people who have lived the time before communism, they have lived the communism period, and now, they have become to a new situation together with the collapse of the communism. The willingness of the people in Slovakia was more positive to the change than the people in Ukraine. The start of the joint venture in 1994 in Slovakia had perfect timing. The infrastructure of the country was under huge changes and people had open and receptive minds to new ideas, especially for the ideas, which were coming from non-communistic partners. 

The beginning of the co-operation in Ukraine started in another situation. The collapse of communism had happened five-six years earlier and the rebuilding of the infrastructure was started already. It was more demanding to turn the things and attitudes, which had taken one direction. After four years co-operation the managers in the Ukrainian organisation have faced that “the good, old” habits are coming back from time to time, and it needs some extra effort to control the management of the change process. Sometimes it seems that the Ukrainian people generally are not able to change their culture. One of the latest non-democratic things happened during the president election in the end of 2004. The bureaucracy is one of the most powerful resisting factors resulting from the history. According to the managers it is possible to recognise equal obstacles in Ukraine than Klein (2003) has ranked in his studies in Polish organisations. The situation was equal in the beginning of the co-operation with the Slovakian organisation. 

Two most highly ranked obstacles, legal uncertainty and bureaucracy with excessive state controls, are very highly ranked in this study, too. In the previous organisations it was important to control what the employees and managers were doing. The organisations were very crowded by managers in many levels. The change has made the organisation charts flatter and today teamwork is more used way to operate.

The managers in the Slovakian and Ukrainian organisations had a strong opinion that the management of change process has created more equality in the organisation. The communication between the managers and the employees is working better in both companies. Co-operation between people has become better and more effective. The organisations are flat in all the companies and the information channel from a single employee to the managers and directors, and vice verse is as short as possible. The improvements of working environment have been realised in both organisations by the Finnish change agent. All the managers and employees have taken part in the improvement work. The managers in the Finnish organisation have not been as positive as the other managers to accept the flatter organisation charts. The supervisor level has lost their position and their responsibilities have been shared to the employees who have not been ready to take the larger decision making power and carry the responsibility for the decisions.

4.4 Difficult points in the management of change, and how they have been settled

In the beginning of the joint venture and co-operation it was the most important thing to create a confidential relation between all the partners joined together. Mullins (2002) has said that it is important to create a climate, which support the employees to have a better commitment to their work and to the organisation. The trusting relationship was not only needed between the owners of the companies and the top management of them. The managers see that the new ownership of the company created new systems and brought a new business environment. It made necessary to reform the entire structure, that is, the strategy and the mission of the joint venture company, production programmes, organisational culture, human resource management, forward planning, ways of thinking about business and the firm, and means of external and internal communication. 

As the first step the managers saw the change in the daily operations. The most important thing was to have an open and active working environment. The historical habits and existing working culture sustain old traditions, which did not support the most effective ways to operate. There were managers and employees who were resisting the change: new working routines and new management methods. Therefore it was a matter of great importance to create a working environment where everyone knew and felt the value of his work. One of the biggest efforts was used to change the attitudes of the persons to accept the others, and to accept that the others were able to make the work in a proper way, too.

The management of change process is always a unique phenomenon. It is related to each individual organisation and its nature. According to Aaltio-Marjosola (1994) the final solutions suitable for all organisations can not be found. It has been seen in this joint venture and management of change process, too. The processes in Slovakia and Ukraine have had their own difficulties and problems. The changes included much more than the technological improvements. At the same time it had effects to the norms, habits and know-how of the management of change process. The process started with managers. They needed to have positive attitude for the work, organisation, company and owners. A hierarchical organisation structure, with layers of management each responsible for a specific area of the business was very effective in the past. There were training programmes developed to support everyone’s role and work in the organisation. Top managers of the organisation discussed with everyone what are their roles in the organisation. The targets and strategies of the company were introduced to all the members of the organisation. There were a lot of discussion between the managers and the employees where they agreed the common rules for the working. In the beginning of the co-operation there were regular weekly meetings in every organisation. In the meetings the daily operations were discussed as well as the targets and visions of the company. 

