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ABSTRACT 

The idea of quality has travelled globally for many years as a result of 

globalisation (Crosby, 1979; Deming, 1989). It has become a key factor of 

increased competition in the global economy, which led to the attempts of 

international companies to transfer quality to different 

standards 

locations and 

cultures in order to achieve high-quality globally. Car 

manufacture became an important field for the international 

since 

knowledge 

transfer. A quest to achieve high quality in car manufacturing has travelled 

along various management tools and production models 1911 

(Tolliday, 1998) and after 1990 it also began to travel to Eastern Europe, 

including Poland. 

The concept of quality in car manufacture in Poland is a good example of 

an idea that was successfully translated. Due to the absence of research 

on this topic it was chosen as a subject for this study. Henceforth, this 

thesis investigated the travel of the idea of quality in the car manufacturing 

industry, from Western Europe to Poland. The research explored the 

process by which this idea was negotiated within General Motors 

company, in particular its two plants - Vauxhall Luton in the UK and Opel 

Polska in Poland. A group of 30 managers involved in the knowledge 

transfer between these two locations were interviewed by means of 

ethnographic and the Repertory Grid techniques. A combination of these 

two methods contributed to our knowledge about the possible methods 

that can assist the exploration of the organisational cultures and values 

embedded in them. Additionally, the application of this methodological 

approach gave us an insight into the Resistance to Change phenomenon 

and possible factors behind it. 

The thesis identified reverse translation as an important area for future 

research. Reverse translation may be equally important as the forward 

process (Boyer et al, 1998), and in this study we argued that the initial 
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research, prior to reverse translation and the identification of the 

appropriate type of RD to be implemented, can play a crucial role in the 

outcome of this process. 
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Chapter 1 .  Introduction 

1 . 1 Overview 
Discussion on g lobal isation has been runn ing for yea rs and it has resulted 

in many d iverse op in ions ,  from its staunch supporters (e. g .  Hedgetts & 

Luthans,  1 997 ; Ohmae, 1 990) to its extreme opponents (Costea , 1 999) .  

The author wou ld l ike to jo in  th is d iscussion by p lacing herself between 

these contra ry views and sharing the op in ion of G iddens ( 1 996) ,  who 

described g loba l isation as having some positive effects contributing to a 

new shape of l oca l cu ltura l identity and se lf-expression .  

European econom ies have been evo lving under comp letely 

d ifferent 

Eastern 

circumstances to other Western European countries in the last 

ha lf a centu ry. A development of the Eastern b lock was centra l ly contro l led 

from those in the free market economy. The command economy shaped 

the market of the Eastern b lock, but a lso the mental ity, attitudes to work 

and the notion of many concepts among the peop le i n  Eastern Europe, for 

examp le ,  the notion of qua l ity d iscussed in  th is d issertation . Due to the 

completely d ifferent way of development between the East and the West, 

many issues are beyond comprehension for a contemporary Western 

reader. The notion of qua l ity in car manufacture is one of them , as wi l l  be 

e lucidated in this writing . 

G loba l isation i nevitab ly led to attempts to transfer know-how and expertise 

to markets in d ifferent locations and cu ltures , where the particu lar 

organ isation was wi l l i ng to beg in  to operate . Hence ,  the need for 

understand ing the cond itions for successfu l knowledge transfer became 

especia l ly important. In order  to operate successfu l ly ,  o rgan isations 

engaged in the p rocess of constant ideas transfer between their 

from Moscow: the borders were closed ; the contact with the West cut off. 

The mechan isms developed in the command economy were far d ifferent 



internationa l  d ivis ions. The i ncreased integration  of national  economies 

stimu lated th is p rocess even more .  It resu lted in the expansion of financial 

and physical capital in  internationa l  markets and the rise of g lobal isation. 

Th is study's objective is to u nderstand the circumstances in which ideas 

a re transferred across cu ltu ra l  and , consequently, l ingu istic boundaries 

and whether  successfully or unsuccessfully. Organisationa l  actors 

involved i n  the knowledge exchange define the criteria for success. I n  

o rder to  create a model describ ing the process by wh ich ideas trave l ,  one 

· idea trave l l ing between two locations was chosen in order to exempl ify this 

process. It is the idea of qua l ity in the car manufacturing industry as 

u nderstood in Western Europe. We wi l l  trace the travel of this concept 

between Western Europe and the post-command economies, particu larly 

Poland. 

This  chapter aims to describe the rationale for this choice ,  introduce the 

main issues and d iscuss how they wi l l  be add ressed . 

1 .2 Knowledge transfer in the g lobal economy 
Many authors (e.g. Jankowicz, 1 996a; Kostera, 1 995) consider 

g lobal isat ion as a process of m utual i nfluence ,  where the meaning is 

m utual ly created rather than a one-way process. I t  resu lts in various types 

of relation between parties depend ing on  the mutua l  negotiation of 

connectivity (H i rst & Thompson , 1 996). This approach to g lobal isation 

ind icates that d ifferent parties a re engaged in the organisation and 

exchange of cap ita l , raw materia ls ,  fin ished goods ,  and labour (Hedgetts 

and Luthans ,  1 997). As stated before ,  the author shares the opinion of 

Giddens ( 1 996) and Amin ( 1 997) who described g lobal isation as having 

some positive effects on the new s hape of local cu ltura l  identity and self

expression , resu lt ing from the p rocess of mutual mean ing creation. 

One of the consequences of the g lobal economy is that organ isations 

attempt to transfer knowledge between d ifferent locations and cu ltures if 
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creation of a new l i nk and partial modification of the two agents involved i n  

the p rocess. This concept involves the consideration for what exists as 

they want to ach ieve h igh-qua l ity results g lobal ly . I n  order to understand 

the complexity of th is process, we need to explore the way in wh ich ideas 

travel between cu ltu res in  more deta i l .  In order to do so, one particu lar 

model , the model of 'Travel of I deas' (Czarn iawska & Joerges ,  1 996) , was 

chosen . Th is model wi l l  enable us to trace the process of d isembedding 

and reembedding one idea in  d ifferent locations. 

The spread of ideas has trad itional ly been described as 'd iffusion' 

(Rogers, 1 995) . Latour (1 986) offered the trans lation model as an 

a lternative for th is approach. Translation is the key concept for 

understand ing organ isational change (Czarniawska and Sev6n , 1 996). 

The translation model imp l ies a complex process , where there is a 

wel l  as what is created (Latou r, 1 993) and that inc ludes all artefacts in  

wh ich an idea is embedded . This new way of looking at  the process of 

ideas transfer d raws our  attention to the relationsh ips between humans 

and ideas, and ideas and objects . People p lay a crucia l  role  here .  They 

are not on ly the creators and users of the idea, but they also serve as the 

veh icle for the trans lation p rocess . They create the energy necessary for 

ideas to t ravel . 

Change, accord ing  to Czarniawska and Sevon (1 996) , is 'a  result of a 

blend of i ntentions, random events and institutional norms,  a l l  processed 

in a col lective apparatus of sense-making '  ( ib id . p. 1 1  ). This work wi l l  look 

at the comp lex process of change in an organisational context. We wil l 

trace the complexity and un iqueness of the b lend of past events , 

i ntentions of parties involved and the institutions developed as the result of 

th is sense-making p rocess .  

Changes are excit ing for spectators , on ly when they are d ramatic and 

fundamenta l .  To watch the actors and the scenery transform in  the most 
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unexpected and drastic ways is fascinating as well as stimulating. 

Unfortunately, the life of an average spectator of Western Europe's scene 

does not present him/her with such huge events. The time of revolutions is 

over. The European Union reinforces the b lurring of some differences 

between countries and cultures started by globalisation. One m ight think 

that there is  not much out there exciting enough to watch. 

The border between Western and Eastern Europe is nevertheless a very 

interesting line, which once crossed, could provide us with a fascinating 

spectacle that the Western viewer might want to watch .  It's a spectacle of 

change; change of a system, change of religion, change of beliefs, values , 

norms and institutions. The stage is in constant transformation , the actors 

hardly manage to keep up with the changing of their costumes; some 

actors play many different roles, and these roles change too. Is it possible 

to make sense out of such a seeming ly chaotic show? I believe it is , and I 

wil l  try to achieve it in this thesis. 

1 .3 Western ideas beg in  to travel to Eastern Europe 
The globalisation process in the Eastern b lock, which began in 1 990, is a 

good example of ideas-spreading where the mutual meaning creation 

played a crucial role. Despite a close geograp h ical distance between 

Eastern and Western Europe, the d istance to mutual understanding was 

quite far. It is arguable that the process of ideas translation caused a lot of 

friction and some concepts were resisted by the local cultures , but many 

were diffused and resulted in the creative translations of ideas. 

After the opening up of the boundaries in the post-command economies in 

the 1 990s ,  the two worlds of the West and the East were suddenly 

confronted with each other. Peop le from the Eastern block were able to 

travel freely for the first time in fifty years to the land of prosperity, which 

previously they only knew from the ta les of other people, or their 

occasional visits to the West. So far, they were usually the recipients of 

the Western ideas but did not have the opportunity to take an active part i n  
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their  creation or  i nstitutiona l isation .  Hence ,  their knowledge of some ideas 

was restricted ,  as it d id not include the whole institutiona l isation cha in .  

The i r  fam i l iarity with the Western ideas was often one-way, rarely i n  the 

flesh and often came from the med ia. This seemingly smal l  aspect p layed 

a crucia l  role in the later development of the post-command economies .  

Not knowing the real ity of  the free market and other th ings in  the West, 

peop le on ly knew the images of the fi na l  effects and prod ucts of 

cap ita l ism , wh ich were usua l ly associated with luxury and wel l-being . 

Hence ,  the asp iration to 'catch up '  with the West is understandable. 

Nevertheless, th is drive to make u p  for the lost years of stagnation u nder 

Moscow's g overnment resu lted in  many cases of uncritical wi l l i ng ness to 

accept some Western concepts as a m i racle cu re for the prob lems of the 

post-command economies .  

Western investors coming  to Eastern Eu rope as  a main emerg ing  market 

promis ing g ood opportun ities had to deal with the years of h istory under 

commun ism. As much as people in the East were open and p repared to 

absorb Western capita l and investments , they were often not ready to 

change the i r  fundamenta l bel iefs and values ,  which they developed in the 

previous system in  order  to cope successfu l ly in d ramatica l ly d ifferent 

cond itions than those of the West. The j uxtapos ition of d ifferent values and 

work attitudes often resu lted in  frustratio n  on both sides : the investors and 

the local people. The international g loba l  compan ies had to negotiate the 

ways i n  wh ich they were go ing to operate i n  the Eastern markets if they 

wanted to be successfu l .  

One of the consequences of g lobal economy is  that organ isations need to 

commun icate between d ifferent cu ltu res. Cu ltu re plays a crucial ro le i n  the 

process of mutual meaning creation. There is a correlation between 

economic success and the reconci l iat ion of val ues in busi ness practice 

(Trompenaars and Hampden-Turner, 1 997) , wh ich wi l l  be supported in th is 
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research. Culture is the only thing we know, a 'bubble' through which we 

perceive the world (Czarniawska-Joerges , 1 992) . 

Czarniawska's model of 'Travel of I deas' is a useful tool enabling us to 

trace the d isembedding and reembedding of one idea in two cultures. The 

study of the culture, and the values of the parties involved in the process, 

is necessary i n  order to identify the criteria for successful knowledge 

transfer. 

1 .4 Qual ity as an example  of an idea that travel led g lobal ly 
Quality has travelled globally for many years (Deming, 1 989 ;  Crosby, 

1 979) . It has become a key factor of increased competition in the global 

economy. Globalisation resulted in the attempts of i nternational compan ies 

to transfer quality to different locations and cultures in order to achieve 

high-quality standards globally. Car manufacture became an important 

field for the i nternational knowledge transfer. A quest to achieve high 

quality in car manufactur ing has travelled along various management tools 

and production models since 1 9 1 1  (Toll iday, 1 998) .  

l to 

Eastern Europe, i ncluding Poland. The concept of quality in car 

manufacture i n  Poland is a good example of an idea that was successfully 

translated . This most recent stage of this process hasn 't been explored in 

detail yet. Therefore, the idea of quality in the car manufacturing industry 

lends itself to this study and the exploration of its translation between 

Western and Eastern Eu rope offers an opportun ity to contribute to our 

current knowledge of this process. 

1 .5 Aims and objectives of the research 
The aim of this research is to investigate the ways in which knowledge is 

transferred across cu ltural and l inguistic boundaries. This will enable us to 

identify and understand the circumstances in wh ich ideas are transferred , 

After the opening up of the boundaries in the post-command economies in 

the 1 990s, quality i n  the car manufacturing industry also began to trave
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and whethe r  successfully or unsuccessfully. The cu ltural change and the 

process of the qual ity transfer across cu ltu ra l  boundaries wi l l  be described 

in deta i l .  

The objectives of th is research are as fol lows: 

1 )  To investigate the t ravel of one particular idea ; the idea of qua l ity in  the 

car manufacturing industry, from Western Europe to Poland .  The research 

wi l l  exp lore the process by which the idea of qua l ity was negotiated 

between the two parties and the factors that infl uenced this p rocess . The 

success or  otherwise of the qua l ity transfer to Poland wi l l  be th us defined 

by the party p rovid ing the idea of qua l ity and the party receivi ng it. 

2) To create a model of the p rocess by which ideas travel across cu ltura l 

boundaries with the factors determ in i ng its success o r  fai l u re .  This wi l l  

i nc lude general gu idel ines for a p rocedure by which the Western notion of 

qua l ity (someth ing bu i lt i nto the p roduction p rocess) can be i ntroduced to 

other cultu res i n  the post-command economies . 

3) To contribute to an effective comb ination of two research methods 

derived from two d iscip l ines: eth nograph ic interview (sociolog ical 

app roach) and Repgrid (psychological approach) .  It wi l l  resu lt in the 

creation  of an efficient approach to analysi ng (organ isational)  cu ltu re and 

the exp loration of values embod ied in it (Dobosz-Bourne,  2002) . 

1 .6 Methodological approach 
I n  o rder  to create a mode l  of the p rocess by wh ich ideas travel across 

cu ltu ra l  boundaries, with the factors determin ing its success or fa i lure, two 

approaches are combined , i .e .  socio log ical ly- and psycholog ica l ly-based 

approaches . Th is study wi l l  i nc lude the exp loration of both cu ltu res, as wel l  

as the ind ividuals involved i n  th is process. The research used some 

ethnograph ic techniques derived from anth ropology, which rep resents the 

most d isti n ctive methodo log ical approach in the study of ideas d iffusion 

(Rogers ,  1 995). The incorporation  of the ethnograph ic interview and non

participant observation  enab led the study of two cu ltu res, between which 

the process of ideas trans lat ion took p lace. The exploration of persona l  
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values in  two locations involved in qua l ity transfer was ach ieved by 

employing the research methods derived from Personal 

Psychology (Ke l ly, 1 955) : the Repertory Grid Techn ique (Stewart and 

Stewart, 1 982) , fol lowed by Laddering (H inkle ,  1 965) and Resistance to 

C hange Techn ique (Franse l la  and Bannister, 1 977) . Th is set of 

constructivist techn iques wil l  serve as an in-depth exp lo ration of the values 

embedded in  each cultu re ,  which may not have been discovered in the 

eth nographic p icture .  They wi l l  also exp lore the d isembedd ing and 

Construct 

reembedd ing of the idea of qua l ity in the trans lation  p rocess , and its 

meaning for organisationa l  actors , p rovid ing triangu lation for the first part 

of the research conducted by means of the ethnograph ic methods. It wi l l  

a l so  al low the  stream l in ing  of the  ethnog raphic research process by  

i ncorporating  the Repertory G rid Techn ique as an  effective way of 

identifying the personal val ues of organ isationa l  actors (Dobosz-Bourne, 

2002) , wh ich rep resents a very important contribution to knowledge. 

By the in-depth exp loratio n  of values shared by actors in each cu lture ,  the 

qua l ity transfer  wi l l  be i l l ustrated as a process of negotiation over meaning 

between both parties. This wi l l  contr ibute to our better u nderstanding of 

g lobal isation  as a process that creates the new shape of l ocal cu ltu ra l 

identity and self-expression (Amin ,  1 997) . 

The emp i rical study was conducted in two phases: 

a) The ethnog raph ic interviews carried out at the Vauxhal l  Luton Plant i n  

Eng land and  Opel Polska i n  G l iwice, Po land .  I t  consisted of 30 i n-depth , 

key-informant interviews and non-participant observation in  both locations .  

b )  A second stage consisted of 28 Repertory Grid I nterviews with the 

Laddering and Resistance to Change techn ique .  

same key-informants who were involved in the p rocess of the trans lation 

of the idea of qual ity from Po land back to Eng land . Th is  stage involved the 

appl ication of three constructivist techn iques:  the Repertory Grid interview, 
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The l iteratu re review was done after the ethnographic interviews were 

complete accord ing to the ethnog raphic mode of research and in order to 

triangu late the ethnograph ic find ings by means of exploring its main 

themes in the l iterature .  

1 .7 Outl ine of the thesis 
The thesis consists of the fol lowing chapters : 

Chapter 2 i ncludes the l iteratu re review of severa l d iscip l ines and the 

issues cal l i ng for investigation .  Desp ite being the fi rst part of the thesis, 

th is  chapter was written after Chapter 4 in order to fol low the ethnographic 

method of writing conventions.  

Global isation is the start ing po int of Chapter 4,  as the focus of the thesis 

remains on the process ,  wh ich takes place in the g lobal economy. Here 

the three d ifferent perspectives are presented along with the author's 

approach . 

Next, the issues of cu ltu res and subcu ltu res are d iscussed as a necessary 

aspect for understand ing  the issues beh ind g lobal isation and the 

internationa l  knowledge transfer. This section is fo l lowed by a review of 

the l iteratu re on commun ication across d ifferent cultu res. 

Qual ity as an idea to study is consequently presented in  the review of the 

literature on  th is topic. To s pecify the area of this research , the field of the 

car manufacturing industry is introd uced along with the notion of qual ity in 

the automotive industry as a concept, wh ich has travel led g lobal ly for 

many years .  This part describes the travel of the idea of q ual ity with i n  this 

industry to Eastern Eu rope. Here, the field , where the orig inal contribution 

to knowledge can be made, is identified . 

Chapter 3 p resents the way i n  which the objectives of this research can be 

achieved , that is ,  the methodology. Here,  the combination of sociolog ical 

and psychologica l  approaches is d iscussed along with the set of 
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I t  describes the s im i larities and d ifferences between the values and shared 

assumptions in the organ isational cu ltures of Vauxhal l  Luton and Opel 

Polska p lants . In th is way, the study i ncludes the investigation of the 

techn iques derived from these two d iscip l ines, those being the 

ethnography and the Repertory Grid Techn ique .  The empirical work was 

carried out i n  two phases as described previously. 

The next two chapters a re the core of th is thesis. Chapter 4 is a narrative 

describ ing the issues that emerged from the ethnographic study. It tel ls the 

story about the way in wh ich the notion of qual ity as someth ing bu i lt into a 

system has travel led in  the car manufactu ring industry from Western 

Europe to Poland .  The p rocess of the d isembedding and reembedd ing of 

this idea in Eng land and i n  Poland wi l l  be described here in deta i l .  

The processes of i nstitutiona l isation of the idea of qual ity in these two 

locations are further investigated i n  Chapter 5. Here ,  the personal 

Chapter 6 p resents the study of values of the British and Pol ish managers. 

crite ria for the success of the translation process. 

The d iscussion and conc lus ions from th is research are presented in 

Chapter 7 .  The ana lys is of the factors determ in ing the success of the 

p rocess in  which ideas are transferred , resu lted in the creation of the 

model for effective futu re q ua l ity transfers. The genera l  gu idel ines for a 

procedure by wh ich the Western notion of qua l ity, as something bu i lt into a 

system , can be introduced to other cu ltu res in the post-command 

economies are l isted . 

constructs of the respondents are analysed and the exp l icit defin ition of 

qua l ity as u nderstood i n  Genera l  Motors is p resented . 
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Chapter 2. Background l iterature 

2.1 Global isation 
I ncreased integrat ion of national economies has resulted i n  the expansion 

of f inancial and physical capital in  international markets, and the rise of 

globalisation .  Discussion on the latter subject has been running for years 

and has resulted in  many d iverse opin ions. There are 

termed 

three dominant 

approaches to g lobal isat ion , which have been globalist , 

trad it ional ist and transformational ist perspect ives (Held ,  2000) . 

Globalists take the view that globalisat ion is a rea l  and tangible 

phenomenon and its impact can be felt everywhere . Adherents of th is 

process, positive global ists, see it as a un iversal ' best practice' for doing 

business, wh ich enhances the und isturbed transfer across national and 

cultural boundaries (Hedgetts and Luthans , 1 997 ;  Ohmae, 1 990) .  They 

assert that globa lisation is the key to efficiency and effectiveness as it 

offers un ique opportun ities, such as economy of scale ,  reduced costs, 

increased qua l ity, as well as provid ing strateg ic survival mechan isms in an 

unstable and dynam ic environment (Marq uardt , 1 999) . Ohmae ( 1 995) 

proposed that the advance of globalisat ion has been so strong that nation

states have lost most of their power to control their own affairs. Nations 

have lost most of t heir sovereignty, and pol it icians, most of their influence. 

Nat ions have become 'f ict ions' and global market-places are indifferent to 

national borders .  

The opposing group of pessimistic g lobal ists perceive i t  as a standard ised 

approach leading to homogenisation and marg ina l isation of human 

d iversity and , in  some cases, leads to most of the world 's current crises 

(Costea, 1 999) .  They emphasise the dominance of major econom ic and 

polit ica l  interests, such as the USA and Western Europe, who can impose 

the i r  own agenda on the world and resist a l l  pressures for change. 
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The sceptics of global isation , so called trad itional ists (e.g .  Hirst and 

Thompson , 1 996) , claim that its benefits, its trials and the global economy 

are not very different from those which existed du ring previous periods.  

Accord ing to this view, the degree of economic integration in  world 

markets has often been greatly overest imated as most countries gain only 

a small amount of their income from external trade. A great amount of 

economic exchange takes place between regions or within  the main 

trading blocks, l ike the European Union ,  rather than world-wide. 

The author would like to join this discussion by placing herself between 

these contrary views and sharing the opinion of Giddens (1 996, 1 999) and 

other transformational ists as a result of what was learnt in the empirical 

work. G iddens described globalisat ion as having 

contributing to the new shape of local cultural identity and self-expression. 

some positive effects 

This way of approaching globalisation rejects the polarity of the global ist 

and traditionalist perspect ives. Transformational ists acknowledge the 

reality of th is process and of the notion of global isat ion . While they agree 

on th is aspect , they also claim that the impact and effects of g lobalisation 

have been exaggerated by globalists (e .g. Ohmae, 1 995) .  Accord ing to 

Giddens ( 1 999), the level of world trade is higher than ever and its range 

has developed sign ificantly as well . Global isation is indeed a very rea l  

phenomenon ,  but its influence is  not only limited to economy. It is a 

politica l ,  technolog ical and cultural issue as well as economical . I t  is a 

mistake to th ink  of global isat ion as concerning only the big systems. It is 

not an 'out there' , remote phenomenon , but also an 'in here' , real istic 

happen ing ,  influencing int imate and personal aspects of ind ivid uals' l ives. 

Accord ing 

puts into opposit ion 

to th is intermediate approach (e.g. Amin , 1 997), g lobalisat ion 

an overlapping mixture of economies and territoria l 

states with 'supra-national flows' mutually influencing each other. It should 

be considered as a process of mutual influence rather than as a one-way 
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practice and a process i n  which mean ing is mutua l ly negotiated (see e .g .  

Jankowicz, 1 996a; Kostera , 1 995;  Lee, 1 995) . 

Global isation does not on ly 'pu l l  away' power or influence from loca l  

commun ities and nations into the g lobal arena .  