Teamwork was launched. The teams have had a great responsibility to improve and develop the working procedures. Everyone in the organisations has been involved in the improvement work. Marshall (2005) has said that all the ideas, insights, and opinions on improvements are valuable. The open discussions and good ways of communication have been the major reason for higher commitment of the employees and the managers to their work. According to Brada (2003) the organisation structure has effects on the responsibility and autonomy of managers. In the case organisations a high autonomy was given to teamwork. The autonomy was given especially to the lower-level managers, and their active role in the daily operations has increased their responsibility. 

There have been resisting forces and conflicts on how the thing should be organised, but they have been discussed immediately and it has been the correct way to minimise the resisting effects of them. In the beginning of the management of change process plenty of troubles and problems existed. The employees and a part of the managers had a tendency to find a sense of security in the past. If the organisation met problems either internally or externally they wanted to take the old habits and to manage the system in the old way. When the company did not have enough orders to run the production lines in full speed a part of the managers started to claim and they dreamed about the old situation where everyone had work and production was full booked all the time. The improvements in management, co-operation internally in the organisations and between the organisations in all three countries and the machinery development have joint the persons together as a real team. The managers have real and wider responsibilities than in the previous organisation. They are able to make big decisions than earlier. If the employees give improvement suggestions it is allowed to the manager in certain limits to make the decision how to implement the employee’s ideas. The employees’ and managers’ participation in the management of change process has run to the success.

4.5 Effects of the management of change and organisational development processes to the organisations

One of the biggest effects of the joint venture and international co-operation is seen in improved development work. The development work has occurred in many different ways and areas in the organisations. The growth of the Group has increased the total volume of the production. It has opened new markets for the Group. The investments to the new technology have given possibilities to make a wider product range. It has also been a key instrument in getting new markets where it has not been possibilities to operate earlier. According to Samules et al (2000) one of the most important targets of the joint venture is to have a control of a larger share of output. The joint venture also creates possibilities for quick way of entry into new markets. The integration has given a deeper knowledge of the raw materials, processes in the Group as well as the information and knowledge of customers and their needs and products. The integration has started an internal customer supplier relation between the companies in the Group. The equal relationship is working between the different departments in the organisations. 

The growth in the business is easily seen, but it is possible to recognise the mentally developed working environment. The new ways of thinking and problem solving have created more effective and efficient working procedures. Everyone in the organisations has knowledge of their responsibilities and they have freedom of actions in their work. As Santala (1996) has written the persons in the organisations are more willing to accept the changes when they have a clear and reasonable vision of the direction the changes will follow. The changes in the organisation and working environment need a commitment of employees to have success according to Davidmann (2002). The structures of the organisations are flatter, which has given the possibilities to flexible connections between the employees and managers. It has also opened a better communication and discussion channel in the organisations. According to Tan (2000) the culture and behaviour change is an ongoing process and it may take a long time to see tangible results. It has taken several years to get tangible results in the researched organisations and it needs continuous discussions and communication in the organisations to keep the positive direction in the change process. According to Strawn (2002) the dialogue between a customer and supplier is very important when talking about good relationship in a business. There is no difference between an internal and external customer/supplier relationship. 

4.6 Morale and commitment

Morale and commitment are very critical things to enable successful development work. There are several different ways to create, improve, and also keep the morale and commitment on the high level. The managers in Ukraine and Slovakia commented that in the beginning of the joint venture organisation the employees were scared of their future. They were afraid that an international company would make a huge profit by using their “cheaper” labour with the existing machinery. However, within the first two years the employees started to understand how the situation is developing in the organisation. All these changes happened in the same time together with the political, social and cultural changes in the society. As Davidmann (2002) has said the change is taking place in many companies and the things are changing faster than years ago. In this situation the management has an important role in achieving the employees’ commitment.

Salary was cited as being main tools used in all organisations to improve the commitment of the employees. Money is always increasing the willingness to work, but the negative point is that its effects are seen on the high level for a very short time only. In the old communistic areas it was very important to have a job and to get a salary. This phenomenon was seen especially after the collapse of communism. There were plenty of companies, which did not had an ability to pay to their workers. People were automatically more committed by having a regular working place and earning enough money to buy unnecessary items. As Sarkkinen (2004) has said the commitment of employees may become higher when the work and livelihood are not self-evident truth. According to Holt (2000) Western firms pay higher salaries for more educated personnel as well as to unskilled workers. This is a way to achieve higher morale and commitment of people in all levels of the organisation. In the beginning of the co-operation in Ukraine it was the most important thing for the credibility of the organisations to guarantee the salaries of the employees. It was a correct way to make a trusting relationship between the employees and the new owners of the company. The managers also mentioned that the second step was a new salary system including rewards and bonus. It was a message to the employees that working harder you can earn more.

The joint venture has required a very high commitment from the Finnish partners, too. The morale and commitment to the new situation have been based on the other kind of things than in the other organisations of the Group. Finland is seen as a small country quite far away from Central European business centres. The international connections and operations has been the committing and progressing force in the Finnish organisation. Most of the managers in the organisation of the Finnish partner have been involved in the joint venture. They have been able to recognise the changes in the organisations of the other partners as well as they have been able to see the changes in the whole society of the partners’ countries. On the other hand it has been a concern that the international co-operation may move the investments away from Finland and that might result in decreasing the number of employees in Finland.

Nevertheless all the partners in the joint venture have found their own ways to operate and it has increased the morale and commitment of everyone. During the last years the co-operation between the organisations in these three different countries has increased to the certain level. According to the managers the next thing, which should happen, is the effort to reach a higher level in co-operation. Morale and commitment are the items, which have to be under continuous improvement and changes all the time, otherwise the persons in the organisations might start to operate in their own ways. In many cases it does not support the joint venture’s targets. As Mullins (2002) has said the morale and commitment are not easily measurable items and they are always voluntary and personal. If the limits in the organisation are very tight, the employees do not work effectively and they are not committed to the targets. In the other hand if the limits are too open, it may easily lead to chaos, and in this case also the employees may not be committed to the commonly agreed targets of the organisation. According to Eade (2005) low morale has effects to the productivity and it is seen in the quality of service or product. The things are seen differently in each organisation and in each level of the organisation.

4.7 Strengths and opportunities of the co-operation

Each organisation in the Group has its strengths. It is challenging to create an organisation where the knowledge and skills of each organisation are used on an effective way. According to the managers the distance between the companies gives advantages and disadvantages. It is not possible to meet quickly and have a meeting in a coffee break. The improving IT facilities helps to solve many of the existing problems. According to Ghanda (2002) the telephone, mobile phone, television and the Internet have been the most important tools for the improvement cycle. The dropped costs of communications and transportation have advanced the daily connections and faster facilities to meet each other. The management of change process has improved the relations between the persons in the organisations. The open and friendly relation between the people is supporting the targets of the Group. The problems have been solved together and it has been possible to have preventive actions to avoid the appearance of the same problem. The management of change experiences in the Group give good examples to other organisations how to manage the change and what kind of problems and difficulties they may face in the process.  

At the beginning of the 1990’s the owners of Rani Plast saw two major lines to integrate production facilities. One line was to start a production of capacitors and the other was the integration to an existing film production. By taking the first choice they would have started to compete with their existing customers. They selected the second line; integration to the film production and it is generally seen as a good choice. The co-operation with the Eastern European company was the fastest way to expand the market share. As Samuels et al (2000) has written the larger market share and the control of markets have been one of the most important targets of mergers and acquisitions generally. At the moment the technical knowledge is at a very high level in the Group. It is a huge strength and it gives safety for the future mergers and organisational development projects. The management of change process was organised and led by selected persons. If there are several change agents working at the same time, it may cause different kind of importance to the change process. In the Rani Plast case there was only one person who was responsible for the change process and he took care of that the change went to the direction, which was agreed beforehand.