; it creates 

It a lso pu l ls i t  i n  the 

opposite d i rection  and has an opposing effect. G lobal isation is the reason 

for the revival of local cu ltura l  identitiesl new economic and 

cultura l  zones with in and across nations, and often results in  'reverse 

colon isation '  when non-Western countries influence developments in the 

West (Giddens, 1 999) .  Accord ing to Held et al (1 999) , g lobalisation is a 

set of processes embodying a transformation i n  the spatia l  organ isation of 

social relations and transactions,  generating flows and networks of activity 

and interaction .  Global isation invades local contexts of action but it does 

not destroy them . It resu lts in various types of relation between parties 

depending on the mutua l  negotiation  of con nectivity, and creates new 

forms of local cu ltura l  autonomy and identity (Giddens, 1 996). 

This research is concerned with the resu lt of g lobal isation as defined by 

transformational ists (e. g .  Giddens, 1 990 ,  1 996; Amin ,  1 997) where ' loca l 

happen ings are shaped by events occu rring many mi les away and vice 

versa' (Giddens, 1 990: 64). Th is thesis wi l l  describe the way i n  which local 

happen ings in Poland were shaped by events from Western Europe, by 

analysing the process of the g lobal travel of one idea to Poland.  

2.2 Cultures and subcultures 
One of the consequences of a g lobal economy is  that organ isations need 

to communicate between d ifferent cu ltures. When d iscussing i nternational 

aspects knowledge transfer we need to focus on the cultural of 

g lobal isation in  particular as they p lay a crucial role in the outcome of the 

mutua l  meaning creation of the parties involved. Thus, culture wi l l  be 

defined at this point and the importance of subcu ltures i nd icated . This 

provides an opportun ity to i ntrod uce the notion of organisational cu lture .  
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Schein ( 1 l985) has described culture as existing on  three interconnected 

levels: 

1 )  Artefacts and creations - the visible man ifestations of a culture 

(language, architecture, technology and other material outputs) and its 

visible system of organising interpersonal relationships (status levels, sex 

roles, age roles etc. ) . 

2) Values and ideology - rules, principles, norms, values, morals and 

ethics. 

3) Basic assumptions and premises - underlying and typically 

unconscious assumptions about the nature of truth and reality, the nature 

of human nature , time and space. These assumptions create the cultural 

core 

and 

of essence, provide the key to deciphering the values and artefacts, 

create the patterning that characterises cu ltural phenomena. This 

level is taken for granted and outside our awareness, hence it is the 

hardest to examine. 

According to Hofstede ( 1 99 1 ) ,  cultures manifest themselves on the 

following levels :  

1 )  p ractices (symbols ,  heroes, rituals) 

2) values 

The first level is visible to an outside observer , but the second one is 

1 )  national (according to one's country o r  cou ntries for people who 

migrated) 

2)  regional and/or ethnic and/or religious and/or linguistic (as most 

countries are composed of cultu rally different regions) 

3) gender 

4) generation (which separates grandparents from parents and parents 

from children) 

invisible and determines the cultural meaning of the practices. 

Each culture has different layers (Hofstede, 1 991  ) :  
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5) social class (associated with educational opportunities and with a 

person 's occupation o r  p rofession) 

6) organ isational  or corporate (accord ing to the way employees have 

been socia l ised by their work organisation) 

Everyone belongs to a number of d ifferent subgroups and subcultu res at 

the same t ime (Young ,  1 989) .  Thus ,  when exploring the process of 

knowledge transfer i n  g lobal economy where culture is i nvolved , one 

cann ot consider on ly national cu ltu re. It is important to identify subcultures 

i nvolved , especia l ly in  the case of th is research - a corporate culture and 

its va lues - as the research has been carried out in  an organisational 

backg round .  

2.3 Communication across d ifferent cu ltures 
The p rocess of knowledge transfer in  g lobal economy i nvolves the 

negotiation between organ isationa l  actors on the levels of national and 

also corporate culture .  In order to understand the complexity of the global 

knowledge transfer, we need to explore the ways in  which ideas travel 

between cu ltu res in  more detai l . 

2.3. 1 Diffusion 
I dea-spread ing is trad itiona l ly d iscussed in  terms of 'd iffusion' (see Levitt 

and March , 1 988 ; Mohr, 1 969; Rogers ,  1 995) , a process wh ich has 

'd i rection ' .  Th is concept is main ly used when  describing the transfer of 

innovation (e.g .  Deutschmann and Borda ,  1 962 ; Rogers ,  1 995) . Diffusion 

of ideas has become a crucial subject for mu ltinational companies .  Their 

abi l ity to transfer knowledge and practices g lobal ly often decides their 

su rvival or fai l u re on the market. Hence, many authors emphasised the 

importance of understand ing the factors determ in ing success. It resu lted in 

many d ifferent approaches to the subject of idea-spread ing .  

H i rschman ( 1 967 i n  Czarn iawska and Joerges, 1 995) spoke of technology 

transfer and d evelopment p rojects as a ' pseudo-imitation' technique. It 
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i nvolved bu i l d i ng  projects as a rep l ica of a successfu l venture in an 

advanced country. I t enab led the promotion of projects that wou ld normal ly 

be d iscrim inated against as too risky and uncerta in to be real ised . Bartlett 

and  Ghoshal ( 1 998) emphasised the need to d iffuse world-wide 

i nnovations as an important reason for corporate i nternal isation. I n  the 

current i nternational  envi ronment, the abi l ity to d iffuse ideas has become 

the primary source of competitive success .  I n  most industries today, 

i nternationa l  companies compete with other g iants of comparable g lobal 

opportun ities and threats. The abi l ity to exploit new ideas and products 

g loba l ly i n  a rapid and efficient manner has become crucial for a 

s ize and g eograph ic d iversity . I n  order to become a winner ,  the company 

m ust be market-sensitive and adaptive to technologica l  trends, regard less 

of the ir  orig ins ,  as wel l  as being  able to respond creatively to world-wide 

company's survival (Bartlett and Ghoshal ,  1 998) . Boyer et al ( 1 998) agued 

that im itation  or d i rect transplantation of ideas is rarely feasib le ,  thus we 

shou ld  focus on the process of hybrid isation ,  a complex interaction of 

ideas with nationa l  and societal effects. 

2.n3.n1 .n1 Mechanisms for diffusion 
Organisationa l  l iterature d isti ngu ishes between three broad processes of 

d iffusion :  coercive, mimetic and normative (D iMaggio and Powel l ,  1 983) . 

Coercive d iffusion or isomorph ism , as label led by DiMagg io and Powel l  

( 1 983) , occurs when forma l  and informal pressures are exerted on the 

organ isation .  The pressu res might come from other organisations the 

com pany is dependent upon or from the cultu ral expectations of the 

society i n  which the company operates. The examples wou ld i nclude ru les 

estab l ished by governmental agencies , trade associations and unions 

(Levitt and  March , 1 988) . 

The second kind of d iffusion , the mimetic process, stems from standard 

responses to uncertainty, which is a powerfu l force that encourages 

im itation (D iMagg io and Powel l ,  1 983) . This results in knowledge diffused 

by contacts among organisations and by the movement of personnel . 
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The thi rd p rocess is a two-stage diffusion resulting  from normative 

pressures and professional isation (DiMaggio and Powell , 1 983) . This 

p rocess can be exempl ified by ideas communicated through formal and 

info rmal educational i nstitutions, experts and publ ications. 

2.3.l1 .2  The main elements in the diffusion 
Diffusion is a special type of commun ication in  wh ich participants create 

and share info rmation with each other in order to reach mutual 

understanding (Rogers, 1 995) .  It is a process consist ing of four  main 

elements: 

1 )  a new idea, 

2) is communicated th rough  certain channels, 

3) over time, 

4) among the members of a social system (Rogers, 1 995;  Szulanski ,  

1 996) .  

These a re the factors which are likely to influence the d ifficulty o r  ease of 

places almost exclusive emphasis on the attributes of i nnovations. Bartlett 

and Goshal ( 1 998) and Mohr  ( 1 969) consider the social system and 

commun ication channels as crucial . Nonaka ( 1 995) and Arrow ( 1 974 in 

Szulanski, 1 996) stress the cha racteristics of the situation , such as time. 

Many a uthors (Edwards and Ferner, 2004; Szulanski , 1 996) have a rgued 

that some ideas and practices are easier to transfer across national and 

cultu ral boundaries than others. One factor determin ing this process is a 

degree to which knowledge is 'cod ified '  o r  'tacit' (Lam, 1 997) . Some ideas 

the d iffusion p rocess. D ifferent researchers emphasise d ifferent attributes 

wh ich mig ht influence the knowledge transfer. Rogers ( 1 l985), for example, 

Others (e.g .  Szu lanski , 1 996) try to d raw on all of these factors a nd create 

eclectic models enabl ing the measurement of their relative influence. 

The following  section expla ins al l  fou r  sets of factors in more deta i l .  

1 )  The nature of a new idea 

1 7  



a re high ly embedded in complex social interactions and team relationsh ips 

with in organ isations ,  hence they are not migratory or  extremely ' sticky' 

(Badaracco , 1 99 1  in Lam ;  1 997 Szulanski , 1 996) . Polanyi ( 1 962 in Lam ,  

1 997) a rgued that a large part of human knowledge cannot be  articu lated . 

He ca l led it 'tacit knowledge' and stated that we know more than we can 

express verbal ly. George Kel ly ( 1 955) described th is phenomenon as a 

p reverba l  construct, mean ing 'one wh ich continues to be used , even 

though it has no consistent word symbol ' (Kel ly , 1 955:6) .  Accord ing 

p ractical 

to 

Lam ( 1 997) , this part of knowledge is acqu i red th rough 

experience and observation rather than formal  learn ing .  Tacit knowledge 

is also context bound as it is  developed and accumulated accord ing to the 

specific requ i rements of the fi rm . I t  is embedded in specific organ isationa l  

p rocedures and routines understood and shared by o rganisationa l  actors 

who have common experience and share common values.  Speaking i n  

Kel ly's language and  using  his Social ity Corol lary ,  i n  order to  p lay a role i n  

a social p rocess, one must have a subsuming construction of those with 

whom s/he is conjoined i n  that process (Kel ly, 1 955) . A good example of 

this shared 'tacit' knowledge is the Japanese societal model - the 

'organisational '  model . I t  is based on on-the-job experience ,  flexible 

uti l isation of ski l ls and the organic development of col lective knowledge. 

In contrast to th is kind of knowledge formation , there is migratory 

knowledge (Lam,  1 997) or as termed by Nonaka ( 1 99 1 ) ,  'knowledge of 

rat iona l ity' . It is usua l ly acqu i red through forma l  education and tra in ing in  

learn ing institutions, and i t  leads to certificates of qua l ification . I t  is h igh ly 

standard ised , context free and tends to develop i nto the 'best p ractice' . It 

is expl icit and document-based , hence relatively easy to transfer. The 

British ' p rofessiona l' model is a good examp le of this kind of knowledge . It 

encourages ind ividual special isation and ownersh ip  of knowledge .  I t  leads 

to development of ind ividual  experts with in specific functional g roups,  

which is the reason why it puts the fi rm in  a very vu lnerable position when 

an ind iv idua l  leaves . 
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2) Communication channels 

A communication channel i s  the means by wh ich messages get from one 

ind ivid ual to another (Rogers ,  1 995) . The nature of the 

nature 

knowledge

exchange relationsh ip between the organisational actors determines the 

outcome of th is process .  The understanding of the of 

commun ication flows can be enhanced by the concepts of homophi ly and 

heteroph i ly ,  wh ich exp la in the importance of the relationsh ip between the 

actors involved in the d iffusion process. Accord ing to Rogers ( 1 995) , most 

ind ivid uals evaluate an idea on the basis of the communication process 

between the donor and the recip ient of the idea, rather than scientific 

stud ies involving the consequences of its adoption .  The communication is 

l i kely to be most effective when it occurs between ind ividuals who share 

certain  attributes such as bel iefs , ed ucation and socia l status; ind ividuals 

who are homoph i lous .  

One of the prob lems of knowledge transfer is that the parties 

ineffective . 

are often 

heteroph i lous, hence the communication between them is 

However, the very nature of d iffusion entai ls some degree of heterophi ly 

between the actors and can contribute to the positive outcome of the 

knowledge transfer. I deal ly, the parties should be homophi lous on 

variables such as bel iefs , education or socia l 

heteroph i lous regard ing the new ideas which 

status, even though they are 

they attempt to d iffuse 

(Rogers ,  1 995). Heteroph i lous communication has some informationa l  

potentia l  and can contribute to the positive outcome of the knowledge 

transfer. Smith and Meiskins ( 1 995) described a phenomenon cal led 

'dominance effect' . They arg ued that organ isations from countries 

actors , 

low 

down the economic h ierarchy have an interest in  emu lating practices from 

those h igher up .  Th is approach has been criticised fo r its impl ication of 

homogeneity with i n  national economies , but it has also been app reciated 

for d rawing  attention to the i nterest among organisational 

particu la rly sen io r  managers , i n  emu lating practices orig inating in 
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economical ly successful countries (Edwards and  Ferner, 2004) . The 

organ isations of strong domestic compan ies tend to d raw on the strengths 

of the home country and apply practices derived from there to the i r  foreign 

subsid iaries . If the transfer of knowledge is to occu r in this s ituation , it is 

l i kely to be evolutionary as a 'dom inant' country wi l l  tend to use it as a way 

of consol idating  its existing strengths .  The opposite s ituation occurs 

transferring 

in  the 

case of an organ isation from a ' non-dominant' g roup 

knowledge to a subsid iary in a 'dominant' country. The n  the process is  

l i kely to  lead to transformative d iffus ion . Here the organisation can use its 

foreign subsid iary as a way of bring ing about fundamental change, and as 

an opportun ity to ga in  fi rst-hand knowledge of p ractices they perceive as 

contributing to th is country's success. 

To summarise, the homophi lous-heteroph i lous d imension is  an important 

aspect of d iffusion .  Homoph i lous communication is smoother and easier 

for the participants . Nevertheless , it can create a barrier to d iffusion , 

causing new ideas to spread only horizonta l ly, rather than vertical ly ,  with i n  

the  system . Heterophi lous communication , even though more d ifficult for 

the participants ,  has a potential to stim u late the flow of ideas and enhance 

knowledge transfer, p rovid ing it is supported with the sufficient degree of 

homophi ly between the actors' existing bel iefs and norms (Rogers , 1 995) .  

3) Time 

Time is an important element i n  the d iffusion process .  I t  is involved in  the 

d iffusion i n  the innovation-decis ion p rocess, in novativeness , and an 

i nnovation's rate of adoption (Rogers ,  1 995) . The i nnovation-decision 

p rocess is the mental process th rough which an ind ividual passes from 

fi rst knowledge of an  idea to forming an attitude towards it and either 

adopting or rejecti ng i t .  If the idea is adopted , the next step is its 

implementation and confirmation  of th is decision . I nnovativeness is the 

degree to which an ind ividua l  is relatively early i n  adopti ng new ideas than 

another member of a social system. This category consists of ind ividuals 
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who vary from active information and new ideas-seekers reaching outside 

their local system , to laggards who are the last in  a socia l  system to adopt 

the idea and also the most trad itional in their orientation .  Rate of adoption 

is the relative speed with which the members of a social system adopt an 

idea . 

4) Social system 

A social system is a set of i nterrelated un its that a re engaged in  jo int 

problem solv ing to accompl ish a common goa l .  It can consist of 

i nd iv iduals ,  i nformal g roups ,  organ isations,  and/or subsystems (Rogers , 

1 995 :24). The social and commun ication structu re of a system faci l itates 

o r  impedes the d iffusion of ideas i n  the system (Edwards and Ferner, 

2004; Rogers , 1 995;  Szu lanski , 1 996) . Another important characteristic of 

the social system is the norms estab l ished with i n  it. Norms define a range 

of to lerable behaviour and serve as a gu ide for the organisational actors . If 

the norms with in  the social system are incompatible with those imposed by 

the outcome of d iffusion , the adoption of a new idea can be rejected. 

2. 3. 2 Translation 
Accord ing to the d iffusion m ode l ,  the ideas and objects travel l ing through 

time and space requ i re some in it ial force in  order to trigger further 

movement, and th is force constitutes its on ly energy. It is this movement 

that seems to cause people to behave in a certai n way. The d isplacement 

of the objects is d riven by inertia and can be either s lowed down o r  

accelerated by  the action of peop le. 

Latour ( 1 986) suggested contrast ing th is model with the one of translation 

where the spread of al l  artefacts , in which an idea is embedded , is in the 

hands of people. Each of the people in the translation chain plays a crucial 

ro le i n  th is process . They do not act as a resisting or transmitting force as 

in the model of d iffusion;  rather they are essentia l  for the existence of the 

token . They 'may act in many d ifferent ways , letting the token d rop,  or 

mod ify ing it, or deflecting it, or betraying it , or adding to it, or appropriating 
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it' (Latour, 1 986: 267) . The token is shaped by everyone's hands 

accord ing to their projects , and its faithfu l transmission is rare. What 

occurs nevertheless is a resu lt of translation .  

The translation  model  su rpasses the l i ngu istic interp retat ion and means a 

complex p rocess where the creation of a new l i nk and partia l  modification 

of the two agents, those who trans lated and that wh ich is translated , took 

place (Latou r, 1 993) . The concept of trans lation com prises what exists and 

what is created . It points to the relationsh ip between humans and ideas , 

ideas and objects. Contrary to the model of d iffus ion , it points at people as 

the necessary energy for ideas to travel .  The peop le are the creators and 

users of an idea, who translate it for their  own or somebody else's use. 

Translation a lso imp l ies a process of negotiat ion between the actors 

where their identity, the poss ib i l ity of i nteract ion and the scope for 

manoeuvre are de l im ited and negotiated (Cal lon ,  1 986) . 

2.3.3 The model of 'Travel of Ideas' 
Translation shou ld be considered as a process that never ends. It should 

a lso be noted that it can fai l  too (Cal lon , 1 986) . I n  times of g lobal 

economy when ideas frequently travel across cu ltura l  and l inguistic 

boundaries , it is important to exp lore the factors determ in ing the success 

exploration . 

or fai l u re of th is process . The mode l  of 'Travel of I deas' by Czarn iawska 

and Joerges ( 1 996) p rovide a good ana lytical framework for such an 

Czarn iawska and Joerges ( 1 996) , fol lowing the trans lation concept, 

deve loped a d etai led , descriptive model for the spread of ideas (see 

Figure 1 ). It describes the process of d isembedding  and reembedd ing an 

idea i n  d ifferent locations.  I n  order for an idea to travel ,  it must be 

d isembedded from 

object to 

its cu ltural assumptions and be transferred in 

enters the cha in  of 

a form of 

an a d ifferent cu lture .  The idea, whi ch 

trans lation , acqu i res a lmost physica l ,  objective attributes. I n  order to be 

put into action , the idea m ust be supp l ied with an image of action ,  either a 
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verba l  or  g raph ic p icture ,  which enab les its materia l isation. Technology, 

such as mass storage or mass reproduction ,  speeds up the trans lation 

process, making it cont inuous and magn ified. Technology transfers and 

development projects to developing countries are some of the examples of 

idea materia l isation . Th is chain of events - reembedd ing of the idea i n  a 

new location  - makes the idea understandab le i n  th is cultu re. 

(Reembedding) i 
Location B 

AN IDEA ---:,,- AN OBJECT ---:,,- AN ACTION ---:,,- AN INSTITUTION 

r 
AN IDEA � AN OBJECT � AN ACTION ---:,,- AN INSTIT1JTION 

(Disembedding) Location A 

Figure 1 The model of 'Travel of Ideas' (Adopted from Czarniawska and Joerges, 
1 996) 

By the appl ication  of the model of 'Travel of Ideas' , we can trace the 

process of the d isembedd ing and reembedd ing of the idea in d ifferent 

locat ions,  that is, the process of communication  between those two 

cu ltu res. The meaning  of the idea of values being embedded in d ifferent 

cu ltures can be investigated in deta i l. It a lso enab les the identification of 

the factors contributi ng to the success or fa i l u re of the translation .  

2. 3.4 Resistance to change 
The materia l isation of the idea causes change: unknown objects appear, 

known objects change their  appearance ,  practices become transformed. 

Resistance to change phenomenon  (RTC) may occur as a reaction to the 

unknown , new ways of doing th ings people might be forced to do .  As 

Jankowicz ( 1 996a) a rg ues , it is a leg itimate p rocess as knowledge is 

something  that shou ld be m utual ly negotiated and created . For the mutua l  
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knowledge creation ,  val ues espoused by each party m ust be considered 

and respected . As values represent the personal constructs core to o u r  

ro le creation , they a re not on ly the most resistant to change but also the 

most d ifficu lt to exp lore . Some val ues are deeply rooted in cu ltures as they 

have been used for ages i n  the recip ient cu lture. The exposure of those 

values to potent ia l  change might appear as too threaten ing a nd thus ,  

make the  knowledge transfer impossible .  Hence,  for the  new concept ,  new 

(organ isational) cu ltu re must be considered in  terms of its usefu l ness to 

rep lace an existing idea in accordance with the recip ient's criteria .  

Successfu l knowledge transfer is not a matter of  s imp ly copying  a l l  the 

elements of an idea chain from location A to B .  I nstead ,  i t  should copy the 

ro le and function  that the idea p lays i n  cu ltu re A i nto cu ltu re B. For th is 

reason ,  ideas and practices may undergo transmutation fol lowing  thei r 

transfer (Edward s  and Ferner, 2004) .  Boyer et a l  ( 1 998) refer to th is  

process as to hybryd isation .  The orig ina l  function of  an idea and  the 

p ractice in  the donor un it may be i rre levant to the purposes assigned to i t  

i n  the recip ient un it .  Th is  may app ly even to h ig h ly 'cod ified ' practices and  

ideas. The new function may emerge out of the p rocess of translat ion not 

as the one orig ina l ly i ntended. The impact of trans lation is thus i n  part a 

function of the way in  wh ich the recip ient cu lture i nstitutional ises the new 

practice. A g iven idea m ight not operate i n  the same fashion i n  the 

recipient cou ntry as i t  does in the donor country. Hence,  actors in the 

recip ient locat ion might need to adapt it to pre-existing patterns of 

behaviou r  and  power relations (e . g . Ortiz, 1 998 ;  Szu lanski ,  1 996). 

2.3. 5 Power 
Power p lays a crucial role i n  promoti ng and maintain ing  the flow of ideas 

and practices between d ifferent subsid iaries of mu ltinational companies 

(Edwards  and Ferner, 2004) . The ab i l ity of organ isational actors to 

overcome the potentia l  resistance of the actors i n  a d ifferent locatio n  is 

centra l  to any p rocess of organ isationa l  change. Th us, power relations 
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between o rgan isational  members become especia l ly important when 

analys ing the p rocess of the transfer of knowledge . 

Edwards and Ferner (2004) a rgued that d iffusion is a pol itical as wel l  as 

techn ical issue. The i r  research showed that knowledge flows are paral lel 

with correspond ing power and resources flows . Szu lanski ( 1 996) argued 

that the transfer of knowledge might be p roblematic due to the reluctance 

of the source , as wel l  as the recipient, to be involved i n  the process. The 

reluctance of the d onor m ight stem from the fear  of losing ownership , a 

position  of p rivi lege or  superiority. Thus, it shou ld not be assumed that the 

potential sou rces of knowledge are wi l l i ng to participate in d iffusion, 

especia l ly in  the i ncreasing context of inter-site competition in mu ltinational 

companies. 

There are fou r  main sociolog ica l  approaches to power: one-d imensional ,  

two-d imensiona l ,  th ree-d imensional (the rad ical structural view) and four

d imensional (the re l ationa l  view) . 

1 )  One-d imensiona l  approach to power, the behavioural view, takes a 

focus on behaviou r  i n  the making of decisions , over which there is 

overt conflict of interests (Dah l ,  1 957). I n  other words, A has power 

over B to the extent that s/he can get B to do something that B 

wou ld not otherwise do .  

2) A two-d imensiona l  perspective involves the consideration of ways in  

which decisions are p revented from being taken on potentia l  issues 

over which there is observab le confl ict of interests (Bacharach and 

Baratz, 1 962) . In other words ,  A p revents B from real izing that B 

has a p rob lem , through deception and other i l leg itimate tactics, and 

thus B contin ues or beg ins to do what they otherwise would not do. 

If B had been g iven the information or the opportun ity to raise 

issues and participate in decisions ,  s/he might act d ifferently .  

3) Accord ing to the rad ical structural view (Lukes , 1 974) , power 

includes the ab i l ity to determine the decis ive social isation p rocess , 
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and therefore the power to produce reality. In other words , A 

educates and persuades B to accept their role in the order of 

things, and not to perceive any conflict of interest .  

4)  The fourth view, the relational view, is the extension of the radical 

structural view. Power, according to this approach, exists not as a 

property of social actors , but as quality of the relationship between 

them (Foucault, 1 994 ; Latour, 1 986) .  Each actor is empowered in 

certain ways , each limited in others ,  by the relationship. 

The management literature also recognises other approaches offered in 

addition to the four views discussed so far. Thus , we can add ress the 

subject of power in organisations from perspectives such as the unitary 

and pluralist views of power, empowerment and the political organisation 

(Fulop and Linstead,  1 999). 

According to the unitary framework, management's  authority is relatively 

automatic with its legitimacy sanctioned through hierarchical relations, 

rules and procedures. This perspective presents the exercise of power as 

associated with coercion, force and threats. The right to make all the 

critical decisions belongs to those at the top of the hierarchy, and their 

authority to do this is vested in their position. Thus ,  authority becomes the 

main form of power (Hatch, 2000). 

Plu ralist approaches to power shift the focus away from authority and 

concentrate on the study of power and influence in social interactions 

(Fulop and Linstead, 1 999). This view focuses on explaining overt forms of 

influence and the power resources used to create unequal dependency 

relationships. 

2.3.5."1 Empowerment 

entrepreneurs 

The concept of empowerment originally referred to 'change masters ' or 

and middle managers who successfully used power 

resources to change and innovate, so that new strategies, products , work 
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methods and structures could be created (Kanter, 1 984) . Empowerment 

strategies impose delegati ng power and authority to those employees who 

prosper on stress and challenge, and can be trusted to use power to the 

benefit of the organ isation. They can participate in the creation  of a more 

democratic and motivational workplace. This can be achieved by using 

open communication, inspirational goal setting and leadership,  which can 

lead to the increase in the commitment and involvement of employees in 

democratic rights for employees and their political representation need to 

be established if empowerment of people is to take place. 

2.3. 5.2 The political organisation 
The political perspective presents organisations as coalitions of i nd ividuals 

or g roups who are largely pursu ing thei r own agendas and interpretations 

of what constitute valid goals (Burrell and Morgan, 2003). According  to this 

perspective, conflicts of interest a rise in pred ictable ways due to the 

interdependencies and power d ifferentials structu red or bu i lt into 

organisations through such th ings as d ivision of labour  and task  

specialisation. Interdependence i s  fu rther stimulated by the technologies 

adopted in organ isations, particularly the extent to which they can be 

either substituted or routinised or used to deskill organisational members .  

The exercise of power, t he  submission o f  some to the will of  others, is 

inevitable in modern society. Nothing would be accomplished without it. It 

is a subject that should be approached with a sceptical m ind but not with 

one that perceives it as  inevitably evil (Galbraith , 1 986). I n  this thesis , the 

relational view of power (Foucault, 1 994; Latour, 1 986) will be adopted as 

a basis for our understand ing of the power relationsh ips between 

organisational actors. This perspective perceives power as relational and 

d ispersed among  a l l  members of the organisation. This is not a static and 

unchang ing s ituation of domination, but a dynamic process where 

the creation of the organisation's success (Hardy and Leiba-O'Sullivan, 

1 998). Empowerment can be in itself a politicised concept as shown for 

example in Goodall ( 1 "992). Snell and Chak ( 1 "998) argued that explicit 
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resistance is born a longside power. I n  o rder to u nderstand this process, it 

is necessary to look at the way in which d iscourse and argument come 

together with power in order to define knowledge,  which composes the 

basis of peop le's actions .  I n  th is thesis , we wi l l  look at how knowledge is 

created and shaped by the organ isational actors and in what ways power 

serves to their advantage or  impediment. 

2.4 Qual ity as the idea to study 
Qual ity represents an idea that travel led g lobal ly (see Deming ,  1 989; 

Crosby, 1 979; Ish ikawa , 1 986) . Qual ity , accord i ng to Schremerhorn 

( 1 999) , is the degree of excel lence defined as the abi l ity to meet customer 

needs 1 00% of the time.  Other defin it ions of q ual ity i nclude min imising the 

gap between suppl ier  standards and recipients' expectations (Ze ithaml et 

a l ,  1 990) , o r  even 'de l ight ing' the customer by surpassing his/her 

expectations regard ing p rod uction qua l ity and customer service (Moran 

and Riesenberger, 1 994) . H igh qua l ity has become the main factor of 

i ncreased competition between g lobal compan ies . It resulted in the 

attempts of international companies tryi ng to convey h igh-quality 

standards i n  a l l  the i r  foreign d ivisions and their attempts to transfer qual ity 

to d ifferent countries. 

The 
2. 4. 1 Total quality management 

search for qua l ity improvements led to various operating phi losoph ies 

evo lving over the years. During the past two decades, s imple inspection 

activities have been replaced or supp lemented by qual ity contro l ,  qual ity 

assu rance and now by Totai

1 997) . The orig ins of TQM 

qua l ity improvements in the 1 950s. By the 1 960s,  this combined the ideas 

of Deming and Ju ran with the use of statistical p rocess control and 

teamwork. Deming (1 989) and Juran  ( 1 993) argued that q ual ity control 

shou ld be conducted as an i ntegra l part of management contro l systems. 

This led to the notion that p revention (not detection) was the key and 

conti nuous improvement was the u ltimate goal .  Du ring the 1 980s ,  this 

l Qual ity Management (TQM) (Dale et al , 

are usual ly ascribed to Japan's search for 
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ph ilosophy evolved into TQM and q uality became a general management 

concern as the key to  competit ive advantage (Wilkinson , 1 992) . 

There is an apparent lack of a generally accepted definition of TQM. 

According to Crosby ( 1 979) , it is 'zero defects' or ' right the first t ime' . 

alternat ives to these definitions. They focus on 'soft' qualitative 

characterist ics ,  'hard '  prod uctive characteristics and the third defin ition 

consists of a mixture of both 'soft' and 'hard ' characteristics (Th iagarajan 

and Zairi ,  1 997; Wilkinson , 1 992) . 

According to the first defin ition of 'soft' qualitative characteristics , TQM is 

seen as consistent with open m anagement style, delegated responsibi lity 

and increased autonomy of staff (Wi lkinson ,  1 992) . This side of TQM is 

concerned with creating customer awareness within an organisation .  The 

and Zairi, 1 997) . 

'Hard ' qua l ity represents the production/operations management 

perspect ive. It p laces emphasis on the production aspects, such as 

systematic measurement and control of work ,  sett ing standards of 

performance and the use of statistical procedures to assess 

(Wilkinson , 1 992) .  

quality 

Deming (1 l989) ca l led it 'plan to check act ion' and Ju ran ( 1 l993) speaks of 

'fitness for use' . The British Quality Association (BQA) has provided three 

factors of soft quality are intangible and difficult to measure as they are 

primarily related to leadership a nd employee involvement (Th iagarajan 

As mentioned before,  the third defin it ion is a m ixture of 'soft' and  'hard ' 

aspects of q ual ity. It combines the need for a scientific approach with the 

view that all employees are part of one team. Oakland (1 995) sees this 

way of managing qual ity as the key to 

flexibil ity and competitiveness of the business 

improving the effectiveness, 

as a whole.  According to 

this approach , TQM is conceptual ised i n  a form of three interdependent 
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management commitment, statistical process contro l ,  and 

teamworking . 

factors: 

Another critical aspect in th is view of TQM is the concept of 

the q ual ity chain ,  ind icating the i nterdependence of customer-suppl ier l inks 

throughout the organisation .  Hence,  TQM focuses primari ly on the 

requ i rements of the customer, i nternal or externa l  to the organ isation 

(Oakland , 1 995) .  The aim is to make qua l ity the responsib i l ity of a l l  

employees , rather than a specia l ist department, and in th is way, q ual ity 

becomes someth ing 'bu i lt into' the process rather than i nspected 

(Wi lki nson et a l ,  1 992) . The benefits of such an approach are potentia l ly 

huge. Accord ing to Oakland ( 1 995) , one th i rd of an organ isation 's  efforts is 

spent on repa i r  and dea l ing with checks . By moving the focus from the 

production process to the customer (internal and external) , TQM creates 

customer awareness with in  the organisation . I t  i s  a way of i nvolving 

everybody in  the p rocess of improving their work, by which h igh  quality 

and meeting customer requ i rements become i nevitable resu lts (Wilkinson 

et al ,  1 992) . This particu lar idea was one of the chief issues uncovered in  

the  ethnographic account of  th is thesis. 

2. 4. 2 Quality translation in car manufacture 
This thesis is concerned with the impact of an idea on a cu lture. It wil l  be 

exempl ified by the impact that the idea of q uality had on the local cultu re i n  

Poland , and that the  notion of qual ity is un ique to each cultu re and 

country. The development of the current shape of qua l ity i n  each country 

was determined by the values embedded with in its cu lture. The fol lowing 

importance of the consideration of local values in the ideas translation . 

Qual ity is a wel l-travel led idea in  the manufactur ii

qua l ity 

ng fie ld . The automobi le 

i ndustry was especial ly important for development and its 

i nternational spread . A quest to achieve h igh q ual ity in car manufacturing 

section i ntroduces the complex process by wh ich the idea of qual ity 

travel led around the world with in  the fie ld of car manufactu re (see Figure 

2) , and the way i n  wh ich it was introduced i n  d ifferent countries. This 

shou ld reflect the complexity of the process of the q ua l ity transfer and the 
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travel led along various management tools and production models (e .g .  

Boyer et a l , 1 998) . 

3 

4 

2 

Figure 2 Global travel of the idea of qual ity in  car manufacture. 

2.4. 2.a1 Quality travels from America to Western Europe 
The period between 1 91 2  and 1 9 14  was a time of g reat innovation  and 

change in  the car industry. H igh speed manufactu ring  on  a huge scale 

was l i nked with huge productivity ga ins ,  thanks to Ford 's assembly l ine 

and the incorporation of key manufacturing p rocesses i n-house. Ford's 

volume and rigorous qual ity needs i ncreased the ab i l ity of its suppl iers . 

This led to a h igh level of vertica l i ntegrat ion and central isation of 

manufacturing , wh ich was successfu l ly achieved by 1 9 1 3  (Tol l iday, 1 998) . 
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Low levels of inventories and stock p rod uction i ntroduced by Ford show 

strik ing resemblance to contemporary 'j ust-in-time' and kanban systems 

(Wi l l iams et a l ,  1 992) . Ford essential ly developed a h igh productivity 

system based on  p roduction coord ination and labour  contro l ,  with the 

assembly l i ne p rovid ing the key to the enhanced central ised manageria l  

control (Lewchuk,  1 987) . He attempted to transfer qua l ity incorporated i n  

mass p roduct ion systems from America to  Europe (see a rrow 1 ,  F igu re 2 )  

between 1 9 1 1  and 1 939 . 

Despite estab l ish ing an assembly p lant in  Manchester i n  1 9 1 1 and making 

it the largest car factory in  Europe of that t ime , the d iffusion of Ford 's 

methods happened to be ' incomp lete ' .  Ford attempted to 'American ise' its 

British operat ions by introducing managing d i rectors from the USA 

responsible for i ntroducing a complete imitation of American products and 

methods. Rejected by the local staff, American managers i nvariably 

became the subject of abuse. Those Americans who adapted to the loca l 

cond itions  were perceived by Ford as traitors and were sent back to the 

USA (Tol l iday , 1 998) .  The rig id ity of Ford's pol icy and management 

methods had detrimental resu lts on its attempts to d iffuse its methods and 

practices in Europe. The Manchester p lant was closed in  1 932 and 

replaced by a new g reen field factory i n  Dagenham. Nevertheless Ford 

fai led to p rosper i n  the British market befo re the Second World War and it 

was the British fi rms ,  Morris and Austin ,  wh ich tu rned out to be successfu l 

i n  developing the most effective product and labour  strategies for the 

British market. They incorporated some of Ford 's methods i n  Britai n  in  the 

1 920s, but attached h igher  p riority to qua l ity and contin uous improvement. 

By the late 1 930s ,  Morris was a h igh ly econom ical and profitable p roducer 

and continued to flourish i nto the 1 950s (Tol l iday, 1 998) . 

2.4.2. 2 Quality travels from America to Japan 
Qual ity found its way from America to Japan (see arrow 2, F igure 2) where 

it travel led to i n  the 1 930s . Both major Japanese car producers of that 

time , Toyota and Nissan, admired and consciously d rew on models of 
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American mass production . Nevertheless , they developed their own 

un ique systems that suited Japan and its local envi ronment. 

Ford and Genera l  Motors establ ished their subs id iaries i n  Japan in the 

1 930s and soon d ominated the market. N issan became a major parts 

supp l ier to Ford and GM, and d i rectly imported American technology and 

engineering capab ilities i nto its own operations .  The Japanese Nissan 

p lant prioritised d i rect tech nology transfer and was bu i lt from the 

d isassembled Ford p lant in Detroit. American engineers and consu ltants 

who ran the p lant, designed the veh icles and tried to overcome the 

p roblems of poor qual ity from Japanese suppl iers who supported th is 

transfer. 

Kich i i ro Toyoda ,  the leader of the Toyota p lant, stud ied Ford's p lant 

personal ly and concluded that Japan could not rep l icate the Americans' 

h igh-volume production ,  with on ly the p ri nciple of l ine synchronisation 

being  adopted . He was cautious about d i rect transfers and pursued 

systematic modification of American methods th rough the slow 

accumu lation of techno logy, ind irect learn ing and copying . He also 

focused on the use of native resources in the i r  development. In the late 

1 930s, Toyota i ntroduced thei r own 'j ust- in-time' p roduction system 

inspired by Ford 's  p ri ncip les of l ine synchron isation . After the Second 

World War, N issan continued to contrast with Toyota , remain ing focused 

on  d i rectly imported o r  im itated technology and best p ractices from 

America and Western Europe, whereas Toyota employed deeper lea rn ing 

through its emphasis on  reverse eng ineering and copycat techn iques . 

Over the years ,  both companies i nco rporated the techn iques used by thei r 

competitors.  N issan opened itse lf to the local market and Toyota 

incorporated some d i rect transfer methods. Sti l l  both compan ies struggled 

to find their own ways of developing q ua l ity contro l  p ractices , a lternative to 

those offered by American models .  Pre-war qual ity contro l  developed by 
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US veh icle p roducers was based on statistical qual ity contro l (SQC) , wh ich 

N issan rel ied heavily on when developing its own statistica l ly based 

Qual ity Control  (QC) . Toyota , on the other hand , decided not to introduce 

QC as a separate function (Tol l iday, 1 998) . The post-war qual ity control 

development i n  Japan was strongly influenced by American  management 

theorists , such as Dem ing and Ju ran , who placed emphasis on qual ity as 

had so far dominated world car exports . The Japanese escaped th is 

situation by i ntroducing their p lants i n  North America (see a rrow 3,  Figure 

2) (e.g .  Abo , 1 998 ;  Ad leret et a l ,  1 998) .  Toyota , for example, formed a 

jo int ventu re with Genera l  Motors and estab l ished the NUMMI  plant in  

northern Cal iforn ia  i n  1 983. The production system i n  the plant was 

model led d i rectly on Toyota's and i ncluded techniques such as kanban , 

Kaizen ,  visua l  contro l ,  poka-yoke (bui lt-in  qual ity) , teamwork and 

standard ised work. Toyota managed to transfer the bu lk  of its p roduction 

system and adm inistrative structure as wel l  as supp l ier  re lations to the 

USA and achieved a world-class level in q ual ity and p roductivity at the 

N U M M I  p lant (Ad ler et al, 1 998) .  

2. 4.2. 4 Quality travels from Japan to Western Europe 
By the mid-1 960s,  the Brit ish ind ustry decl i ned and the Japanese emerged 

as the pri ncipal chal lengers to the American industria l  orthodoxy. I nterest 

i n  Japanese work practices was intens ified by the h igh  level of Japanese 

d i rect investment i n  manufacturing i n  the USA during the 1 980s. Qual ity 

travel led from Japan to Western Europe (see arrow 4 ,  Figure 2) through 

Toyota and N issan who,  l ike Morris a nd Austin , developed successfu l and 

the respons ib i l ity of a l l  employees . The response to these ideas was fairly 

l im ited in the USA, but the ir  impact on Japan was profound (Cusumano, 

1 989) and resu lted i n  the i ntroduction of the concept of bu i lt-in qua l ity by 

E ij i  Toyoda in  1 960 (To l l iday, 1 998) . 

2.4.2.3  Quality travels from Japan to America 
I n  the 1 970s,  Japanese car manufacturers became h igh ly competitive 

exporters of their products . This led to trade confl icts with the USA, which 
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du rable p roductive models. The p roduction systems developed by Austin ,  

Morris and the B ritish Motor Corporation (BMC) resembled in many ways 

the Toyota approach . British eng ineers ,  l i ke the Japanese fi rms ,  d rew on 

underlying pr incip les of mass production rathe r  than im itating them 

d i rectly. The B ritish ,  for example ,  l i ke the Japanese, ach ieved effective 

multitasking and flexib le a l location of work on the shopfloor. This was 

introd uced by devolving  contro l to the shopfloor and us ing incentive and 

p iecework systems to d rive labour  effort. Toyota , in  contrast, moved to 

d i rect control of the shopfloor th roug h the use of standard ised work and 

kaizen ,  which t ightened centra l  management contro l ,  an element m issing 

systems (Tol l iday, 1 998) . 

The J apanese concept of q ual ity was further translated to Western Europe 

through the attempts undertaken by the Japanese car manufacturers to 

introd uce thei r productive systems to the new p lants located abroad (e.g .  

Dankbar, 1 998 ;  J u rgens, 1 998) .  One i nterest ing examp le of  this p rocess is 

the Eisenach p lant of General Motors set up i n  Germany. The p lant was 

model led on the Japanese lean p roduction system as introd uced by 

Toyota at the NUMMI  p lant in America. It was establ ished as a laboratory 

for the development of the new Opel production system and the model 

p lant for new Genera l  Motors' p lants i n  Eastern Eu rope, Latin America and 

South-East As ia (Ju rgens,  1 998). 

2. 4. 3 Arrival of the idea of quality in the post-command economies 
The particu lar field for th is study is the movement i n  which market 

economic ideas impacted on the post-command economies of Central and 

Eastern Europe. Qual ity was one of the ideas , which came with the new 

ideas of car manufacturing after the opening up of the boundaries of the 

command econom ies in Decembe r  1 989 (see arrow 5, Figu re 2). 

P reviously in Poland , the concept of qua l ity was fai rly restricted and it 

from the British model . These d ifferences proved to be critica l in  later 

development when d iversity-orientated practices in  Brita in  occurred to be 

less capable of continuous deve lopment than more contro l led Japanese 
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app l ied mai n ly to these p rocesses i n  manufactu ring and food p roduction 

where techn ical g u idel ines perta in ing to the physical state of the product 

cou ld be eas i ly s pecified . 

The car manufacturing sector was stimulated by the surp lus of d emand 

over supp ly with no competition .  The qual ity of veh icles was a secondary 

issue as the p roduction was d i rected to meet overwhelming customer 

demand (Dobosz and Jankowicz, 2002) . The economy of shortage 

resu lted in the replacement of q ual ity by the maintenance of h igh 

p roduction levels. 'The more you p roduce ,  the better you a re' became a 

popular assumption and a value deeply rooted in  the Pol ish  economy 

(Kozminski , 1 993;  1 50). Th is in consequence led to the market, wh ich was 

relatively large ,  but its standards were low compared to Western Europe. 

The Pol ish workforce was h igh ly ed ucated but it lacked i n  d iscip l i ne and 

qua l ity standards as wel l  as the understand ing of p rinciples of qual ity 

management (Kozminski , 1 993) . The notion of qual ity as u nderstood in  the 

Western car manufacturing industry was never fu l ly institutional ised i n  

Poland (Dobosz and Jankowicz, 2002) .  Despite the abi l ity of the workforce 

to handle modern technology and equ ipment, qual ity i n  Pol ish car 

manufacture remained poor and has never reached Western European 

standards .  

The economic transfonnation of Poland  after 1 989 resu lted in  the steady 

g rowth of foreign i nvestment and the flow of Western economic i deas to 

the Pol ish industry. Th is process is particu larly i nteresting and d ramatic in 

car manufactu re, which was relatively underdeveloped in  qua l ity standards 

as opposed to , say, the texti le i ndustry, wh ich had a strong industrial 

trad ition  in Poland and its qual ity standards were relatively h igh 

(Kozminsk i ,  1 993) .  

Th is thesis examines the introduction and use of the Western concept of 

qual ity in  the car manufactu ring industry i n  Poland . The notion of qual ity in 
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Pol ish car manufacture in the past has been examined and the process of 

q ual ity translation from Western Europe to Poland has been described i n  

deta i l .  The d isembedding and reembedding of the idea of qual ity i n  these 

two locations wi l l  be examined with the factors determin ing its success or  

fai l u re ,  as defined by the organisational actors . Th is  wi l l  contribute to our  

better understand ing of the translation process and resu lt in the creation of 

the model by which the Western idea of qua l ity cou ld be introduced to 

other countries i n  the post-command economies successfu l ly. 

The 
2.5 Chapter summary 

l iterature review identified some key issues that are clearly important 

to the u nderstand ing of process by wh ich ideas of qua l ity travel across 

cu ltu ral bou ndaries. They are as fol lows: 

1 )  Global isation as a process, which has some positive 

contributing to the new shape of loca l  cu ltu ra l  identity and self

expression .  The research i ntends to explore the p rocess of transfer, 

exchange and negotiation  of knowledge and ideas across nationa l ,  

cu ltural and l ingu istic boundaries . 

effects 
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2) It is important to explore the factors determin ing the success or  fai l u re 

of the ideas transfer across cu ltu ra l  and l ingu istic boundaries as g lobal 

economy resu lts in  extended i nternationa l  communication among 

organ isationa l  actors . The model that offers us such an opportun ity is 

Czarniawska's model .  The process of d isembedd ing and reembedd ing 

of an idea i n  d ifferent locations wi l l  be traced by means of its 

app l ication .  Thus ,  the meaning of an idea with the values embedded in 

it in d ifferent cu ltures wi l l  be investigated and the appl icab i l ity of 

Czarn iawska's model wi l l  be tested . 

3) The research intends to examine the travel of ideas on the example of 

the idea of qual ity in  the car manufacturing industry from Western 

Europe and  England to Poland . This in  itself is an  orig i nal  contribution 

to knowledge. It g ives an opportun ity to examine cu ltu ra l  change,  as 

each cu lture has a d ifferent notion of q ua l ity. It wi l l  resu lt in a 

descriptive model of 

the factors 

the qua l i ty transfer p rocess 

success/fa i lure. 

from the West to 

Poland , i nclud ing determin ing its The 

identification of those factors wi l l  contribute to a better understand i ng of 

the p rocess in detai l  so that peopl e  engaged in  cross-cultu ra l 

col laboration may perform more effectively i n  the futu re . 
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Chapter 3.  Methodology 

This chapter presents the approach adopted i n  th is research and the 

methodology chosen for th is study in  order to investigate the ground 

covered in the l iteratu re review. An overview of the approach , the methods 

and the research design are described , together with a summary of the 

col lection process of the empirica l  materia l .  