4.8 Critical points in co-operation

In the beginning of the joint venture there were several critical points how the new management methods can win the confidence of all the persons in the organisations. In Finland the situation was seen as a challenge to integrate the business, but the investments abroad were seen as a threat to lose the production facilities. There was a working production plant in Slovakia, and suddenly it had a merger with a Western European company. All the systems and organisations were built up during communism time. The production plant had too many workers and one of the first steps in the co-operation was to reduce the amount of personnel in all levels of the organisation. The number of employees was decreased about 30 %. The unemployment was impossible during communism period as Hult (2000) has written and therefore it created difficult situation to the new organisations. It was hard work and it created resistance opinions. The situation was seen as very critical and it needed good management to continue the improvement and development actions. 

In Ukraine there was a production line, which was not running. The first step of the co-operation was to employ the workers and start up the line. It was not easy to get personnel who have to start a new “unknown” way of thinking. Therefore the turnover of workers was very high. If the employee did not satisfy the management of the company, he was given a notice to leave. The new persons were young and highly educated who were motivated to work with new culture and international business. The managers mentioned the importance of employing younger workers who had open minds without the old habits and working procedures. This was also noted by Poor (2002) who stated that the companies were hiring young people to avoid influences of old factors.

Another critical points have been concentrated to the untouchable items. In the beginning the ways of thinking in Western and Eastern Europe were very different. There was not a common language. Each partner had own terminology for the things. Thus all people in meetings and appointments had to have an ability to speak English and everyone “understood” what was discussed, but still the words did not had equal meanings. Due to the limited skills of English there were not many people who were able to take part into the discussions without translation. The new information channels and use of the Internet have established the conditions under the people can work together more efficiently. The companies in the Group are located in different places in Europe. The managers highlighted the difficulties of organising the appointments where each organisation has their best experts available. The distances do not allow the people to have meetings very often. Sometimes it has been problematic to organise the appointments with the key persons from each organisation.

4.9 Future needs for the co-operation
All the persons in joint venture organisations saw more or less equal needs for the future. The most important for successful business in the next coming years is to be able to operate in a way, which has equal targets. It is necessary to create and agree the targets together and everyone should have to accept them. The targets of the Group have to be clear for all the employees and managers in each organisation. The Group is going to be as weak as its weakest point is. Each organisation has the quality and environmental systems, which have been certificated by an external organisation. The systems full fill the demands of the standards, but it is possible to have more or less different kind of structure in the system. They should be structured in an equal way including the equal exactness in the instructions and in the line of actions. The countries have differences in legislation, but it is important to improve the reporting systems internally. The managers in every organisation are saying that the reporting systems and procedures in the Group should be more comparable to others. It would be more effective to make the targets and to follow them for the whole Group than for each organisation separately. There are many things, which should follow the whole production chain starting from a raw material supplier and ending to a customer. The semi-products are worked up first in Slovakia or Ukraine and then finalised in Finland. 

The organisations have persons with special knowledge of several different areas. It is important to accept that the persons in other country and in other organisation are able to do and understand the problematic things as well as one can do it. There are experts in Slovakia, Ukraine and Finland who has very high level of knowledge for example in raw materials, research and development, manufacturing, capacitors and many other areas connected to the products and customers of the companies in the Group. The knowledge of all organisations is used only in sales and marketing activities. The managers like to widen the co-operation to other business areas, too. The experts should have more co-operations to concentrate together into the problems, research and development work. Now-a-days the organisation in Finland is structured as a matrix where the person is not only in one position and in one organisation. Everyone has responsibilities in several actions and in different type of operations. This kind of organisation may increase the co-operation in the Group and give a larger understanding of the working method and management methods. 