3 .1 Overview of the approach 
The aim of th is research is  to understand the process in wh ich ideas travel 

and become estab l ished in a new cu ltu re .  One particu lar idea was chosen 

as a good example of a concept which travel led global ly: the idea of 

qual ity in car manufacture as someth i ng procedura l ly bui lt i nto the process 

of car production. We wi l l  investigate the process in wh ich th is concept 

was translated from England to Po land ,  and how it was impinged on 

Poland at various levels ,  for example ,  nationa l ,  regional  and m un icipa l .  

The role of  Poland i n  the global translation chain of  qual ity wi l l  be 

analysed , wh ich wi l l  lead to the creatio n  of  a model by which new 

concepts cou ld be introd uced in post-command economies and other 

countries from developing econom ies . 

Accord ing to Szu lanski ( 1 996) , knowledge transfer should be viewed as a 

d istinct experience depend ing on the characteristics of everyone involved 

where the identity of the recipient can determine the outcome of the 

p rocess. Hence, it is important to add ress the sociological concepts 

perta in ing to d ifferent cultures as wel l  as the psycholog ical concepts 

perta in ing to ind ivid u als involved in the knowledge transfer between two 

cu ltu res . Czarniawska's model (Czarn iawska and Joerges , 1 996) provides 

a good framework where these concepts can be brought together. By 

means of adopting this model in th is research , we 

l 

wi l l  trace the 

d isembedd ing and reembedd ing of the idea of qual ity in car manufactu re 

i n  England and Poland . Further analysis of the cu ltu rai factors behind the 
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trans lation process and the ind ividua l  construction and mean ing of the 

concept of qua l ity wi l l  enable the identification of the factors beh ind the 

success o r  fa i l u re of th is p rocess, as defined by the organ isational actors 

themselves. 

This research a ims to understand the mean ing of the concept of qual ity in 

two d ifferent cultures and trace the p rocess of translation of th is idea.  The 

research parad igm adopted in  th is thesis is that of constructivism (Berger 

and Luckmann ,  1 976; Kel ly ,  1 955) . From th is perspective , we can on ly 

interpret real ity and not d i rectly apprehend it in any absolute sense. No  

is to ga in sufficient understand ing in order to p red ict future outcomes 

(Jankowicz, 2000) . 

The study conducted i n  this thesis is an  interpretive study a imed at 

production of a piece of g rounded theory (Glaser and Strauss , 1 967) about 

the process by which ideas a re translated across cultu ral and l inguistic 

boundaries . Hence,  the study focuses on qua l ified descriptions and 

empirica l ly generated theory about the phenomena under scrutiny. The 

o rganisation is treated as a social s ite , a commun ity, 

trad it ional methods of studying commun ities, such as ethnography, 

phenomenology or hermeneutics are especia l ly usefu l .  People in 

o rgan isations as wel l  as the researcher are seen as active sense makers , 

and whi le theory may provide important sensitising conceptions, the key 

concepts and understandings are created by the participants of the 

and therefore 

construction o f  rea l ity i s  i rrevocable as  the a lternative construction can 

a lways be offered (Bann ister, 1 98 1 ) .  The purpose of constructivist enqu i ry 

research (Alvesson and Deetz, 2000) .  

3.2 Research methodology 
Anthropology belongs to the socia l  sciences and has the longest trad ition 

of d iffusion research . Therefore, i n  th is research it is appropriate to use 

some ethnographic techniques derived from anthropology, such as in

depth interviews, participant and non-participant observation , as they 
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rep resent the most d istinctive methodological approach i n  the study of 

ideas d iffusion (Rogers ,  1 995) .  It wi l l  enable the researcher to achieve the 

fol l owing goals: 

1 )  I t  will add to ou r  understanding of the qual ity transfer from Western 

Europe to the post-command economies. 

2) I t  wi l l  trace the p rocess of d isembedd ing  and reembedd ing of the idea 

of qual ity across cu ltural boundaries . 

3) I t  wi l l  p rovide an ethnographica l  description of the two cultures involved 

i n the qual ity transfer. 

The actual term ethnography has two meanings: the empirical work and 

the completed study in the form of a text (Alvesson and Deetz, 2000) . In 

th is thesis ,  we wi l l  refer to ethnography on ly in this latter meaning and use 

the term fieldwork in order to relate to the process of empirical work .. 

emp loying the research methods derived from Personal Construct 

Psychology (Kel ly, 1 955) , the Repertory Grid Technique (Stewart and 

Stewart, 1 982) , fol lowed by Ladderi ng  (H inkle, 1 965) and  the Resistance 

to Change Techn ique (Franse l la and Bann ister, 1 977) . This set of 

constructivist tech n iques wi l l  serve as an i n-depth exploration of the values 

embedded i n  each cu lture ,  wh ich m ight not have been d iscovered in  the 

ethnograph ic pictu re. They wi l l  a lso explore the d isembedd ing and 

reembedd ing  of the idea of qua l ity in the translation process, and its 

expl icit mean ing for organ isational actors , provid ing triangu lation for the 

fi rst part of the research conducted by means of the 

an effective 

actors (Dobosz

ethnographic 

methods. I t  wi l l  also a l low us to stream l ine the ethnog raphic research 

p rocess by incorporating the Repertory Grid Techn ique as 

way of identifying  persona l  values of o rgan isational 

Bourne, 2002) , wh ich represent a very important contribution to knowledge 

An important part of the research consists of the exp loration of personal 

values in two locations involved in q ua l ity transfer. I t wi l l  be ach ieved by 
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s ince it identifies the personal mean ings underlying the actors' 

understand ing of the concept of qual ity. 

3.2.a1 Ethnographic inteNiews 
I n  anth ropo logical tradition , the key for rea l  understanding of a g roup of 

people l ies i n  one's engagement in observation of th is particular group  for 

an extended period of time.  Thus, anthropolog ical fiel dwork inevitab ly 

consists of an i nvolvement in  a cu ltu re over years, based on the 

participation of socia l  events and learn ing the language of the g roup 

(Si lverman ,  1 993). The idea is  to introduce social action i n  one part of  the 

world from the perspective of a d ifferent cu ltu re by being there, and 

currently, ethnographers are content to spend relatively b rief periods of 

time gathering their data . What matters is to be there,  observing events in  

the i r  natural context (Alvesson and Skoldberg ,  2000). Ethnography 

involves participation in people's every-day l ives. This method , overt or 

covert, remains central i n  anthropo logy and is regarded by researchers as 

'the key-stone of the claim to authenticity' (Hobbs and May, 1 993: ix) . 

There are other methods widely used i n  ethnography, wh ich , as 

summarised by Hammers ley and Atkinson ( 1 995) , i nvo lve col lecting 

whatever data are ava i lab le ,  wh ich might be usefu l in better u nderstand ing 

socia l  events. Thus, apart from participant observation ,  ethnographers 

carry out in-depth i nterviews and co llect any materia l  artefacts ava i lable to 

them. 

Ethnograph ic interviews are closer to conversations ,  however, they are 

never simp ly conversations because the ethnog rapher has a research 

agenda and m ust retain  some control over proceed ings .  The questions are 

designed as triggers that stimu late the i nterviewee into ta l king about a 

particu lar area. They are relatively open-ended . The interviewer must be 

an  active l istener. He/she must l isten i n  o rder  to assess how the 

conversation relates to the research focus and how it may reflect the 
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ci rcumstances of the i nterview and its futu re shape. Hence ,  they are often 

cal led reflexive i nterviews (Hammersley and Atkinson ,  1 995) . 

Looking at empi rical materia l  'from the ins ide' shou ld resu lt i n  'tel l i ng l ike it 

is' (Hobbs and May, 1 993: ix) . Ethnograph ists attempt to tel l  the stories 

from the field l ike the participants of the socia l  world m ight tel l them 

themselves . The crucia l  th i ng  in writing ethnog raphy is 'to have been 

there' , resu lt ing in 'th ick description'  (Geertz, 1 973 in Alvesson and 

Skoldberg ,  2000: 95) . Researchers are able to write , quote , analyse and 

i nterpret what they've seen 'there' , because they a re back 'here' . 

For the pu rposes of this research,  the Key I nformant Technique 

(Tremblay, 1 982) and non-participant overt observation have been applied 

as central techniques in the ethnograph ic part .  Thus ,  for the interviews 

semi-structured questions (approximately ten questions per interview) 

were designed as a means to stimulate conversation about the topic of 

qua l ity transfer. The l ist comprised of two kinds of q uestion :  

1 )  Questions supp lying information about the organ isational cu lture 

and socia l  patterns in  the organ isation .  

2 )  Questions targeted at qual ity transfer from Western Europe to 

Poland and its mean ing for the i nterviewee. 

Al l i nterviews (approximate ly one hour each) were tape-recorded and fu l l 

transcripts prepared . The transcriptions were com pleted in the original 

language of the interviewee, for example, Engl ish or Pol ish .  Fol lowing the 

ethnograph ic mode of data analysis (Hammersley and Atkinson, 1 995), 

the transcribed i nterviews were read by two people, the author and 

another judge,  who derived a set of analys is categories according to a 

coding p rocess as described by Holsti ( 1 968) . The resu lt was a set of 

seven main categories with 1 3  subcategories and their d imensions, which 

have been used in the analysis of the data . A re l iabi l ity check on the 

categories obtained and of the concepts al located to categories was 

carried out as fol lows . Reproducib i l ity was addressed by using 
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conventional content analysis procedures (Holsti ,  1 968) , followed 

independently by each of the judges working on the transcri pts. In order to 

address the consistency of the categories, there was a subsequent 

negotiation between them over mean ing of content, and over mutua l  

exclusivity and complete exhaustiveness of the category set. Add itionally, 

non-participant observation has been appl ied as a way of achieving 

cohesion i n  the ethnographic study. I t  a l lowed the contextual is ing and a 

better understanding of the pictu re obtai ned from the interviews. 

This part of the f ie ldwork resu lted in a written 'thick description '  of the 

translation chain of an idea of qual ity in car manufacture between Eng land 

and Poland as interpreted by the author . In order to tell the story in  the 

way in which the organisational actors m ight tel l it themselves, the 

ethnography conta ins quotations from the field suppl ied by the 

r

3.2.2 The Repertory Grid interviews 
There are many ways of identifying the ways in which a person perceives 

espondents du ri ng the in-depth key informant i nterviews. 

a particular phenomenon or idea such as qual ity . The ethnograph ic 

interviews are one of the methods giving us some i nsight into th is picture. 

However , there are not many methods that a llow us to obtain an expl icit 

defin ition of tacit knowledge or ideas which m ight be d ifficult to describe. 

The Repertory Grid Techn ique is un ique in this aspect. It enables the 

identification of the way in which a person construes a particular idea by 

attach ing verbal and expl icit symbols mean ing personal constructs, to this 

notion .  

For the p urposes of this study, the Repertory Grid interview was adopted 

as a tool  to aid the elicitat ion of the expl icit defin ition of quality as 

construed by UK and Pol ish managers i n  General Motors.  Moreover, the 

techn ique wil l  reveal the simi larities and d ifferences in the construction of 

qual ity i n  these two groups of respondents. We will explore whether or not 

the British managers use the same constructs as the Pol ish managers 
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when they speak and th ink about q ual ity. I f  they use the same constructs, 

the study wi l l  reveal if they choose the same or the opposite end . These 

Polska plants wi l l  assist further investigation of the key issues that arose in 

the ethnographic part of th is thesis ,  l isted i n  part 4 . 1 0 . 

The ethnograph ic interviews and its transcripts can be used as a rich 

source of data i n  choosing appropriate elements for the Repgrid  interview. 

Elements are the basic un its in the Grid , which are systematically 

com pared to identify the ind ividual 's constructs . Critical incidents as 

identified through the eth nograph ic i nterview can be used as e lements , 

which have the advantage of being understood by the i nterviewee since 

they were supp l ied by the i nterviewee him or herself. Once the e lements 

have been chosen and some 8 to 1 2  constructs el icited , laddering 

p rovides a way of teasing out the meaning and provid i ng verba l  labels for 

the superord inate constructs , (often more d ifficu lt than in the case of the 

in itia l ,  subord inate constructs) (Neimeyer et a l ,  2000) .  

of the organisation . They served as the elements el icited from 

respondents and were app l ied in  the Repertory Grid Techn ique. 

3.2.3 The study of values 
The ethnographic i nterview may not reveal the respondents' assumptions 

or val ues,  especia l ly when these are taken for g ranted , or l ie outside the 

i nterviewees' awareness. Thus , reaching the stage of the thi rd level of the 

organ isational cu ltu re in ethnography is very d ifficu lt and often impossible. 

I n  order to overcome this constraint, a set of constructivist techn iques 

were appl ied as a means of identifying personal values and the th i rd level 

detai ls of thei r construction  of quality can have s ign ificant impact on the 

picture that wi l l  emerge in the find ings that otherwise m ight remain l imited . 

The exploration of the constructs of qual ity in the Vauxhal l  Luton and Opel 

I n  th is study, e ight critica l incidents (F lanagan , 1 954) related to qual ity i n  

car manufacture were selected from the transcripts of  the ethnographic 

interviews from two locations  (d ifferent cu ltu res) and d ifferent departments 
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of the organ isational cu lture .  Therefore, the Repertory Grid Technique wi l l  

be fol lowed by  Laddering (H inkle ,  1 965) and  the  Resistance to Change 

Techn ique (RTC) (Fransel la ,  1 977). Th is wi l l  help us to understand how 

some of the events and processes described in  the ethnography were 

construed in  deta i l  (Dobosz-Bourne,  2002). 

Personal Construct Psychology has the tools and techniques to access 

core features of an i nd ividual 's constru ing at its d i sposal .  The Repertory 

Grid Techn ique provides a means for identifying people's attitudes or 

bel iefs (see Stewart and Stewart, 1 982) . Although Repgrid technique 

i nvolves fi l l ing in a record sheet with an  interviewee in order to define the 

relationship between elements and constructs, the accent of inquiry is to 

l i sten closely to the respondent. For th is reason ,  the term 'Repertory Grid 

I nterview' can be used as more appropriate as i t  doesn't evoke the 

connotations people h ave with trad itiona l  questionna i res and psychometric 

tests as used in Psychology. 

The Repertory Grid i nterview can p lay a central role  in our  attempt to make 

sense of the respondent's constru ing of the world . It can be fol lowed by an 

important too l  used in accessing peop le's supero rd inate constructs, that is 

the Laddering techn ique i ntroduced by H inkle in 1 965. Th is techn ique 

Access to central and presumably important constructs is an aid to 

u nderstand ing of the persona l  mean ing systems (Neimeyer et al ,  2000) . 

became popu lar  among constructivist psycho log ists as a conven ient 

means of accessing the core features of a person's mean ing system and 

h as s ince been app l ied extensively in environmental and architectural 

des ign ,  career counsel l i ng and bus iness appl ications (Jankowicz,  1 990; 

Neimeyer et al ,  2000; Stewart and Stewart, 1 982) .  It works by identifying 

the personal reasons for construct p references, e l iciting reasons iteratively 

u nt i l  basic u nderlying reasons , identified with personal val ues, are reached 

(Jankowicz, 2003: 1 89). 
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"Constructs function ing at th is level of superord ination are of 

fundamental importance ;  an  awareness of them is essentia l  for 

understand ing the world of another human being - or ourselves." 

(H inkle ,  1 965: 34 in  Neimeyer et al ,  2000) 

At th is point, once a set of values has been obta ined , the abi l ity to 

prioritise the personal  va lues by means of the Resistance to Change 

Technique is especia l ly usefu l ,  and serves to round up the ethnographic 

procedure,  by identifying where ,  in any s ubsequent i ntervention ,  change 

may be possib le ,  and where it wou ld be resisted , s ince the va lues at stake 

are too centra l ,  superord i nate , and might not be open to a rg ument. 

Requesting  a person to make very d ifficu lt choices between various 

combinations of h is/he r  personal val ues/constructs identifies his/her real  

p riorities  and may assist in  m in imis ing socia l  des i rabi l ity response effects 

(Jankowicz, 1 996b). Content analysis of the supero rd inate constructs and 

values el ic ited in the Repgrid i nterviews with a l l  respondents led to 

identification of those val ues and supero rd inate constructs , wh ich are 

shared by the people in the organisation ,  and of those which app ly on ly to 

subgroups/subcultures with in  the organ isation (Young ,  1 989). Including 

th is picture i n  th is thesis and p rovid ing th is level of complex description of 

o rganisationa l  cu lture provided very rich  data with the potentia l  for a more 

complete ana lysis of the second and th i rd levels of o rg anisational cultu re. 

Al l  Repertory Grid interviews and Resistance to Change forms were 

content analysed fo llowing  Honey's ( 1 979) techn ique. Simi lar to the 

content ana lysis of the ethnographic materia l ,  category defin itions for the 

Repertory Grid data were derived us ing a conventional content analysis 

p rocedu re (Holsti , 1 968) , fol lowed independently by the author and the 

second j udge. The rel iab i l ity check was calculated as a n  I ndex of 

Agreement ,  with both j udges ag reeing on the a l location of 78.9% of the 

constructs categorised , ind icat ing good a lthough not perfect ag reement. 
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3.3 Research design 
The research was carried o ut in two places - two d ivis ions of General 

Motors company - at the Vauxhal l  Luton p lant in England and in Opel 

Polska in G l iwice , Poland . Ethnographic interviews, fol lowed by Grid 

i nterviews, were carried out with key i nformants i n  order 

idea of q ual ity in  

to obtain a 

description of the ways i n  wh ich qual ity ideas i n  car manufacture came to 

Poland . The d isembedd ing and reembedd ing of an 

Eng land and i n  Poland was traced and its success/fa i lu re defined 

accord ing to the criteria supp l ied by the informants . 

For the ethnographic study, 30 key informants (Tremblay, 1 982) were 

chosen on the basis of their d i rect involvement i n  the qual ity transfer from 

England to Poland . On  the British s ide ,  there was a g roup  of 1 6  managers, 

consisting of people i nvolved in the manageria l  activities at the Vauxhall 

p lant as wel l  as the '  creation of the Pol ish p lant, Opel Polska. On the 

Pol ish s ide, there were 1 2  Pol ish managers tra ined by the Eng l ish ones. 

This g roup also i ncl uded two German eng ineers in managerial positions in 

Opel Polska .  All managers had corresponding roles in each of the two 

p laces as impl ied by Czarn iawska's mode l .  Sample s ize was determined 

by the i nformation supp l ied by respondents accord ing to ethnographic 

methodology, meaning the sample is en larged unti l  i t  resu lts in a clear, 

u nanimous p icture of the phenomenon under scrutiny. The sample of 30 

peop le incl uded al l Eng l ish and German managers who were i nvolved in 

setting  up the Polish p lant and people tra ined by them during the in itial 

years , thus creat ing a sample of 30 key decision makers in the transfer of 

qual ity from Western Europe to Poland (Tremblay, 1 982) . 

The second part of the study consisted of the Repertory Grid interviews, 

fol lowed by Laddering , and the Resistance to Change Techn ique carried 

out on  a samp le of 28 respondents i nterviewed in  the ethnographic part. 

Unfortunately, two respondents from the o rig inal  Eng l ish sample were 

unavai lable d ue to the Vauxha l l  p lant closure and rea l location of the staff. 
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3.4 Chapter summary 
In  th is thesis, the process by which ideas travel across cu ltu ral and 

l inguistic boundaries was investigated from the constructivist perspective 

by carrying out the interpretative study of the translation of the idea of 

qual ity i n  car manufactu re between Eng land and Poland . Two main 

research techn iques were adopted in the service of triangu lation: the 

ethnograph ic interview and methods derived from the Personal Construct 

Psycho logy, that is the Repertory Grid i nterview, fol lowed by Laddering ,  

and the Resistance to Change Technique. 
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Chapter 4. The ethnography 

This chapter presents an ethnographic account of the main study carried 

out at the Vauxhall car p lant in Luton, England and Opel Polska in Gliwice, 

Poland. It is a narrative of the process by which the idea of quality was 

translated from Eng land to Poland . The structure of the chapter follows 

each element of the translation chain (see F igure 1 ). The first part 

presents two locations between which the transfer took p lace - Vauxhall 

Motors (UK) and Opel Polska (Poland) .  Part 4 .3 introduces the 'travelling' 

of ideas related to the concept of quality that, via General Motors, arrived 

in England and then transferred to Poland . Part 4.4 describes the ideas 

related to quality that were residing in these two locations prior to the 

arrival of General Motors. When travelling ideas meet ideas in residence, 

friction energy is produced , which makes creative translations possible. 

Th is friction energy, in which the meeting of ideas results in creative 

processes, is d iscussed in part 4.5 ,  and their translations in part 4.6. This 

is then followed by a description of the Japanese and German influences 

that shaped the translation chain of quality in Poland (4.8). The chapter 

concludes with a summary of the process of qual ity translation between 

England and Poland , and presents elements of the translation chain and 

the final shape of the concept of qua_lity i n  these two locations (4.9). 

4.1 Introduction 
" I  remember 20 years ago or more, maybe 30 years ago, when I 

was a young guy growing up in England , in a small-town , Japanese 

cars were considered as a joke. Quality was bad. Nobody liked 

them. We used to laugh at Japanese cars. Nobody does that any 

more." 

English Manager 1 

(Nissan UK, GME, Opel Polska) 
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"The expansion of the Japanese i n  the eighties was a big th ing ;  it 

was the 'Japanese miracle' . You know, a manufactu ring m i racle .  

And I wanted to be part of it. I wanted to learn. I t  was an exciting  

th ing." 

English Manager 2 

(Nissan UK, Vauxha/1 Luton, Opel Polska) 

Th is is a story of another C indere l la in  the car manufacturi ng  i ndustry -

Po land . Once a country where the 'Maluch '2 used to reign supreme and 

determined existi ng qual ity standards and expectations ,  i t  became the 

country that ach ieved the best qual ity resu lts i n  car p roduction i n  Europe 

with Opel , in  200 1 . In the same way that the Japanese car manufacturing 

miracle was excit ing for Eng l ish people i n  the 1 980s , the 'Opel miracle' is  

exciting for Pol ish people now, and many people want to be  a part of it -

and this story wi l l  tel l  you why. 

4.2 Two locations 
The process of ideas translation described in th is thesis took p lace 

between two Genera l  Motors '  p lants i n  the UK and  Po lan d .  I n  th is section , 

these p lants wi l l  be introd uced. 

4.2. 1 Brown field - Vauxhall Luton plant 
The Vauxha l l  p lant i n  Luton , Eng land , was founded in 1 903 and acqu i red 

by General Motors in 1 925 .  It employs 1 0 , 000 people d i rectly and s upports 

about 1 00 ,000 fu rther jobs in  the UK. 

"When I started here [38 years ago] Vauxha l l  was very m uch l i ke 

that p ictu re there. We d idn't j ust assemble cars , we made eng ines,  

we made back axles , we made gearboxes ,  and we had our  own 

g rand p lating p lant .  We just d id everyth i ng to make the car; from a 

lump of metal , we made a car. We desig ned ou r  own parts on cars 

2 The Fiat 1 25P, named 'Maluch' ('Tiny') ; it used to be the most popu lar/avai lable car in  
Poland unti l  the 1 990s despite its poor qual ity and small size. 
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3 I nformation Technical Development Centre 

at that stage. And when I started here at Vauxhall when that pictu re 

was taken, there were 26, 000 people that worked on this side. 

English Manager 6 

(Vauxhall Luton, Opel Polska) 

The Vauxhall plant has a very long and rich history. It used to be one of 

the biggest and best employers in the Luton area. It was an independent 

plant, p lanning and assembling all of its products (e.g . engines , exhausts) 

or getting them made locally. After General Motors acquired the plant, the 

majority of U K  operations were shifted abroad. The company became 

centrally governed by General Motors and started operating as all other 

General Motors p lants. From massive production, it changed the system 

into lean manufacturing . All planning operations have been shifted to 

ITDC3 in Germany. Many local suppliers have been swapped for  other, 

foreign suppliers from the General Motors network. Vauxhall became part 

of the GM Family and was transformed into a lean manufacturing plant. 

This transformation happened after the plant had already existed for 22 

years and had had a well-established cultu re, workforce and facilities. 

"When I first came here, it was full of autocratic, dictatorial 

managers, who dictated the dai ly events . And it was with people 

who literally d id what they were told to do. Today, it's much more 

dynamic, it's much faster. It's much more stressful but there is a 

g reater involvement and it's not the arrogant kind of 'big boss' 

syndrome in all environments. The hierarchical structure , if you like , 

is a kind of plateau , more of a flatter, natural environment where 

generally people can interact together. And when I started here , 

you would not talk to you r  boss unless your boss spoke to you. You 

j ust d id n't. I f  you were asked the question and you answered it 

wrong , it was absolutely career limiting , much more intimidating , 

much more the fear factor, and stressful for the wrong reasons, it 
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was j ust stressfu l for fear whereas n ow it's faster, it's much more 

interactive. It's stressfu l but it's a stress that could be adrenal ine.  

You know, it's a buzz. It's a much more bus iness-orientated place . "  

English Manager 7 

(Vauxha/1 Luton) 

Vauxhal l  went through an enormous change .  The manageria l  style and 

way of conducting business became less 'archa ic' ,  as some people said .  

The faci l ities were upgraded and lean manufactu ring introduced . Th is 

included a huge reduction in employment of a lmost 20,000 people. Many 

of those who stayed , started working in Vauxha l l  dozens of years ago as 

apprentices. 

"I started here when I was 1 6  yea rs o ld . It is what we cal led an 

apprenticeship .  I n  the old days,  it's the way you learned your  trade 

so, for example ,  if someone wanted to learn how to make watches , 

they wou ld be an apprentice to a watchmaker . . .  And we used to be 

b ig - i n  the year that I started , I th i n k  we had 1 25 people who 

started in this factory as app rentices . "  

English Manager 6 

(Vauxha/1 Luton, Opel Polska) 

For staff l ike this Eng l ish manager, Vauxha l l  is i n  their b lood , and they 

belong to the most devoted team.  They c l imbed the organisational ladder 

from the lowest point and have a lot of experience in car manufacture. 

4.2.2 Green fielda- Opel Polska plant 
After the expansion of Genera l  Motors into Europe in the 1 920s, the 

company experienced rapid deve lopment and success on the European 

market. General Motors' activity was neverthe less l imited to Western 

Eu rope and America . I ncreased competition in the car industry as wel l  as 

the satu ration of these markets in the 1 990s had forced many investors to 

search for new opportun ities in other countries with potentia l for future 
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up with the emerging markets of Eastern and Centra

among the potential ly cheap producers , with 

success. General Motors decided to bu i ld  four new plants in order to keep 

l Europe. Poland was 

low labour costs and a 

convenient location in Central Europe ,  enabl ing a reduction i n  the 

transportation costs of cars sent to Western Europe (Opel Polska exports 

cars to Germany and England, amongst other countries) . The Polish 

market, with its qu ickly developing economy, was itself a very important 

ta rget for Opel cars. 

Gl iwice is a smal l town in the South of Poland , s ituated in the reg ion where 

local employment used to be largely dependent on coal min ing.  It was 

strongly affected by the min ing crisis of the 1 990s when the region was left 

with no alternative i ndustry capable of 'absorb ing' the ex-miners .  As a 

resu lt of this , the local unemployment rate d ropped below the national rate 

of 26.5% in 1 997 (GUS, 1 998). Poland , and especial ly the Si lesia region, 

where G liwice is located , had appeared as an ideal p lace for the General  

Motors' plant. 

"So the concept was that they would put four new plants up at once. 

One went to South America in Rosario  i n  Argentina. Another one 

went to Shanghai i n  China. Another one went to Thailand and we 

came to Poland . And each of those m arkets are new markets and 

Al l the four p lants were set up s imu ltaneously and based on the same 

template and principles of lean manufacturing . The first p lant was bu i lt i n  

Argentina and the second one was Po land , wh ich became the best p lant 

in Europe. The third was the plant in Thai land but unfortunate ly it d id not 

succeed d ue to a b ig Asian crisis d u ring the t ime the p lant was due to be 

areas of g rowth and development . "  

English Manager 1 

(Nissan UK, GME, Opel Polska) 
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set up. Th is project was thus put on hold for about a year. The fourth plant 

was in Shanghai. 

4.3 Travel of ideas 
The concept of quality in car manufacture is a very complex notion 

consisting of many elements contributing to its final shape. This  section 

describes the travel of ideas shaping the notion of quality i n  car 

manufacture as they arrived firstly in England ,  and then in Poland . 

4.3. 1 The concept of the GM family 
The h istory of General Motors reaches back to 1 897 , when the oldest un it 

of the company was established in the USA. Throughout the years, the 

company acquired and incorporated many other car manufacturers and 

developed into a leading vehicle producer in the USA The 1 920s was the 

time of General Motors' expansion in Europe, including countries such as 

Germany and England . In 1 973, the Arab oil embargo and ensuing 

gasoline price increase lead to a rapid and unexpected rise in sales of 

small Japanese bu ilt cars in the US .  Th is resulted in the beginning of a 

long-term co-operation between General Motors and Japanese car 

manufacturers (Datamonitor, 2003). 

General Motors Europe, which determines the shape of the plants , is 

centrally managed from Zurich where the European 'heart' of the company 

is located .  The Opel headquarters - ITDC - a 'brain' responsible for 

engineering and techn ical decisions, is i n  Russelsheim , Germany, where 

the central q uality department is located . Thus, all quality managers from 

all p lants in Europe report to the quality d irector i n  Russelsheim. There are 

also other units in  Europe responsib le for particular decisions, for 

example, the i nsurance centre in London and the banking centre in 

Brussels (where Opel Polska reports). On top of this complex General 

Mototrs Europe structure is General Motors in Chicago, USA, where their 

governing body resides. The UK has got three p roduction sites: two i n  

Luton (Vauxhall Luton and IBC) and  one at Ellesmere Port. The Ellesmere 
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Port p lant bu i lds the Astra ,  I BC Luton bu i lds the Frontera and Vauxha l l  

Luton bu i lds its m id-range fami ly car, the Vauxha l l  Vectra . 

This thesis focuses on two European p lants , namely the Eng l ish p lant i n  

Luton ,  Vauxhal l  Motors , and the Ope l  Polska p lant i n  G l iwice, Poland .  The 

Vauxha l l  Luton plant has approximately 3,400 employees in  tota l ,  3 ,000 

people in  production and around 400 add ition al staff. Opel Polska employs 

about 2 ,000 people i n  tota l .  

The Engl ish  and German p lants have been the most i nfluential in  terms of 

creating the current shape of Opel Polska. Although no d i rect data were 

received from Germany, this i nfluence wi l l  be mentioned where 

appropriate. 

There is strong cooperation between the European plants , wh ich is 

encou raged by a teamwork ethos ever present i n  General Motors , and 

mutual visits to d ifferent p lants a re encou raged , wh ich are especia l ly 

i ntensive i n  the early stages of p lant deve lopment. Knowledge exchange is 

supported by the company's ins istence o n  creating  a 'GM Fami ly' , a 

slogan often present du ring officia l  events and speeches by top 

management. But the princip le of a network of p lants cooperating closely 

together, reinforcing each other strengths and potential does not a lways 

work perfectly in p ractise, accord ing to the op in ion of some employees. 

" I  get the impression that not a l l  of our  Opel  companies operate as 

one team. Sometimes I th ink that ITDC takes greater care of the 

p lants in Russelsheim or E isenach than it does of us [Opel Polska]." 

Polish Manager 1 

(Opel Polska) 
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This lack of consistency in central decision-making regarding European 

plants will be illustrated later in the trag ic story of the Vauxhall closure, 

announced on the 1 ih of December 2000 . 

4.3.2 Centralisation 
The centralisation of General Motors determines the matrix company 

structure of European functional directors in a project centre, either in 

Russelsheim or Zurich. In  o rder to ensure good cooperation between 

plants according to the central guidelines from the project centre, staff 

have been appointed as co-ordinators, who ensure that common systems 

for Human Resources , manufacturing , q uality and materials are applied i n  

all the plants across the project. The writer was fortunate enough to meet 

one of these co-ordinators du ring an initial visit to Opel Polska. He is an 

English manager responsible for implementing paint shop strategies in 1 1  

Opel plants. He spends one week a year in each plant, including Poland , 

and has weekly meetings with central engineers in Russelsheim. This is 

how he describes his job: 

" I  am responsible for 1 1  plants. Russelsheim, Bochum, Eisenach in 

Germany, Luton, Ellesmere Port and I BC in the UK, Zaragossa in 

Spain, Azambuja  in Portugal, Saab and Trollhattan in Sweden ,  

Antwerp in Belgium ,  and Poland. I think that's all. . .  What I do then, 

is twice a year, I sit down with the account managers of paint 

suppliers. So they' re the main guys in Europe with purchasing and 

ITDC. We send the results to them every month anyway but every 

six months we sit down and then we say, 'Right, these are the 

targets 

there?"

that we've sent that you ag reed to. In  some cases we're 

doing OK but we are still n ot there. What is your action plan to get 

' or, 'we are going the wrong way. What's going on? What 

are your focus items and what are you doing to address them?' And 

we've had some pretty good success with that. It has improved 

paint quality quite substantial ly ."  

English Manager 3 

(GME, Vauxha/1 Luton & Ellesmere Port, Opel Polska) 
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His work is a good example of the jobs related to General Motors' central 

Due to the responsib i l ities and strateg ies assig ned to thefunctions. 

functional departments of the European GM headquarters ,  there is often 

friction when the local interests of plants come into p lay. Here is how 

another Engl ish manager depicted it: 

"So, sometimes it can cause some tensions because plants don't 

a lways want to do what the functional department wants to do. So 

the qual ity and rel iabi l ity g roup have legal special ists that know 

what the requ i rements are for the veh icles. And that information 

usual ly comes through on th ings l ike parts d rawings or whatever. 

So 

(Nissan UK, Vauxhall Luton, Opel Polska) 

we know from those exactly what we have to do . "  

English Manager 4 

The central contro l seems to be described d ifferently by d ifferent peop le. 

Most of the peop le in Opel Polska consider it to be relatively loose , and 

emphasised that although the creation of many q ua l ity procedures is 

central ised from Germany, the input of local Pol ish staff in shaping 

procedures is very sign ificant; indeed many documents were created in 

Poland exclusively by the Pol ish staff. The op in ion on this matter in 

England was very d ifferent. The Luton plant, in the opin ion of its 

employees, is too strictly control led by the German centre ,  which l imits its 

potentia l .  

4. 3.3 Medium for the travel of ideas - the ISPs 
" I nternational Service Personne l :  these are people l ike myself, who 

belong to other parts of Genera l  Motors , who a re on temporary loan 

to Opel Polska .  So, for example Petra and myself come from 

Vauxha l l .  I don't actual ly, but my home plant is Vauxhal l Luton. 

Petra's home plant is Eisenach . And Vauxha l l  Luton and Eisenach 
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have lent us to Opel Polska for three or four  years to help Opel 

Polska set up because they were a new company or whatever." 

English Manager 4 

(Nissan UK, Vauxha/1 Luton, Opel Polska) 

I SP is an institution developed by Genera l  Motors to enable knowledge 

transfer to new p lants on an i nternational level .  Those at the top of the 

organ isational mountain are often ISPs who call themselves 'the found ing 

fathers' of the company. For the local staff they are usual ly 'just expensive 

foreigners' .  Th is is how they were in itial ly perceived in Poland (Dobosz, 

1 999). 

The fi rst stage of the creation of a new p lant cons ists of choosing the right 

team of ISPs who would go to the new location in o rder to set up the 

recru itment process and 'bu i ld the foundations' for the p lant. So it was with 

Opel Polska. A g roup of approximately 25 people chosen ,  in which there 

were people from Great Brita in ,  the USA, Canada, Mexico , Germany, 

F in land , Hungary and Ho l land ,  although p redominately from Brita in .  

" [Th is was] strange, because it's not normal but that was the case 

with that project. It was just a particu lar case. Probably because not 

many Germans want to go to Poland , not many Americans wou ld 

l ike to go to Poland . . .  Germans have these h istorical reasons for 

this. I th ink Americans  felt it was too much hardsh ip to come over to 

Al l the peop le i n  th is g roup were experts in  thei r fields with considerable 

lean manufacturing experience. Some of the i nterviewees worked for 

General Motors for as long as 38 years , as i n  the case of one English 

manager who decided to go to Poland a lmost as the resu lt of a joke. 

Poland . And I th ink for Engl ish people it was qu ite an  adventure." 

English Manager 8 

(Toyota UK, Vauxhall Luton, Opel Polska) 
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"When I was 50 years old , I happened to be i n  Russelsheim for a 

meeting ,  because the Opel headquarters are in Russelsheim , so 

we used to go  there. It wasn 't u nusual to go there ,  let's put i t  that 

way. And a l l  GM people used to stay i n  a particular hote l ,  wh ich 

was q u ite near to the plant. And I was at b reakfast one morn ing 

with some peop le that I knew from , I don't know, one plant or 

another. And there was a guy at the tab le ,  who started talking about 

things in genera l  and he told me that he was going to be works 

manager of a p lant that GM was go ing  to bui ld in Poland . . .  At that 

time I was a pa int shop manager and I 've been in  paint shops for 

most of my l ife. He said , ' I am looking for a paint shop manager in 

Poland '. I said , 'OK, I wi l l  do it' , as a joke and the joke turned out to 

be real ity because he then made a n  official approach and said , 

'You know, this g uy is real ly interested and do we want this guy?' 

And over a period of t ime it turned out - yes. And so although I was 

in a job that I enjoyed ,  I ' d  g ot a n ice, steady home l ife , I cou ld do 

the job very easi ly, th ings were qu ite comfortable for me, I d id 

decide to leave everyth ing ,  my fam i ly and friends for th ree years 

and go  to work o n  th is p roject ,  wh ich meant that I worked in 

Germany for about ten months help ing in  the design and layout of 

equ ipment." 

English Manager 6 

(Vauxha/1 Luton, Opel Polska) 

There were on ly two Eng l ish m anagers with such long experience in 

Genera l  Motors who went to Poland. The rest i n  the group were ex

employees of Japanese car com panies (mainly Toyota and N issan) ,  the 

majority of wh ich had also worked i n  Japan .  They served as a medium for 

bring ing the Japanese influence to Poland . Thus ,  even though there were 

no Japanese people i n  G l iwice, the Japanese ph i losophy had a huge 

impact on the Polish p lant. I nterestingly, Opel Polska maintained its 
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'Japanese spirit' as taught by its ISPs,  despite the fact that a l l  the 

standards regard ing p lant layout and structural issues were hand led by the 

ITDC engineers from Germany. 

Being an  I SP  might seem to the local staff a very privi leged role fu l l  of 

rewards. Pol ish people very often emphasise the cost re lated to provid ing 

for I SPs,  wh ich seems to be one of the b iggest causes of jealousy. But 

being a n  ISP in a foreign country has d isadvantages that many Poles are 

not aware of. 

"You have to understand that we real ly are l iving in a l ittle cocoon 

here. We can 't speak the language. We can 't read the newspapers. 

We can 't watch TV. We are comp letely u naware of what goes on. 

We are just l iving in this l ittle GM world here, and fortunately for us ,  

G l iwice is developing." 

Another  

English Manager 1 

(Nissan UK, GME, Opel Polska) 

accusation against ISPs is that they are often too hard on local 

peop le ,  who have fami l ies and other commitments and thus cannot work 

as m uch as foreigners .  ISPs are perceived as people who come to Poland 

on ly in  order to make a qu ick career and a lot of money. Th is contributes 

to h igh expectations regard ing the ir  professional knowledge, which 

sometimes a re not met. 

"Some of them [ ISPs] came here and were h igh ly able, some less 

so. Those who had done very wel l  for themselves in their own 

plants wou ldn 't want to go to some far-away eastern location. And 

so we received some people of more moderate abi l ity." 

Polish Manager 2 

(Opel Polska) 
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Some of the most hard-working and strict I SPs 

(nawiedzony), 

were considered by the 

Poles as being 'possessed' or ' haunted ' which has 

pejorative connotations in Polish and imp lies someone with unrealistic 

vision and expectations. This 'workaholic' attitude does not seem so 

strange when one looks at the broader picture of the ISP situation , which 

is somewhat cut off from Polish reality. The inability to engage in typical 

pastime activities, like socialising or watch ing TV, leaves foreigners with 

very little choice regarding how they spend their time in Poland .  The ' l ittle 

cocoon' they live in affects the style of their work and the impression they 

give to their Polish subordinates. These opinions ,  nevertheless, belong to 

extremes. There were many other instances where ISPs were praised for 

their professionalism and numerous skills , which they passed down to 

Polish staff. Some of them formed a close bond with the peop le they 

worked with , and friendships are still m aintained years after leaving 

Poland (e.g .  the HR department in Opel Polska) . 

The ISPs can be perceived as a medium enabling effective knowledge 

transfer. Despite being very expensive, it is essential and remains a very 

important institution in the GM world . 

"An ISP is very expensive. You have to bring them from their 

country, you have to move them , and you have to bring their 

families. You have to find housing locally. Local housing is costing 

something like 3 , 000 US  dollars a month to run the house. You 

have to insure them . You have to g ive them flights back home. 

There's a huge amount of money needed to maintain them locally, 

but you need that in the beginning . We could not have done it 

without them. "  

English Manager 1 

(Nissan UK, GME, Opel Polska) 
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4.3.4 The meaning of quality in the GM world 
According to the GM manual, quality is a very relative thing that depends 

upon an individual's point of view. Th us, in  General Motors, the customer 

decides whether a particular prod uct or service is of high quality or not 

(GM manual, p .20) .  Therefore, the quality training starts off with an 

emphas is on customer focus. 

There is no single definition of quality among General Motors employees 

in either Poland or Eng land; neither is there a clear definition of it in the 

training materials. There is consistency, however, in the way in which 

quality is divided into subcategories: 

1 )  Quality of the final product 

2) Quality of the system 

3) Quality of workmanship 

Quality of the final product could be described as almost equivalent to 

customer expectations4 
. It is the product as seen in the eyes of the 

customer. Her/h is decis ion as to whether or not to buy a GM product 

means for Opel people having a job or not .  So, customer satisfaction is the 

key word, therefore the company tries to build cars that meet its 

customers' needs ,  that enthuses them, so they will become a loyal 

customer and return in the future. It is an investment in GM's future; thus, 

customer satisfaction lies at the core of any [General Motors] definition of 

good quality. All complex actions and systems have customer satisfaction 

as their main aim. 

Quality from the customer's perspective consists of technical 

characteristics (functional ity, reliability , d u rability) of a ·final product, which 

are measurable, and a perception or judgement - something not 

measurable. 

4 The customer requ i rements are often compromised due to tool ing or financial 
restrictions. The decision about the adjustment of the fina l  product to customer 
expectations l ies in the hands of the qua l ity department and is based on their judgement. 
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Customer satisfaction is not on ly met by the qual ity of the car developed 

internally in General Motors; it a lso has to be satisfied by the service the 

customer receives after purchasing a car. Th is part of meeting customer 

expectation is taken outside the plant a nd cou ld  be defined as external 

qual ity . This inc ludes the bigger package of after sales service. Here the 

customer has to be satisfied by a dealer, who is supposed to offer the 

package that the customer expects (good , p rofessional and efficient 

service ,  clean car, financial he lp etc . ) .  

Knowing customer expectations, the car  p roducer is  able to  design the 

final p roduct in such a way that these expectations wi l l  at least be met ,  if 

not surpassed . The fina l  product is  precisely designed accord ing to clearly 

defined specifications and constantly measured against very strict 

standards ,  benchmarks and criteria imposed on each p lant external ly - by 

General Motors - or interna l ly. Therefore, the internal side of qual ity is very 

much a statistical process of measuring conformance to specification. 

The quality of the system could be defined as the mechanisms that enable 

employees to del iver a p roduct of h ig h  qua l ity. The idea of creating a 

system that 'automatical ly' leads to good q ual ity is cal led built-in quality, 

and is a defin ition of qual ity that GM teaches its employees . For each of 

the four  elements of the system input (people, machi ne, material , method) 

there must be a system of qua l ity assurance ,  wh ich g ives 'bu i lt-in' qual ity 

to the p rod uct. Al l fou r  e lements have to work efficiently together in order 

to ensu re overal l  qua l ity (GM manua l ,  p .20)5 . 

"Our ph i losophy is of bu i lt-i n  q u al ity , and the fact that we seek to 

identify and rectify product defects6 as we generate them . So we 

don 't wait u nti l the end of the process. That i n  itse lf is a princip le 

5 Bui lt-in qual ity: methods of bui ld ing qua l ity i nto the process preventing and detecting 
defects, and means of preventing the defects from occurring in the futu re. Objective: 
ensuring that the customer wi l l  not receive the fau lty product (GM manual ,  p.20). 
6 Defect - a deviation from the assumed standard (GM manual ,  p.22). 
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that is used I guess in most manufactur ing organisations, but it's 

very firmly adhered to in Opel Polska and it's based on the Toyota 

system of qual ity . . .  And it's absolutely the Toyota principle. It 

means that you should never accept from somebody something 

that you know that is wrong without h igh l ighting it. So you are 

constantly checking up on other people .  You should not create 

something that you know is wrong but if you do , for some reason, 

you should not then pass it on without h ighlig hting it. So th is 

concept of bu ilt- in quality operates and you could be talking about 

assembling the body, the body shell of the veh icle or you could be 

talking about processing a transaction i n  finance.  It doesn't real ly 

matter whether it is a visible thing or a process." 

English Manager 4 

(Nissan UK, Vauxha/1 Luton, Opel Polska) 

The key person in implementing built-in qual ity principles is the customer, 

internal as wel l  as external . The customer chain , according to GM manual ,  

inc ludes: suppl iers, designers, production staff, sales and marketing ,  

dealers and  final customers. Thus, the customer is a recipient of 

information , a service or a product supplied by General Motors. Everybody 

in the p lant is a customer and a suppl ier to someone at the same time. 

The motto of built- in quality is to take care of your customer ,  whoever it 

mig ht be, by not accepting , producing or shipping the defect. 

Accord ing  to the company's philosophy, any problems or fau lts occurring 

in the production process are results of failures in the system . 'Problems 

are not about blaming people' (GM manual , p .50) .  There are two kinds of 

defects: those that m ight happen and those that have already occurred. I n  

trace its source and resolve the problem by usi ng  standard techn iques, for 

example, the Practical Problem Solving Technique .  

case of the potentia l for defect, one shou ld prevent it from happening ,  

which min imises waste. I f  the defect has already occurred , one should 
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There are many techn iques that support the overa l l  qua l ity of the system .  

Many of these ideas and p rincip les are derived from Japanese business 

There are four main strateg ies in  the prevention and d iscovery of defects : 

1 )  Automation - the mach ine beg ins the process of preventing the 

defect by send ing an alarm signal to an operator. 

2) Resistance to fault - a range of s imp le and inexpensive solutions 

preventing fau lts, for example, a peg blocking parts when 

assembled incorrectly. 

3) Andon - enab les the emp loyee to ca l l  for help when a fau lt in the 

4) Peop le.  

ph i losophy and are often referred to by their  o rig ina l  names. 

"We seldom use Po l ish words, in the same way the UK don 't. 