In the beginning of the co-operation one of the biggest limitations to expand the management of change between the countries were the limited skills of language. The Finnish people do not speak Slovakian or Ukrainian language and likewise the Slovakian and Ukrainian people do not speak Finnish. Slovakian and Ukrainian people can both speak Russian and therefore they can communicate easily. All the other communications have been made in English. The skills of English have improved all the time. At the moment most of the managers in Slovakia are able to understand English, but it is still a limitation in Ukraine. On the other hand the employees’ skills to speak other language than his native language is very limited in each country.

5 Conclusions and recommendations

The collapse of communism was a start of accelerated effects of globalisation in Eastern Europe. Countries in the Soviet Union got their independence and they started to open their borders to Western companies. The political infrastructure and social system were under huge changes. It started a privatisation in the old traditional state owned companies. Many Western European companies made merger and acquisitions in Eastern Europe. They saw the possibilities to expand their market share in the new area to the customers who have not been reached earlier. It was possible to launch new products and wider product range to the bigger markets. The Western companies have started to make their products together with their partners in the Eastern European countries. Lower costs of labour are giving economical benefits to them. It is increasing competition and pressure in Western European countries to be more effective and profitable. 

The new situation in the organisations has created a need for the management of change process. The organisations in the joint venture companies have faced a situation where different kind of cultures had joined together. It has been challenging for the organisations to change the old traditional way of managing and organising the work. There have been many things that have been under the development and improvement. The management of change process takes a long time and it needs continuous control to be sure that the direction of the change is as it has been agreed. The Western organisation has launched the new ways of thinking and working to the Eastern organisation cultures. The organisation culture has been formed a long time. It includes the history of the organisation, the habits, how they operate, location and size of the company and the environment where the company is operating. All of these issues need a long time to be changed and accepted in all levels of the organisation. They have effects on the morale and commitment of the employees in the organisation. The changes have to be done in co-operation with all the partners in the organisation otherwise the resisting forces may increase and it will easily stop or delay the development and improvement work.

This study has been concentrated to the management of change process in a joint venture organisation between Finnish, Slovakian and Ukrainian companies. The case study has been carried out in the Rani Plast Group, which has started the co-operation in Slovakia and Ukraine in late 1990’s. In this research the target has been to analyse the management and cultural differences and challenges in the chosen organisations and to clarify how the management of change process is organised and to clarify the strengths, weaknesses, opportunities and threats of in each chosen organisation and in the Group. In the case study the managers of each selected organisation have been interviewed and the results are based on their comments and opinions of the management of change process which has been carried out. The results are analysed in SWOT analysis of the organisations and the Group. The results of researched case study are useful when the organisations are planning the next development and improvement steps in their organisations. 

According to the case study the organisations should be improved to the tighter co-operation. At the moment there is international co-operation only in the sales and marketing department. The people of the sales and marketing are sitting in different countries, but the operation is controlled and managed from Finland. There are plenty of needs where the organisations should work more equal way like the sales do. It would be possible to create working matrix organisations in quality assurance, product and technology research and development. Nevertheless, in the matrix organisation there must be a person who is responsible for the department, owner of the process. In this case the department should be managed and controlled from the place where the highest know-how is available, and in many cases it does not have to be Finland. The strong group organisation will increase the commitment of the managers in all organisations and it would be easier to use the knowledge of all experts. The international organisation creates better basis for the future mergers or acquisitions. The increasing use of IT facilities is the basis for the communication between the organisations. Otherwise the distance between the companies and certain bureaucracy in travelling may make difficult to manage the organisation.

According to the SWOT analysis the Group needs investments to the ageing machinery. The political and economical insecurity in the Eastern European countries do not support to realise the big investment, but on the other their costs of labour are much lower than in Finland. It will be a big step in the Group to make the decision where to investment for new machinery.
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