Kaizen is Kaizen .  Andon is Andon .  That works, in my opin ion ,  

real ly wel l  because it's a new concept for most of the peop le ,  so  

why pretend i t  is someth ing that is a l ready in  Poland .  Andon i s  

Andon .  And we tel l  people honestly i n  the presentation 'th is word 

has no  meaning i n  Eng l ish . It means 'alarm' i n  Japanese' . So, 

automatical ly you have th is image; th is is  a new technique." 

English Manager 2 

car is d iscovered and pu l l  the fau lty veh icle from the system without 

stopping the [production] l ine or i nterrupting standard ised work. 

(Nissan UK, Vauxha/1 Luton, Opel Polska) 

Another techn ique brought to General Motors from Japan i n  its orig ina l  

name is  gemba. I t  i s  a Japanese term mean ing  to 'go and actua l ly look at 

what you are talk ing about' , which cou ld  be translated as a strong shop 

floor focus. 
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The system of bu i lt- in qua l ity i n  Genera l  Motors' plants uti l ises many 

techn iques of enhancing positive attitudes among employees. Some of 

them are the promotion and performance related remuneration systems. 

Other ways to stimulate and bu i ld positive attitudes among the employees 

include a teamwork ethos and empowerment th rough Kaizen. 

"Kaizen is a Japanese word ; it means continuous improvement, 

l itera l ly. And Kaizen ,  in terms of the Japanese phi losophy, is 

typica l ly smal l ,  cont inuous steps of improvement - never stopping 

and never saying that 'you ' re okay, it's fin ished ' .  It 's never fin ished." 

The Kaizen princip le is imp lemented by means  of tra in ing and physical 

faci l ities ca l led Kaizen stations .  At the s ide of each production un it, there 

are stations where the employees can write down their ideas on a special 

form on how to improve their work. I t  can cover everything , includ ing 

d ifferent too l sett ings at the assembly stat ions. There is a budget 

contro l led by the g roup leader and the sh ift manager. So, if the team 

member has an idea to improve the qua l ity of h is/her work or g roup, s/he 

writes a request, which is forwarded and checked by the Kaizen leader. 

The process of implementing new ideas and Kaizen is regulated by 

specia l  procedu res. Every idea is assessed by a control l ing department, 

the Kaizen g roup,  and checked by eng i neers and  safety department. After 

the approval of these g roups ,  the idea can be implemented and the 

employee who invented it receives a fi nancia l  reward . The work of the 

Kaizen group is apparently excit ing and  creative, a lmost l ike an artistic 

"We stabi l ise some levels ,  check if the current solutions are 

appropriate and then we th ink about what can be improved. 

English Manager 1 

(Nissan UK, GME, Opel Polska) 

endeavour. But in fact, the rea l ity is d ifferent, and  their work proves to be 

as hard and ted ious as everybody else's. 
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Everybody, from the people on the shop floor to the team leaders, 

is very much involved in this process. Even things that are colliding 

with their regu lar responsibilities and mean more work for them are 

treated as a challenge related to increasing productivity. So people 

who leave the assembly process later work on improving it and help 

those who work on the prod uction line." 

Polish Manager 5 

(Opel Polska) 

Standardisation is considered to be the basis of good q uality, efficiency 

and continuous improvement. The principles of standardised work apply to 

all functions within General Motors , from the assembly line and its 

inspection process to the work of office-based staff, and are supported by 

such objects as SOS card 7 or Job Elements Sheet 8 . 

"The standard operation is the way to do it - completely correct. I 

want people to come in and build the car in the same way every 

day - that's what we're teaching peop le to do. You would say, 'But 

that's like a machine! '  I would say, 'Yes, because we are making a 

dynamic product, it has to be safe. If we don't, it kil ls people . . .  The 

standard operation is the best-known method today. If we find a 

better method tomorrow, we'll change it and that becomes the 

standard .  So, there's constant evolution of the process, to get the 

best way, which is then documented." 

English Manager 1 

(Nissan UK, GME, Opel Polska) 

Some might consider it boring , uninteresting and deprived of ' local charm' ,  

but  it serves a very important function in the GM world apart from a 

7 Standard Operation Sheet - it conta ins a detai led description of this particu lar job and 
the order of the actions. 
8 It shows the operation the employee has to do in deta i l ,  including job standards, where 
the tools are supposed to be etc. 
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reduction of cost, namely it enables a constant exchange of international 

staff without the need for them to adjust to local conditions, which are 

simply 'dissolved ' inside the factory. Any person trained in General Motors 

can effectively travel between p lants and start their work immediately as 

everything is almost the same in all p lants . 

Standardised work can be changed only through Kaizen . 

departure 

make the actua"

The procedures 

of standardised work are very detailed. Any from the 

standardised way will be very noticeab le and wil l l work 

more d ifficu lt. Every team member is trained in all standard operations in 

the team and these jobs rotate. This breaks the monotony of 

manufacturing work and protects the team from stopping their work d ue to 

the absence of any team member. 

Each car  produced in an OpelNauxhall plant is provided with a history 

card. All the important jobs on the car are described, and the people 

performing them have to stamp it (each worker has his/her own stamp) , 

which says: ' I  did this properly'. Here, qua l ity comes as a certificate. The 

history card has to be stamped at every stage of the production process 

as wel l as at the Standard Inspection Process Stations at the end of each 

shop where the people responsible for the inspection audits check the car 

for its conformance to specification. There are two kinds of audit: 

1 )  Internal - performed by special ly trained General Motors inspectors. 

2) External - done by non-Opel or Vauxhall people at several 

locations , locally and abroad , mainly in Germany. 

General Motors use a technique called visual management as a tool 

supporting standardisation. It is considered absolutely crucial for the 

smooth running of the plants. All offices in both p lants are full of boards 

with various charts , tab les and graphs. The boards are used during 

meetings to discuss the resu lts achieved in particular departments , their 
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deviation from norms, the actual and the desired state and so on. Visual 

management also includes al l s ignage and marks on the floors and wal ls 

to ind icate the working and repair a reas and paths .  

The last area of qual ity i s  quality of workmanship, often described as the 

most important part of qua l ity. The qua l ity of people and their 

process automatical ly, lead ing to h igh  qual ity. 

Al l elements ensuring the qua l ity of the workmanship and the system are 

implemented in order to lead to a h ig h-qua l ity fina l  product. The complex 

set of objects, ru les, procedu res and tra in ing is supposed to create a 

system in which q ual ity is someth ing procedu ral ly bu i lt-in ,  wh ich inevitab ly 

leads to h igh-qual ity levels in  the fina l  p roduct and the service offered to 

the customers. 

4.3.5 Summary of parl 4.3 
The idea of qual ity, as understood i n  Western car manufacture ,  travel led 

with in General Motors to d ifferent countries along with other concepts . The 

notion of qual ity is inherent in its transfer with in  larger concepts of the GM 

fami ly. The company ph i losophy and cu ltu re ,  despite being scattered 

among many plants i n  d ifferent countries , is carefu l ly governed and 

maintained by the European headquarters , as wel l  as by g roups of top 

(core) managers who serve as a med ium for transferring and 

implementing  the ideas of car manufactu re accord ing to the GM way. The 

centra l isation of the decision-making pmcess and the standardisation of 

operations with in each p lant makes the transfer of ideas a procedure that 

is repeated by ISPs in every new location .  

Qual ity is  a concept defined by Genera l  Motors as something that can be 

procedura l ly bu i lt-in to the production process . The system is designed i n  

workmansh ip is considered by managers to be the absolute base factor 

that determines the overa l l  q uality of resu lts ach ieved in the p lant. The 

system is designed in a way that ensures execution of the car production 
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a manner that prevents defects from occurring and shifts the responsibility 

for faults from individual onto the system. The emphasis is placed upon 

customers, both internal and external, and on the prevention of potential 

defects. 

The notion of quality, as defined by General Motors, has its orig ins in 

understood by GM :  

• the quality of the system; 

• the quality of the final product as defined by the customer; and 

• the quality of workmansh ip. 

These three elements function interdependently and create a whole 

system of built-in quality, which is understood to be an overall approach, 

engaging every member of the organisation into creating high-quality 

products and satisfied customers, both internally and externally. 

4.4 Ideas in residence 
Travelling ideas that arrive in new location meet ideas in residence, which 

may have existed there for years or even centuries . When General Motors 

arrived in Gliwice and in Luton , it had to face many ideas related to the 

meaning of quality that had occupied local car manufacturing for a very 

long time. This section presents these ideas in residence and describes 

them in two groups: ideas that diffused and led to creative translations 

(section 4.4.1 ) and ideas that resisted translation (section 4.4.2). 

4.4. 1 Diffusing ideas 

Japan , and has travelled to Europe with Japanese car manufacturers such 

as Toyota and Nissan. There are three main components of quality as 

4.4. 1 .  1 The Polish car manufacturing industry in the past 
"Effectively, a lot of people's perception in the world was ,  ' Poland -

that's a small country. Poland is a small country. This is only going 

to be a smal l  car factory. I t  will be very difficult for them [foreigners] 
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as an ex-commun ist country. They won't do very wel l . '  And these 

are 

English Manager 2 

a l l  prej ud ices and b iases that people have . "  

(Nissan UK, Vauxhall Luton, Opel Polska) 

Many a reas of trad itiona l  business in Poland are d ifferent from those i n  

Western Europe .  These, and  other factors, have contributed to reluctance 

by foreign investors i n  considering Poland as an ideal country where new 

and modern car factories cou ld be bui lt. 

Past recru itment p rocesses in Po land were far less  formal ised and 

structu red than they are today. The decision of an employer to recru it 

someone was very often based on the relationsh ip of an  appl icant to 

someone from the com pany. There was no structu red recruitment process 

with clear selection criteria in many compan ies. Hence ,  the employment 

structu re d id not always reflect a match between the requ i rements of the 

job and the emp loyees' ski l ls or qual ifications .  This factor strongly affected 

the qual ity of work in  car manufacture as wel l  as othe r  elements that are 

described later. 

Pol ish pre-1 990's industry was dominated by state-owned enterprises, as 

in a l l  command-based economies. The officia l  unemployment rate was 

fairy low; therefore the job market was not as competitive as it is 

nowadays. There were no carefu l ly formed , wel l-defi ned 

associated with the q ua l ity of work, such as qua l ity-related inspection 

objects 

procedures or remunerat ion systems incorporating an e lement of 'pay by 

qual ity' resu lts . The motivation  to achieve h ig h-qual ity p roducts was not a 

resu lt of a pre-planned company strategy, but a matter of personal 

ambition and motivation by some employees in what one can describe as 

Stakhanovism9 
. Unfortu nate ly, it was not a re l iable factor in determin ing 

9 Aleksey Stakhanov, a coa l  miner i n  the Soviet Un ion, whose team increased its daily 
output sevenfold by organis ing a more efficient d ivision of the labour system. The Soviet 
government encouraged the Stakhanov movement in 1 935 by offering h igher pay and 
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high-qua l ity cars .  Thus ,  many people joked that having a car that d id not 

break down was a matter of luck. 

" I  have worked in  the coal-m in ing  ind ustry for a dozen or so years 

and one could say that whi le there was qua l ity in that mine, there 

was a lack of a proper approach to q ual ity issues . On the positive 

s ide, there were ind ividua l  craftsmen .  Usual ly they were, wel l  o ld 

and young ,  people who took their  work very seriously and treated it 

with d ign ity. They often got it from their homes , their fathers and 

mothers .  They were i nval uab le ,  people who cou ld turn their hand to 

anyth ing ;  it came from instinct .  They were l ike d iamonds in  mire ,  

and  a lot of the t ime they'd d rown in it. They probab ly d idn 't even 

rea l ise that the qual ity of their work was outstanding because it 

wasn't recogn ised or  formal ised." 

Polish Manager 3 

(Opel Polska) 

The same s ituation where qual ity was a m atter of personal moral ity and 

ambition cou ld be found in car manufactu re, as remembered by one of my 

interviewees: 

" I  worked in  a p lant u nder the p revious system and of cou rse we did 

take care about q ua l ity, but let's face it  - i t  wasn't done so 

comprehensively as it's done here. Besides , it was a 

system and as a matter of cou rse, everything we produced was 

sold , so one d id n't care much about its qua l ity. It was more a matter 

of one's professiona l  ambition .  If someone were ambitious ,  he/she 

Polish Manager 1 

(Opel Polska) 

other privi leges. I n  many cases the emphasis on speed resu lted i n  poor qual ity and after 

would do it better, if less , he/she wou ld  produce trash . "  

d ifferent 

World War I I ,  the movement g radua l ly lapsed (The Columbia Encyclopaed ia, 1 995). 
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The idea of qual ity has been formal ised in Poland on a rather low leve l ,  

hence the absence of tools to measure h igh/poor qua l ity work. These were 

introduced along with many other  management concepts after 1 990, 

enabl ing a fu l l  institutional isation of the idea of qua l ity i n  Poland . 

"So the notion of qua l ity, h ig h  or  low,  has been in  our country for 

years . Yet it has to be said that I 've learnt the formalisation of 

qual ity and a systematic approach here in the p lant ." 

Polish Manager 3 

(Opel Polska) 

Qual ity i n  Pol ish car manufacture was not a big issue due to the mismatch 

between demand and supply in the car market .  The car-manufacturing 

sector was stimulated by su rp l us  demand over  supp ly with no competition. 

The qual ity of vehicles was a secondary issue as the production was 

d i rected to meet overwhelming customer demand . Just getting the 

product, which was usual ly d ifficult enough i n  itself, satisfied the customer. 

"As you can remember, a few years ago , maybe ten years ago, a 

car used to be a luxury. The cars were conquered10 
. You didn't buy 

a car; you conquered a car. Like most of the other th ings, a jacket, 

pair of trousers ,  were conquered . Back then , qual ity played a 

secondary role for the p roducer. For the p roducer, the quantity was 

important, to push th is car o ut th rough the gate. "  

Polish Manager 4 

(Opel Polska) 

The lack of demand for qua l ity and for structured ways of achieving it led 

to a somewhat nonchalant attitude towards work in  some people. It was 

wel l  described in a popular Pol ish joke current throughout the 1 960s and 

1 0  The Polish orig in  of the word 'conquered' ,  wh ich is used for such events as capturing a 
cou ntry or a castle against great odds , has been translated l iteral ly here ,  in place of the 
word 'attained' for example, which does not convey the effort involved . 
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1 970s : 'Czy sie stoi czy sie lezy dwa tysiace sie nalezy' (Wel l  awake or 

fast asleep , there's no blame - the pay's the same) . This joke is often 

quoted now as a striking contrast to today's s ituation , and is a good 

example of how things have changed . 

The fi rst chal lenge to this s ituation came in 1 9891 1  , with the beginn ing of 

the economic transformation of Poland . The rapid growth in foreign 

investment triggered some big changes in the Pol ish industry due to an 

increased level  of competition ,  wh ich p reviously did not exist. Qual ity 

became a necessity for those who wanted to stay on the market. 

"When the externa l  s ituation changed , in the beg inn ing of the 

1 990s, and it turned out that cars don't se l l  l i ke hot cakes anymore ,  

with cl ients ready to take anything you th rew at them at any old 

price ,  cl ients started to notice the qual ity of p roducts more .  They 

started to mon itor the technolog ica l  p rocesses, to check the match 

with the documentation. They began to d iscover and pay attention 

to various fundamental issues, wh ich we now regard as self

evident. And slowly, s lowly, qual ity standards  rose . "  

Polish Manager 5 

(Opel Polska) 

Opening the Pol ish trade boundaries in 1 989 resu lted in new business 

practices being brought in from the West. The old , ineffective ways of 

manufactur ing were slowly replaced by modern ways of production and 

work i n  the car industry. People would travel abroad and observe the ways 

in which qua l ity was brought about in the West. These first vis its to the 

foreign companies had a big impact on qual ity as peop le learnt different, 

more systematic ways of organ ising and planning their work. Polish 

employees who had a chance to work abroad compared their  companies 

1 1  
1 989 was the year of the fi rst ·free government election in Poland after WW I I  and it 

symbolised the col lapse of the Soviet domination .  After this date, a transformation from 
the command to the market economy began. 
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Polish Manager 3 

(Opel Polska) 

investo rs ,  along 

to those visited in other countries. This juxtaposition resulted in attempts to 

copy some of the methods observed in Western companies. 

"The last few years of the crisis , economic, but also a crisis arising 

from the opening of new windows onto the outside world , were a 

time in which ideas were assimilated; not just ideas, but entire new 

outcomes with those of the West. And they came to some strange 

conclusions: that, despite the existence of h igh quality on an 

ind ividual basis , overa l l  outcomes were problematic. There were 

just two possib i l ities . Either the actual outcomes were hijacked and 

massaged when reported; or there were no such outcomes, the 

effects disappearing  in a process of one step forward , two steps 

backward , two steps forwards and one-and-a-half steps back - that 

sort of thing . So  what impact d id it have on the coalmine? Well ! 

Those who had got a small taste of Western ideas implanted the 

ideas in a rudimentary fashion. For example, they said , 'We'll do 

away with waste , reduce costs here, and here, and let's see what 

happens' .  And that was d one on an all-or-nothing basis: bear down 

totally and see what occurs. So we bear d own here, and something 

gives way, so we ease up there .. .  and by this uneasy balancing 

act, outcomes were sought, but on a trial and error basis . There 

was as yet no systematic approach. "  

The first ideas of qual ity as an o rganised practice brought by individuals as 

described above were transferred to Poland within the know-how brought 

by international  with their capital and management 

systems. The structured ways of car manufacture, tested and improved 

over many years, were brought to Poland as a complete system. They 

perspectives on one's conception of work. Yardsticks were provided 

by which it became possible to compare one's own efforts and their 
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changed the Pol ish economy and working practices th roughout the 

industry. Hitherto, insatiable car demand was suddenly not only met but 

exceeded . Qual ity became a way of d isti ngu ishing a product. 

"At present, production volume is large enough: output's no 

p rob lem . The secret l ies in sales. You can start a price war. You 

can cut costs . But there's a l imit, because everyone else is doing 

the same, and so you have to offer the customer something more, 

and that something is qual ity." 

Polish Manager 4 

(Opel Polska) 

4.4.1 .2  Customer expectations 
After 1 990, the nature of the Polish car industry changed from one of mass 

production driven by insatiab le customer demand , to a competitive arena 

in which the customer came i nto the picture in a new role - as ru ler of the 

future shape of the market. So far, customer expectations cou ld have 

been ignored . Now their complexity came to l ight. 

In order to understand the complexity of Pol ish customer expectations, we 

have to look at the function a car had in Poland compared to the West. In 

the West, cars are commod ities, which represent social status in a 

straightforward way: s imple material prosperity. I n  Poland,  their function is 

more complex and, i n  p resent times at least, rather more far-reaching . In 

Poland , a car represents something that has been brought into the world 

and which changes the way in which the world sees you .  

larity of function 

The outward 

expression of prosperity is there, and so a partial simi"

between the West and Poland exists . I n  Poland , cars have a much higher 

value for their owners, as the car is a very important status symbol .  

" In Eng land and in Germany, people are used to having new cars. 

They d idn't used to be but general ly people are used to having new 

cars . When you go to Poland , having a new car, you know, I have 
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English Manager 6 

(Vauxha/1 Luton, Opel Polska) 

three new cars a year, three or four; it doesn't mean anything to me 

- it j ust means another set of keys. When you go to Poland ,  having 

a new car is how it used to be in England 40 years ago; it's  a really 

big event. And so they mean much more, they have got much 

greater expectations of the car then I have. As long as I can get in it 

and it starts and it drives,  I couldn't care less. But for someone in 

Poland to get a new car .. .  and I 'm speaking in general terms now, 

that is a much, much bigger issue than it is for someone in 

Germany or i n  England . "  

In this respect, Polish customer expectations are a lot higher than in the 

West. The car fulfi ls more functions and represents its owner in many 

ways . Thus , it has to be perfect regardless of its brand , price or s ize. 

The Polish car market was very limited i n  the past by the nature of the 

central ly d riven economy. After the opening up of boundaries and the 

arrival of the market economy, Pol ish customers could experience 

competition and the freedom of choosing from a wide range of various 

products, including cars . These were th ings present in the West for many 

years; thus , Western customers are much more specialised and product

orientated than their Polish counterparts. Paradoxically , even though s/he 

demanding as customers and some wou ld argue the opposite. 

expects less from the car, her/h is expectations are a lot higher than in 

Poland. This contradiction was present i n  the opinions of the English and 

German managers. Some of them were ins isting that Poles are more 

To summarise: Pol ish customer expectations are more complex than in 

the West due to the d ifferent functions a car has i n  Poland. Even though 

expectations in Poland are more complex and cover more features of the 

car, they are less specialised and regard the technical quality of the car 
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less. For Western customers ,  the most i mportant feature of the car is its 

functional ity and qual ity. They expect more with regards  to these features 

and m ight ignore other  aspects p resent i n  Pol ish expectations, l ike 

cosmetic, visua l  features. The expectations cou ld thus be d ivided into two 

groups:  

1 )  Functional ity - the techn ica l  qua l ity of a l l  fac i l ities related to the 

basic function of the car: transportation (h igher i n  the West). 

2) Add itional  functions - for example, cosmetic features of the interior 

trim ,  stereos, colour  range, overa l l  image and so on , related to the 

status and representative functions of the car (h igher in Poland) .  

The car i ndustry's past had a strong impact on Pol ish customers too. It 

made them very d ifferent from their Western partners in one more aspect: 

in the i r  trust i n  national  products.  

"You see, the Po le-as-customer is d iametrical ly d ifferent to the 

Pole-as-producer. When a Pole hears that something is Polish

made, he th i nks , 'Wel l ,  they fudged something there. Something 

wasn't r ight, it d idn 't  succeed on  the Western market, it stayed in 

Poland , and so it can 't be any good.' And that's our data about the 

market reaction to ou r  product. Our  Agi la model is rated worse i n  

Poland despite the fact that i t  comes with a 1 2-year warranty . . . it 

has the best-quality ratings of a l l  models . . .  and that it's a very good 

car. I have a good notion that even if someone runs this car for 

eight to ten years, he won't see any rust or corrosion. The paint in  

particu lar  is of  a very h ig h  q ua l ity. I came across a very interesting 

know, I 've had a spot of luck with my Agi la :  as it happens , it's been 

assembled us ing Western components. It was made in Germany. 

And I have these friends who are very unhappy with their Agi las 

because they're Po l ish-made.' And the joke is that the Agi la has 

never been manufactured in Germany: it's always been made just 

case, which you m ight want to write up in you r  dissertation .  A friend 

of m ine went to a dealer and met a customer who told h im 'You 
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here. This customer was convinced that the quality was high 

because it was German-made; in Germany, or the UK, something 

l ike that. And that conviction il lustrates our current Polish paradox: 

that we truly don't value the Polish goods that we produce. And on 

the other hand , the Agila model has very good ratings in the UK: 

people like the car and it exports in  large numbers. I don't know 

whether they realise that because it has a Vauxhall badge it doesn't 

mean it's made in Luton. Perhaps they think that it's assembled in 

rate, the Agila is a 1 00% Polish-manufactured car." 

The Polish underestimation of their products seems to be a national 

feature present in its h istory long before the command economy. It was 

well described in an old Polish saying : 

znacie' (You praise other people's property without knowing your own). 

' Cudze chwalicie, swojego nie 

Customer expectations vary not only between Poland and the West, but 

also between all the countries in Europe and elsewhere. They form 

country specific groups and are often extremely different from each other. 

"There are differences. The extreme difference is from Japan, what 

Japanese customers are expecting from the car because they have 

a completely different relationship to their cars. Just to give you an 

instance, I know that people in Japan don't drive their car once it's 

raining. They just leave the car in the garage because it could get 

wet. Other people are taking off their shoes before they are entering 

the car. This is absolutely extreme." 

German Manager 1 

(/TDC, Opel Polska) 

England and that it's Eng lish quality. Something of that kind . At any 

Polish Manager 1 

(Opel Polska) 
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Even though General Motors is aware of these d ifferences, its product is 

not country specific. They can only bui ld one product and it has to be 

identical regardless of where it was assembled . There is not the slightest 

possibility of adjusting a car's specification to the expectations of a local 

market, as all specifications are centrally designed and imposed onto the 

plants. General Motors p roduces cars for the global market and for a 

g lobal customer. 

4. 4.2 Ideas which resisted translation 

4. 4.2. 1 Change in Vauxha/1 
The attitude towards change among the workforce in Eng l ish and Polish 

plants is the most significant d ifference between typical brown and g reen 

field sites . 

" I n  the green field ,  we just told people, 'Th is is what you do. This is 

what you check. This is where we check it. I f  you fi nd the problem 

this is whom you tel l.' Now, if you are trying to do that in a brown 

field site, where people have had long experience with another 

system, you will strugg le because they will say, 'Well, we don't need 

to do that. Why do we do  that?' So,  you change the mindset. And 

that's the most difficult chal lenge anybody has to have, to take a 

brown field workforce, a brown field culture, and try to change it. 

That is very difficult and very frustrating . I spent two and a half 

years trying to do it and let me tell you, all the hard work of th is 

g reen field was nothing compared to the frustration of trying to 

change an old , traditional g roup of people. " 

English Manager 

(Nissan UK, GME, Opel Polska) 

1 

The openness to change and wil lingness to learn were the crucial 

characteristics of people selected for Opel Polska, and so it is not 

surprising their approach was open to change. They accepted the 
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' lessons' and new ways of car manufacture brought in by the ISPs with 

enthusiasm and optimism. It was something new and someth ing better 

than the old ways that existed i n  Poland in the past . 

The situation i n  England was the complete opposite . The Engl ish car 

i ndustry was qu ite successfu l whi lst producing veh icles using traditional 

methods .  There was no clear or d i rect th reat to the car manufacturing 

i ndustry and so people d id not see the need to implement any changes. 

Their old ways proved to be effective and chang ing them could not be 

justified in any satisfactory way. 

" If people have done someth i ng for 30 years in the same way and 

may have been successful economical ly, they've made a lot of 

vol ume,  and a l l  of a sudden ,  you come along and say, ' I 'm sorry, 

but th is is not going to a l low you to survive in the future'. They look 

at you and say, 'You are crazy. We've a lways done it l ike this. It's 

been OK' . "  

ambition and d rive to p lace the cou ntry in Western Europe and succeed as 

a car producer. The nat iona l  and personal pride people related to the 

p lant's success would not reach the same leve l  in England . The car 

manufactu ring situation i n  Eng land was stable ,  and the unemployment 

much lower than in Poland . Work at General Motors had a 

d ifferent 

rate was 

value for people. I n  Poland , people were often grateful for just 

having a job; i n  Eng land, it was a means of getting a better l ifestyle, which 

provided greater satisfaction and value than the job itself. 

English Manager 1 

(Nissan UK, GME, Opel Polska) 

The new practices brought to Opel Polska had potential for replacing old ,  

ineffective ways and enhancing good values embedded i n  Poland , l ike the 
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" I  th ink over here [in Luton] it is more d ifficult to get change because 

you have to convince people that there's a need for change. And 

because the organ isation's been here for 75 years ,  people believe it 

wi l l  a lways be here and there isn't the same sense of u rgency 

with in  the organisation .  And trying get people  moving i n  the same 

d i rection to create change is qu ite d ifficult because you have people 

who are from ai l d ifferent kind of age g roups, backgrounds and 

experience and they' re all very d ifferent in the way they think. We 

haven 't been ab le to g ive a common way of th inking , which we 

were able to do because we had a completely new workforce in 

Poland ." 

English Manager 8 

(Toyota UK, Vauxha/1 Luton, Opel Polska) 

Another important reason for the reluctant approach to change in Vauxhal l 

is the autocratic managerial style that has dominated the plant in the past. 

All actions were imposed by 'somebody somewhere ,  rather l ike a rel ig ion, 

with a master plan which steers the cou rse of the p lant' (Eng l ish Manager 

8). People were not empowered to have an impact on the organisational 

was qu ite strong among the managers in Vauxhal l .  I n  order to improve 

th is ,  various tra in ing prog rammes were desig ned and implemented using 

l ife and change anyth ing .  They d id not bel ieve they could make any 

d ifference. Th is is someth ing the plant sti l l  suffers from.  

The awareness of the need to change the cu lture and peoples' attitudes 

the cascade approach , fqr example ,  beg in n i ng  from the top .  There have 

a lso been some major changes to the organ isationa l  structure . An early 

reti rement scheme was i ntroduced i n  o rder  to create positions for new 

people. Many hou rly paid staff who were recogn ised as having great 

potential were promoted to replace o ld managers who had retired . They 

were ambitious ,  wel l-educated and hard working people who ' injected th is 

new blood ' that the company had been lacking . They al lowed prog ress , 
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which had been stopped by some trad itional people, and fi l led in  the large ,  

weak l ink of Vauxhal l  Motors .  

Unfortunately, many of  these efforts were welcomed in a very negative 

way or  rejected completely, for example,  the introduction of Andon 

train ing :  

"Antwerp is  a GM operation that's bu i ld ing i n  a process that we are 

trying to get to . We sent our team to go and look at their operation 

and g ive us feedback on what they saw. They came back with a 

presentation of what's good and what's bad about Antwerp and then 

what's good and what's bad about our p lant. When I sat through 

that presentation  th is week, it real ly concerned me that peop le had 

taken the opportun ity of p icking up al l  the legacy of the h istory of 

problems that we've had i n  th is p lant and used l ike ten years worth 

of historical problems . . . We invited people from outside our 

organ isation to s it i n  and people used it as an opportunity to exploit 

the i r  own personal compla ints . . .  They have m issed the business 

issue and the p latform, which we gave them to be honest and open 

and they exploited it to try to se l l  a message of how unfairly they 

have been treated i n  the past, and they have m issed the message. 

I felt very u ncomfortable because they damaged our plant's 

. reputation for their own personal gain or motivation . "  

English Manager 7 

(Vauxhall Luton) 

4.4.2. 2  Vauxha/1 closure 
The consequences of the reluctance to imp lement a d ifferent phi losophy, 

production technology and qual ity control  in the Vauxhal l  Luton plant were 

dramatic and came very unexpected ly. On 1 ih December 2000, the plant 

was operating in  the usual way and noth ing denoted the tragic turn that 

th is day would take. On  this day, those who happened to be l istening to 

the rad io heard the news announced by General Motors : The Vauxhal l  
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p lant i n  Luton wi l l  be closed on 2 1 st March 200 1 .  The decision was made 

by GM's headquarters in  Ch icago and came as a shock to everybody, 

incl ud ing Vauxhal l  managers. The fact that people found out about it from 

the news on the national  rad io and TV on ly added to the bitterness. 

Production was stopped immed iately. The plant became surrounded by 

journal ists and the Vauxha l l  headquarter  was invaded by outraged 

employees , b ut none of the protests and strikes of the local people cou ld 

change the inevitable. The decision was fina l. 

What was behind th is decis ion? Was Vauxha l l  the rig ht p lant to close? The 

views on this were varied. Some bel ieved that the decision was right and it 

d id not su rp rise them at a l l. They considered the p lant as obsolete and 

inefficient. But even those who agreed with the decis ion were absolutely 

infu riated by the way the company treated them in th is crucial moment. 

They felt degraded and betrayed by the company they once considered as 

caring .  They cons idered th is d ecision as ' un iversa l '  g lobal cruelty made by 

people i n  Chicago, without any cons ideration for the s ituation and the 

futu re of workers in the Vauxha l l  p lant. Here ,  one cou ld see a clear 

separation between Vauxhal l 's identity - a company that people identified 

themselves with - and the Genera l  Motors world. Some perceived this 

separation of interests as a reason beh ind the p lant's closu re. 

"We l l ,  the top guy now for the whole of GM worldwide is now the 

finance g uy. So it's not a manufactu ring guy and we are a 

manufacturi ng company. So if you are a finance g uy and somebody 

comes to you and says , 'We can improve th is but we can't do it now 

because we are going to loose money for four  years ,  but then we' l l  

start to make money. Are you i nterested in that?' He is looking at 

the bottom l ine right now. 'Oh my Goodness ! Right. Let's cut this , 

cut th is ,  cut this'. But we a re not i nvesting for the future. It's a l l  very 

short term , bottom-l i ne  ... I mean,  I get to see a l l  the other plants 

and I know what is go ing on i n  Europe. I mean it was obvious to me 
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English Manager 3 

(GME, Vauxha/1 Luton & Ellesmere Port, Opel Polska) 

1 2  months ago that a p lant wou ld close but they didn 't close the 

plant that they shou ld have done because pol itics got involved , and 

they closed one of the most productive p lants because it was 

cheaper . . .  Vauxhal l  i n  the UK makes a profit consistently. Opel in 

genera l ly the British car o r  British manufactu red car . . .  so right, we 

are going to close the p lant .  Where wou ld you close the plant? I n  a 

country where they main ly buy you r  product ,  or one in  a country 

where it doesn't real ly seem that they are loya l to your product and 

you probably won't loose much market share by clos ing that plant? 

I t's not the right plant to close because it's not losing mi l l ions, but 

strateg ically it's sti l l  going to save the corporation money and wi l l  it 

lose you sales? Probably not. Right. OK. So you've got that. You 

also have another factory; in th is particu lar case it's the plant next 

door - I BC.  They wi l l  p robably take over half of the workforce . . .  so 

then you got another factor to i nfl uence ,  which p lant do you close 

because if you close one in Germany you are going to have 

negative pressure, you are going to lose the sales and you have no 

workforce or noth ing for the workforce. You close the one in 

Eng land where you a re not go ing to lose sales .  You are going to 

save money and most of the workforce is going to be sorted out . "  

Accord ing to the promise, some employees were transferred to I BC.  The 

rest received a redundancy package and help in find ing a new employer. 

Germany is losing mi l l ions ,  is depressed and that is a secret. If you 

look at how people buy their cars , in Germany they tend to buy 

German cars ,  so Opel ,  BMW, Mercedes etc. If you look in the UK 

because they tax so h ig h ly, cars are very expensive . A lot more 

people go for the cheapest option that they can . And that is not 
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The last months of Vauxhal l 's l ife were extremely d ifficult for everybody. 

The managers strugg led to keep motivation levels and had to cope with 

the anger people wou ld put on them . They recal l  working for 1 9  hours a 

day and being at the end of their tether. They put al l  their efforts into 

l istening to people, absorb ing the anger and supporting them as much as 

they cou ld .  This effort was repaid as the p lant eventual ly came back to 

production and functioned normal ly unt i l  the end of March 200 1 . It should 

be noted that i n  the last months of its existence, the Vauxhal l p lant 

ach ieved the best-qua l ity results in  its h istory. Everybody agreed that this 

was the resu lt of peoples' pride; they wanted to p rove General Motors' 

decision wrong and show their ab i l ities. The change, wh ich began in 

Vauxhal l  before th is event, sudden ly quickened with surprising effect. 

Paradoxical ly what happened stimulated people to accept and implement 

changes they in itia l ly rejected - th is was thei r decl ine. 

off the assembly l ine , Vauxhal l closed its doors .  People left the company 

they once thought they would work at for the rest of their l ives . 

The events i n  Luton were echoed in  Opel Po lska . People real ised that 

each car p lant can reach its end and if it happened to the Luton plant, they 

real ised it cou ld happen to them as wel l .  It came as a shock to Poland and 

iticised the old brown field 

s ites for had a l ready started occurring in their own p lant. 

There was a lot of sympathy expressed in Poland regard ing Vauxhal l 's 

closu re. The fact that the decision was announced on 1 2th December had 

a strong symbol ic val ue as everybody in Poland associated this date with 

1 3th December  1 982 when martial law was announced . The symbol isms of 

the dates and being a part of the same 'fami ly' contributed to the sympathy 

On 21 st March 2001e, after 97 years , when vehicle number 7 ,41 5 ,045 rol led 

made people reflect on the i r  own future in the company. Being aware of 

how things have changed since they began working there , they noticed 

that the first signs of what they had a lways cr
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Pol ish staff felt towards their Eng l ish col leagues. On the Engl ish side ,  one 

interesting phenomenon emerged :  sudden hosti l ity towards the Germans ,  

which was never p reviously expressed or  had not existed before .  Now the 

Germans emerged as those who were 'the world 's best at protecting thei r  

own backs' (Eng l ish  Manager 9) . 

Opel Polska was suddenly confronted with the real ity of global car 

manufactu re .  The d rop in enthus iasm and involvement of thei r workforce 

was one of the resu lts of th is rea l ity, wh ich they have had to face since the 

p lant reached stab i l ity . Another wake up ca l l  came after 200 people were 

made redundant in Opel Polska ,  when 'Astra Classic' production came to 

an end and the p lant d idn 't receive another model as a rep lacement .  What 

is the plant's future? Wil l  it remain a success story and maybe become a 

home plant for other GM 'ch i ld ren ' , or wil l  it share the fate of Vauxhal l? 

Only t ime wi l l  tel l .  . .  

4.4.3 Summary of part 4. 4 
When the trave l l ing ideas of qua l ity and car manufacture arrived i n  

England and Poland with General  Motors' p lants , they came across 

various notions of car manufacture that had been resid ing in these 

locations for a number of years .  

The car manufacturing industry in  Po land has been d ramatica l ly d ifferent 

to the one in Western Europe. I t  has been d riven by the princip les of a 

central ly p lanned economy, and many of its rules were contrad ictory to 

those in  the West. Qual ity was a non-institutiona l ised issue, and there was 

no possib i l ity of developing this concept. Overwhelming demand had 

stimu lated a car market operating accord ing to the central plan economy; 

hence, qua l ity was neg lected and has on ly emerged when stimu lated by 

the ambit ion of ind ivid uals. The car industry in Poland ,  strugg l ing to meet 

the p roduction levels able to meet customer demand , has suffered from 

poor qual ity. 
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The Eng l ish car manufactur ing industry was the opposite of its Eastern 

European cousin .  Being a successfu l producer of cars exported to many 

was 

other countries, i t has prospered for many years . 

General 

The Vauxhall Luton plant 

almost 1 00 years old , and when Motors acqu i red it, it 

became known as the best employer in this area of England . 

The ideas resid ing i n  these two locations i l lustrate a strik ing contrast. The 

ideas in Poland had never successful ly fu lfi l led the function of car 

manufacture ,  thus the need for new ideas, which offered alternatives, was 

qu ite strong . The ideas in residence in England were the opposite, as they 

successfu l ly operated in th is location for almost a century and the need for 

change in this location  d id not appear as necessary. As a resu lt, the ideas 

in G l iwice, when met by trave l l i ng ideas, led to d iffusion and acceptance 

whereas the ideas resid ing i n  Vauxhal l  Luton resisted; th is ,  and other 

factors , led to the closure of the p lant. 

4.5 Friction energy 
When travel l ing ideas meet ideas in  residence ,  friction energy is produced . 

This very energy makes creative translations possib le .  Th is part wi l l  

describe the process of imp lementing the idea of  qual ity in Ope l  Polska ,  

and what happened when travel l ing ideas and their institutions met local 

ideas in Gl iwice . 

4. 5. 1 The Promised Land - the recruitment process in Opel Polska 
When an appointed group of ISPs arrived in  Poland , their goa l  was to bu i ld 

a plant that would operate d ifferently to the way i n  which the traditional 

Polish companies operated .  They wanted to bu i ld a factory according to 

the highest Western standards  and were determined to employ the best 

people they could find . 

" I f  you don't get the right qua l ity people, you won't be able to bu i ld 

the right qual ity cars . "  

English Manager 8 
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(Toyota UK, Vauxhall Luton, Opel Polska) 

The qua l ity transfer began with the search for 'qual ity people' and their 

mora l ity became an important d imension in th is search . I n  the first stage, 

on ly th ree peop le were employed. They wou ld become the ' right hand' of 

the fore ign managers i n  the actual recru itment process and in setting up 

the p lant. They were also there to support the cultura l  transition, to make 

su re that th ings were set up  and ready to receive newly appointed staff. 

"That [recru itment] system was something that's been developed in 

the UK. I t  was actua lly developed by the company that had done a 

project with Toyota. A couple of the peop le who were working in 

Poland , the manufacturing d i rector and myself have a lso worked at 

Toyota. So we knew th is process was very good and del ivered 

good qua l ity resu lts . So when we went over to the project, and one 

of the th ings we b rought with us was this company who we used as 

our recru itment consu ltant and who designed the recruitment 

process with us, s l ig htly changed it from the UK but essentia l ly it 

was a UK process .. . And the process was changed s l ightly to take 

i nto account the requ i rements in  Poland and what we were l ike ly to 

get." 

English Manager 8 

(Toyota UK, Vauxha/1 Luton, Opel Polska) 

The assessment process was defined i n  documentation as fol lows: 'The 

process itself is a series of fi lters that al lows the candidate to be evaluated 

in a variety of situations'. Havi ng the recru itment tool in hand , a desired 

profi le of the candidate was specified. Most importantly, it wou ld be a 

young person ' untainted with bad habits' . This wou ld enable General 

Mototrs to tra in  these people accord ing to their norms, al lowing for their 

efficient work and development. They d id not have to be already trained in 

the job they were app lying for. I nstead , they had to be obedient, wi l l ing to 
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change and learn new ideas. This is a person who is amenable to being 

mou lded . They had to be ab le to work wel l  i n  a team and carry out 

repetitive tasks for a long time strictly accord ing to the instructions.  They 

were supposed to learn everything in the p lant so their abi l ity to absorb 

information and implement them as taught was crucia l .  We might say that 

experience-wise , they could have been almost l ike ' tabu la rasa'. What 

made them the right cand idates were thei r persona l  characteristics . 

"And this kind of development is a huge responsib i l ity for the 

company management. Some would cal l  it brainwash ing , but taken 

in good faith , it's s imp ly a form of tra in ing i n  various work practices. 

And you can te l l  just by looking at people. Some have got so 

involved and have changed so much that even they' re nearest and 

dearest don 't recognise them . They don 't recogn ise what's 

happened to them in a good way; but also ,  it may be, i n  a way 

which is p roblematic for thei r environment." 

Polish Manager 3 

(Opel Polska) 

Opel 's job advertisements resu lted in an impressive response: almost 

46,000 cand idates appl ied for jobs in the plant. Having  1 , 800 jobs 

avai lab le ,  the employers had a s izeable g roup to choose from.  

The first stage of the selection p rocess was a written test, which was 

passed by ha lf of the cand idates. The test was fo l lowed by target selection 

interviews, where a cand idate was asked to describe an event from the 

past, which wou ld a l low the i nterviewer to gain a p ictu re of the candidate's  

approach to  work and how s/he would act i n  certain  s ituations s/he m ight 

face in Opel Polska. 

These questions were based on the assumption that if someone acted in a 

particu lar way in the past, there wou ld be a strong l i ke l ihood that they 
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. And those I 

paint cars."  

would act i n  the same/similar way in the future. This interview provided 

GM with a sample of proactive and q uality-oriented people who, as the 

Polish Manager 8 put it, 'were supposed to be aware that quality is 

absolutely fundamental in any kind of mass-production. ' 

''There is someth ing you can train people in and some things that 
are built-in to a person certainly tried to select were 
people with the right built-in qualities - those you can tra in how to 

English Manager 6 

(Vauxha/1 Luton, Opel Polska) 

Parallel to these interviews was an assessment centre , where the 

candidates had to perform strictly described but fairly simple and repetitive 

actions .  There were clearly described objects they had to produce. This 

was supposed to reflect the nature of their futu re work in Opel Polska and 

picture their quality focus. 

After a positive completion of all recru itment stages so far, the candidate 

would have a final interview with one of his/her potential managers or 

group leaders . The final interviews were carried out with the help of 

translators as none of the foreign  managers could speak Polish . 

"When I was in Germany, I started to try to learn some Polish. But 

you know that a little Polish is absolutely useless. You cannot 

converse with a little Polish. So we used to have fu l l-time 

translators, whom we could trust in what they were saying and that 

their translation was good. And in the end they used to take part in 

the interviews as well. So anyone who could speak English or said 

on the [application] form they could speak English, we were trying 

to conduct the interview in  English for two reasons; first of all it 

made it easier for me, and secondly it was a test on how good or 
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bad their  Engl ish was. And we started off saying :  a l l  staff people 

must be ab le to speak Engl ish. And we d id that to beg in  with but 

that wasn 't fa ir and it wasn't good enough. It meant that we were 

on ly selecting people based on one criterion, not on the i r  total ski l l .  

So we went away from that and that's why we had to sta rt using 

trans lators." 

English Manager 6 

(Vauxha/1 Luton, Opel Polska) 

From 46, 000 appl icants , 1 ,800 were selected and employed. The average 

age of th is g roup was 28. The majority of them had very l ittle or  no 

experience i n  car manufacturing . They came from d ifferent working 

environments. There was a g roup who worked in the coal-min ing i ndustry; 

some worked in the mach ine i ndustry. They usual ly had technica l  tra in ing ;  

some of them fin ished Polytechnic or Un iversity. Many people were 

continu ing to study. The h igh educational level of Pol ish employees is very 

often emphasised not on ly by Poles, who are proud of it , b ut a lso by ISPs 

who are very astonished and n icely surprised. They often describe the 

Poles as being the best workforce Opel has in  Europe. The astonishment 

seems to be partia l ly as a resu lt of p rejudices held in the West about Poles 

as simple and uneducated people.  This contrast was i nterest ing for me to 

observe in the opin ion of one Engl ish manager who said :  

" I  have to  be honest, rig ht now I 'm real ly happy to work with Pol ish 

people because Pol ish people are great workers . They' re real ly 

keen to do the i r  job and the people are really i nte l l igent and they 

learn fast. I th i nk  that's another value ,  because first th ing of a l l ,  I 

have to be honest, they have problems being from a poor country. 

So every t ime that they spend a Zloty or  two, they know the value of 

it. So they have the chance to have a good job,  and that's another 

q ua l ity; because when they buy someth i ng they want someth i ng 

good. So what they try to do is good because they know 
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somebody's going to buy it. Okay? And they expect good qual ity 

themselves ,  so it's easier to work with Pol ish people. I have to be 

honest , right now, for me, I have worked in d ifferent plants , and in 

d ifferent countries , and Pol ish people are the best workers I ever 

saw." 

English Manager 10 

(GM Canada, Opel Polska) 

However, despite the good op in ion expressed above, I met the same 

person one year later in I BC in England and he told me that he motivates 

h is Engl ish workers by saying : ' If a dumb Pol ish guy can make it, you can 

make it as wel l ! ' He was the on ly person I met who used these negative 

and often added that 'the weather isn 't that cold e ither' .  Most of them took 

the i r  fam ily and some of the ir Eng lish employees to visit Poland to meet 

the local people themselves. 

Many Po les employed in Opel Polska owned p rivate enterprises and 

risked a lot by changing their jobs . They exchanged their financial stabi l ity 

for tempting development opportunities . Personal development and 

ambition seem to characterise the average profi le of the Opel Polska 

employee. They are keen to learn and improve the qua l ity of their work 

and l ife .  

hard 

done-by attitude of the kind you sometimes see where the on ly 

th ing that's ta lked about is remuneration . Here ,  they take their 

satisfaction from the qua l ity of their work and the i nnovations they 

might i ntroduce to it, as much as from the i r  pay. And there's some 

" I  must say that manag ing this sort of team i s ,  on the one hand , a 

they' re very creative, 

g reat treat since these are 

and they' re self-starters . There's no 

people who real ly do have lots of ideas, 

stereotypes after a few years' experience working in Poland . The rest of 

the Engl ish managers always emphasised how unfair  these prejud ices are 
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English Manager 1 

(Nissan UK, GME, Opel Polska) 

internal competitiveness as wel l ,  healthy competitiveness I 'd say. 

But, on  the other hand , manag ing  th is sort of team is a g reat 

cha l lenge because you simply can 't cover up uncertai nty or inab i l ity 

with some sort of facade of self-confidence , because these people 

wi l l  see through i t  very easi ly. S imply stated , they' re very 

demand ing subord inates." 

Polish Manager 5 

(Opel Polska) 

Everybody who passed the selection process is aware of the fierce 

competition they had to win. This is a source of h uge pride for many 

people. They d idn 't get th is job 'th rough someone' (po znajomosci) but 

were selected as an  outstand ing ind ividua l  su itable for work i n  the fi rst 

West European car manufacturer  i n  Poland . They know they work with 

val uable people of a s imi lar  p rofi le. 

"We cou ld take people out of very trad itiona l  a reas of bus iness and 

bri ng  them here and completely destroy the cu lture. So you have to 

carefu l ly se lect the management people to come and run th is . . . 

We've got young ,  forward th inking  people. Management people 

speak other  languages and speak to us in Eng l ish. Some of them 

4. 5.2 Language 
Each Genera l  Motors p lant has its official working language. I n  the case of 

Germany or  England (as wel l  as America) , it is of cou rse German or 

Eng l ish . The rest of the European plants adopt e ither one of them 

depend ing on the dominating language in the g roup of ISPs; for example,  

in Zaragossa, Spain ,  it is German even though not many Span ish peop le 

speak fluent Eng l ish ,  German , and Po lish of course, and they are 

able to commun icate very wel l  with the rest of the GM worl d . "  
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are fluent in it . In Poland, English became the official language. But one of 

the English managers considers this strange. 

" Instead of the 1 5  people from the UK  trying to learn Polish, 1 5  

people decided , take 1 00 Polish people each and try to teach them 

English." 

(Vauxhal/ Luton, Opel Polska) 

English Manager 9 

Even though the g roup of ISPs knew about their future work in Poland 

almost a year in advance, and spent some time in Germany preparing for 

this , only one person tried to learn the language. The rest used 'Polish is a 

very difficult language' as an excuse. And so English became the plant's 

working language. All Pol ish managers could communicate in English with 

the ISP g roup. For those who couldn 't speak English , language courses 

were organ ised . People were encouraged to learn the language not only 

for the sake of their current job, but also for their future careers. The 

adoption of a foreign language as a working language in Poland created 

not only an opportunity for Polish staff, but also some friction .  Some of the 

Polish employees felt as if they had no choice if they wanted to 

communicate with their bosses. 

" I ' ll g ive you an example from the production environment. When 

you are building cars on an hour-to-hour basis you have a . . .  let's 

take me as a shop manager. You have me; I was the shop 

manager. You wi ll have a translator with me and you' ll have a group 

leader. You have to try to explain through non-technical personnel 

something to a technical person about a technical problem. The 

message often gets confused. The group leader doesn't want to say 

he doesn't understand because he is i n  a high-pressure situation 

and would often sometimes say something that you think he's 

understood . When he walks away, he may then go talk to the 
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trans lator again and say: 'What d id he real ly mean in  that s ituation?' 

Now, when you get s ituations l ike that it takes time to commun icate, 

you've lost the time window and secondly you do not rea lly 

commun icate the message."  

English Manager 2 

(Nissan UK, Vauxha/1 Luton, Opel Polska) 

Pol ish people were often in  fear of admitting  they d idn 't understand 

something in Eng l ish ,  as it was 'obvious' they shou ld u nderstand it, 

especial ly on the management level . Shame, fear and the lack of 

language confidence often led to them being s l ightly pushed aside. 

"And I th ink to a certain extent we have stifled the creativity and 

influence of the local workforce because ,  wel l ,  one reason is that 

most of the d iscussions about pol icy or p rocedu res ,  you know, have 

been done in Eng l ish .  And of cou rse, if Engl ish is you r  fi rst 

language, it's much easier to communicate the point . I th ink to a 

certa in extent we have carried it out th i s  way not because we 

convinced people th is is the right way to d o  it, but because they are 

certain ly unable to express their oppos ition or concerns with it ." 

English Manager 4 

(Nissan UK, Vauxha/1 Luton, Opel Polska) 

The majority of the Pol ish employees managed to learn enough Engl ish to 

commun icate with the I SPs. But there a re i nd ividua ls  who weren 't able to 

learn it or objected to learn ing it. 

"Someth ing that d idn 't work out for me, where I took a knock, is 

where I 'd a lways wanted to learn the language properly but, d ue to 

the pressu re of events, I had to recogn ise that my Eng l ish was on ly 

average. But that was just too bad : those who need to understand 

me wil l  j ust have to learn it; after a 1 2-hour sh ift I j ust don't have 
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just 'some crazy foreigners' . The working languag e  of the p lant ,  which was 

in it ial ly Eng l ish , is slowly changing to Pol ish . Eventual ly, there wi l l  come a 

time when Opel Polska wi l l  become the Pol ish p lant language-wise and 

any more energy for study! [Laughs] So I accepted my setback . But 

that's someth ing that d idn 't work out for me." 

Polish Manager 4 

(Nissan UK, Vauxha/1 Luton, Opel Polska) 

The effort to improve the qual ity of communication in the p lant came from 

one side on ly - the Pol ish staff. Even though many ISPs ,  after a few years 

of l iv ing in Poland ,  were able to understand Polish qu ite wel l ,  they never 

used it i n  the i r  contacts with the Pol ish staff. It was often the subject of 

jokes where people 'warned' me: 'Be carefu l ,  because they understand 

Pol ish ' !  The on ly attempt of an ISP officia l ly speaking Pol ish I witnessed 

was during the 'State of the Nation' meeting , an annual  ritual of 

announcing Opel Polska's resu lts . The ISPs seem to refrain from using 

Pol ish in the p lant but g lad ly use it when back in  England . During my visits 

to Vauxha l l ,  they always greeted me in Pol ish and sometimes would d rop 

Polish terms i nto the conversation . 

The i n itial domination of the Eng l ish language i n  Opel Polska was planned 

to be decreased after the management positions were taken over by the 

Poles. Many documents , procedures and protocols ,  wh ich were written in 

Eng l ish ,  were gradual ly translated i nto Pol ish . The meetings were more 

often led in Pol ish too. A transition of Opel Polska from Engl ish to Polish 

was very often disturbed by prob lems with translations , which were often 

of a very poor qual ity and could not communicate the orig ina l  message. 

The gradual adoption of the natives' local language as the working 

language is a very important symbol of change that Opel Polska is going 

through .  As ISPs always emphasised , th is is a Pol ish plant and they are 

ISPs wil l  be replaced by loca l staff. This process shou ld sign ificantly 
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improve the qual ity of communication in the plant ,  because people wi l l  be 

able to converse in thei r  own language with each other. As described by 

one of the managers ,  the symbolic end of th is transit ion wi l l  come when 

one day a production meeting wil l  be run using the Pol ish language 

i nstead of Eng l ish . 

4.5.3  Building the plant and the start of production 
"Th is was one of the first th ings we had to get across to everybody; 

that we were not going to bu i ld some back-street garage p lace .  We 

were go ing to bu i ld the best p lant that GM has got i n  Europe."  

English Manager 6 

(Vauxha/1 Luton, Opel Polska) 

The period between bu i ld ing the plant and the start of p roduction 

possesses some of the most nostalg ic  myths told by the people who 

participated in it .  It was a t ime of extremely hard work but as many say 

also the most beautifu l time of their careers . They were a l l  creat ing 

someth ing new, bu i ld ing a huge plant from scratch with their own hands! 

The spirit of ownership that many people fee l  nowadays about Opel 

Polska is absolutely un ique .  They fee l  a lmost l ike proud parents who 

watched their ch i ld g rowing .  On ly in th is case the chi ld was in it ia l ly a field 

of mud and now it's a car man ufacturing p lant producing 1 20 cars a day. 

The activity of Opel Polska in G l iwice started in 1 998 in a smal l  office ,  

where the recru itment processes and other documents were p repared . I n  

the meantime, the actual process of bu i ld i ng the i nfrastructure of the p lant 

began .  

"Wel l ,  the design centre , wh ich designed the p lant, the actual ,  the 

main bu i ld i ngs and supp ly, is based in  Germany. But even there it's 

not qu ite as s imple as that, because of the way the p roject was 

managed - contracts were awarded to companies who were 

responsible for bui ld ing the whole of that particu lar un it and they 
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were g iven certai n  objectives to ach ieve , for example ,  bu i ld ing the 

body shop ,  the paint shop and general assembly shop. So, for 

example ,  the equ ipment wou ld have to be able to bu i ld 30 ,000 un its 

an hour  and wou ld have to do it with i n  certai n  qua l ity standards. 

Essential ly, those companies were then responsib le for insta l l ing 

the mach i nes, checking the mach inery, making sure everyth ing 

worked . So at the end they cou ld  j ust hand over the key to the 

bu i ld ing and say: there you go. And it's termed a tu rnkey supp l ier 

because the idea is you can j ust go and tu rn the key and it works . 

Doesn't a lways happen l ike that but that was the idea . Those 

compan ies were also bring ing the i r  own qua l ity ideas into the 

operation as wel l  and these were very experienced companies . "  

English Manager 8 

moved onto the bu i ld ing s ite where they wou ld  be based in a coup le of 

Portakab ins .  They had to organ ise l itera l ly everyth ing , so when the plant 

wou ld  be bu i lt they cou ld start the tra in ing and prod uction immediately. 

Apart from this, they had to supervise the bu i ld ing work as wel l. Everybody 

was prepared to work hard and indeed they d id so, often unti l late at n ight. 

They were eagerly l isten ing to their fo re ign supervisors ,  catch ing their 

ideas and trying to app ly them as best they cou ld .  They were creating 

someth ing un ique ,  somethi ng so much d ifferent from the o ld , trad itional 

Pol ish factories . This p lant was going to be new, modern and the best in 

Poland . In on ly 22 months they transformed a g reen field on the outskirts 

of G l iwice i nto a modern car manufactu ring p lant. It was 

anybody bel ieved it cou ld be done. Not on ly was the pace of the progress 

faster than 

impressive , but also the fact that a l l  qua l ity and quantity production targets 

were met. 

(Toyota UK, Vauxha/1 Luton, Opel Polska) 

The Opel Polska people i n itia l ly worked i n  the G l iwice office and were later 
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"Everybody so desperately wanted to achieve what were very 

d ifficult targets in terms of volume ach ievement and qua l ity levels, 

that I can remember th is fina l ly cu lminated one day when we'd just 

had very bad dai ly aud it resu lts . . . And there were times du ring the 

pre- launch period when things got so bad, with frustration ,  that we 

lost ou r  sense of respect and we treated each other  poorly and 

vio lated what we knew about how you shou ld treat people . But 

there were good th ings. There were so many real ly . We probably 

could have been better but we tried to make so many m i lestones. I 

can th i nk  of some very important mi lestones ,  l i ke when we bu i lt the 

first on l i ne p roduction Astra . There was a big ceremony and we 

d rove the car out and there was a h uge cheer  and everybody was 

there and that was a very proud moment. You should get someone 

to show you the photographs of that. That was g reat. And when we 

bui lt the fi rst Ag i la ;  the fi rst Agi la came off the production l i ne and 

everybody was there ,  cheering and clapping and that was g reat. So 

there were moments l i ke that." 

English Manager 4 

(Nissan UK, Vauxhall Luton, Opel Polska) 

This passage is a good example of how people felt about those early 

days. There a re bad memories of hard and stressfu l t imes and strenuous 

work, but they a re ecl ipsed by the sense of achievement, ownersh ip and 

pride from launching the p lant. The Pol ish crew who were bu i ld ing thei r 

first cars were very often 'overdoing ' thei r job, which was a problem in 

some areas of p roduction .  

"Basical ly ,  we kept bu i ld ing cars and we cou ld never pass them to 

sales. Do you understand what was wrong with it? Bu i ld a car, and 

when i t 's passed on to sales i t  means it's no  longer Opel Polska. So 

it's a very important process after the qua l ity contro l  to find  i t  

accepted to go to the customer. And it's qu ite a responsible job .. .  
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So what we found was that people were nervous about making a 

decision because they d idn 't want to make a mistake. Second ly, 

peop le d idn't real ise , that if you conti nual ly send the car for repair, 

repair ,  repai r, you actually cause more damage. We were actual ly 

reworking  the car so much , that damage was happening to the car ,  

which wasn't good for quality. The most important th ing about repai r  

is , that repair  shou ld on ly be done if  i t  makes the qua l ity of the car 

better. So ,  a simple example, the best example is ,  we would have a 

tiny p iece of d irt  in  the paintwork and someone would say, 'That's 

unacceptable to send to the customer' . We would then grind it down 

to bare meta l ;  we'd put primer on ,  put the base coats on. 

Cosmetica l ly ,  i t  wou ld look g reat but actua l ly the corrosion 

protection was worse in that. Now, from the customer's viewpoint ,  

corrosion is much more important than sl ight, t iny p ieces of d irt. So, 

we had to educate people that this is a mistake. I t  took us about two 

months to do that." 

valuable people enhanced staff ambit ions to succeed. The insecurities that 

came from not having to bu i ld cars i n  the past resu lted in people overdoing 

most important mi lestone in the h istory of the plant, there was the launch 

of a second mode l  - the Agi la .  So far , the Agi la has been a success story. 

It was launched on  time and accord ing to one of the Engl ish managers: ' It 

is the best q ua l ity launch of an Opel p roduct ever, both i n  terms of our 

interna l  measures and external measures' (Engl ish Manager 2) . Each 

model started a new era for the plant. The Astra meant, 'We made it'. The 

English Manager 2 

(Nissan UK, Vauxhall Luton, Opel Polska) 

Getting a job in  an area of h igh unemployment i n  Poland also brings with it 

a fear of losing that job. Being able to work for a prestig ious company with 

the i r  job or not accepting their responsib i l ities. 

After the launch of the fi rst Astra mode l ,  which is considered the first and 

1 02 



Agi la means 'development' and 'keeping it up' .  But for the Pol ish staff, it 

also means patriot ism. 

" I 'm basical ly certain ,  that here i n  th is p lant, a l l  these people 

work ing here rea l ise that one has to produce goods to the highest 

standard ,  the h ighest qual ity. And that's for several reasons. One 

very relevant factor, quite apart from the awareness that goods 

which a ren't of h igh qual ity wou ldn't sel l ,  seems to be that here we 

have a factor which is fundamental ly Pol ish , and that's a factor 

which I would characterise as aspiration.  I mean , and particularly 

Pol is h  b rand , or  something sim i lar, should be something of the 

h ighest qua l ity. And it seems to me that a lot of people here, and 

especia l ly the younger ones who want to create someth ing good, 

s hare th is view and this perception . . .  You ng people have this 

about them; they' re ambitious .  I n  contrast to older people who 

come to work to earn money, younger people are engaged, 

somehow, and want to be to ld , wel l ,  yes , it's you who are bui lding 

this car. You can tel l  that from the way they keep taking 

photog raphs of themselves with the cars , they're identifying 

themselves with it. " 

Polish Manager 1 

(Opel Polska) 

The arrival of General Motors to Poland,  among other Western companies 

on the Pol ish market after 1 989, started a new era ; the era of departure 

from Eastern Europe (bluntly, freedom from Moscow) and a renewal of 

one's membersh ip of the West. When Opel Po lska reached its 'maturity' 

and became an equal partner for other European p lants , it symbol ised the 

arrival of Poland to the Western world : 'We made it' . 

among those Poles who remember the previous system, Poland 

was always considered as a p lace whose products were trashy. I n  

this respect , it's a matter of pride for me that anything that carries a 
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4.5.4  Staff development 
'Once the right people are on board , they must be tra ined ! '  (GM manual)  

Accord ing to General Motors materia ls ,  there are th ree types of train ing 

offered to a l l  team members .  

1 )  Basic fundamentals 

- Vis ions and Values 

- Lean Production 

- Team Concept 

2) Ski l ls fundamentals 

- Problem Solving 

- PDCA Cycle (P lan , Do, Check, Action) 

- Systems 

- QNPS (Qua l ity Network Production System) 1 2  

3)  On-the-job Tra in ing 

- Technical Ski l l s  

" I  th ink ,  I ' l l  use the word indoctrination level , the train ing level of a l l  

of the employees of Opel  Po lska , was very strong . . . Every 

teaches them a l l  of our vis ions and values that the company is 

Train ing of basic fundamentals is usual ly supported by visits to other Opel 

p lants and personal coach ing .  For the first people employed in Opel 

Polska, th is tra in ing was organ ised with specia l  care .  

employee that starts at Opel Polska has a week, the fi rst th ing they 

do is they attend a week of induction programme. And that program 

based upon ,  one of wh ich is [bu i lt- in] qua l ity. "  

English Manager 4 

(Nissan UK, Vauxha/1 Luton, Opel Polska) 

1 2 
QNPS was used at the beg inning of the 1 990s and was later replaced by the term 

GMGMS (General Motors Global Manufacturing System), mean ing Genera l  Motors' 
global philosophy based on special procedures. 
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"So with the fi rst ten people that we had . . . [Looking for something 

on his desk] I have got a photograph with the fi rst ten people that 

started work with Opel Polska. I 've b rought them here [Luton] ,  to 

this p lant to tra in them about, and show them , the paint shop. And 

then we went to the p lant in El lesmere 

the picture of him and other 

Port. And on the weekend 

we went to London [Showing me 

people] . So that was I with the first ten people that started in Opel 

Polska. You might recogn ise that's Big Ben in the background , 

yeah? So one of them got lost i n  London . Anyway, that was the 

good th ing about it; a good memory." 

English Manager 6 

(Vauxha/1 Luton, Opel Polska) 

A large part of the i n it ial tra in ing is on-s ite tra i n i ng , which takes place i n  

the home plant. The home p lant i s  a fu l ly d eveloped Genera l  Motors' 

subsidiary where newly appointed staff who a re from g reen field s ites can 

learn the pri ncip les of lean car manufacture. The choice of the home plant 

for a newly bu i lt factory is usual ly based on the model of the car that is 

p roduced ; thus ,  new p lants which are going to p roduce the Vectra wi l l  take 

as thei r  home p lant the o ld p lant producing the Vectra as wel l .  I n  the case 

of Opel Polska, the p lant in E isenach in Germany became their home 

p lant. They continuously compare each othe r  and learn what is cal led 

'best practice exercises' from the Germans. This  incl udes solutions for 

organ ising systems of q ua l ity assurance (which a re also taken from Toyota 

and N issan i n  the U K) ,  q ua l ity standards for a particu lar  model of the car, 

management proced u res, management problem solving and 

organ isationa l  structu re , for example, how many workers shou ld be in a 

team. These methods were developed , ana lysed and tested o rig ina l ly by 

the Japanese and then app l ied and further improved by the Americans 

and the Europeans. Many Genera l  Motors p lants use these methods, but 

Eisenach was the fi rst p lant bu i lt from the beg inn ing accord ing to 

Japanese methods. Opel Polska appl ied the concepts derived from the 
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same philosophy but improved and pushed them even further. The 

process of continuous improvement had been put into practice when 

building the plant and in bring ing  expertise from Eisenach. Thus, many 

people say that now Opel Polska has become the model for Eisenach and 

many other General Motors plants. Apart from the visits of the employees 

to the home plant and other European plants, there was an intensive 

knowledge exchange between the four plants created simultaneously with 

Opel Polska; they are Argentina, China and Thailand. These contacts 

ceased in 1 998 when Opel Polska officially joined General Motors Europe. 

The initial visits to other plants enabled the Polish staff to learn the 

concept of quality as a system and also enhanced their d rive to succeed in 

the GM arena. 

" .. . and everywhere I came to the same conclusion, that there aren't 

any extraordinary people who have advantages d istinguishing them 

from people in Poland. They're the same rough diamonds, only it's 

a matter of cutting and presenting them as polished jewels: a 

question of having people who know how to shape them, and teach 

the same to others, in an appropriately systematic way." 

Polish Manager 3 

Some people who had the opportunity to visit Western countries wondered 

why they were doing better and Poland was doing worse. They found the 

Poland could succeed in car manufacture. This ambition was amplified by 

(Opel Polska) 

answers during these visits and training in Opel plants. Polish industry was 

lacking in methods and systems. General Motors training came to be a 

tool people could use in their attempts to meet the West, to prove that 

the plans of the ISPs to make Opel Polska even better than their Western 

partners . 
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The h igh level of indoctrination and the i ntensive train i ng appl ied in Opel 

Polska were the most important factors (not forgetting  the selection 

process where 2 ,000 staff were chosen from 46,000 candidates) 

contributing to the success of the plant. 

"So ,  an example from the tra in ing phase : the basic tra in ing about 

qual ity, what it is ,  what it g ives , its measurable benefits , and ways 

of assess ing and reporting it. It 's safe to say that a l l  the reporting 

requ i rements were met with utter d istaste , that, yet again , to the 

l imits of endurance, one was requ i red to take everything apart in  

fine detai l  because that's the ru le, that's the standard ,  and there's 

no avo id i ng it. Having said that, th is attitude eventual ly got into 

people's b lood ."  

Polish Manager 3 

(Opel Polska) 

The 
4.5.5  Furnishing new culture in Opel Polska 

train i ng described i n  the previous section  dealt with the issue of 

teaching people the principles of lean manufacturing and i n  particular 

techn ica l ski l ls .  The following section wi l l  examine the process of creating 

and develop ing organisational cu lture and the phi losophy of Opel Polska .  

This complex p rocess of fu rn ish ing a new cu lture with i n  the Pol ish plant 

started before it was even bu i lt. The g roup responsib le for setting up  the 

plant met for the fi rst time in Germany, and this is where the ideas 

regard ing the shape of the plant were exchanged. As mentioned before, 

the phi losophy was based on Japanese principles of management i n  lean 

manufactu ring .  

"So, we'd already made that cu ltural  sh ift i n  our heads to do i t  l ike 

the Japanese. As I exp lained to you the other day, we decided to 

take things from Japan based on what wou ld fit in with the loca l 

commun ity of the North East of England . And the simi lar type of 

thing , here ,  how it wou ld fit in  with a local , Pol ish culture. But that's 
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long time. To offer 

not, to say, wel l ,  the cu ltu re would necessarily accept th is. Because 

we have to say, we m ight break the cu ltu re of the local area. And 

we do th ings d ifferently, because we have to do it, to avoid a clash 

of standards.  We have to bring the best ideas and working 

practices to the bus iness and if that doesn't quite fit in to the Pol ish 

cu lture ,  then we have to furn ish a new culture .  Somebody said to 

me the other day, ' If you don't start the change i n  the country, we 

wi l l . '  So,  I th ink, if you go i nto th is a l ittle bit deeper, if you talk  to the 

local people ,  some of the bus iness practices we do ;  we talked 

about the very fact that everybody i n  th is p lant cal ls me  'John ' ,  not 

'S i r' or 'Mr  Burton ' 1 3
. We have opened up  the communication and 

that's part of it ,  to create th is atmosphere of communication on  al l  

levels .  

English Manager 1 

(Nissan UK, GME, Opel Polska) 

Having had a team of managers tra ined i n  Japan ,  the basis for creating a 

culture was established . These were the vision and val ues they wou ld 

respect i n  the plant . Let's have a look at them in more deta i l .  The vision of 

the p lant is :  

"Opel Polska wil l  earn the enthusiasm of its customers by p rovid ing 

cars which exceed customer expectations in  qual ity and cost 

competitiveness. The company wi l l  achieve th is through its people 

by developing a safe environment wh ich supports lean 

manufacturing princ iples and responsible empowerment." 

each other for 

(Opel Polska Vis ion & Values , p . 1 )  

Comparing  this vision with the norms that existed i n  car manufacture i n  

Poland i n  the past, one can notice some e lements that wou ld  be a novelty. 

13 
I n Poland , people usual ly ca l l  each other ' Lord' or 'Lady' and talk in the thi rd person ,  

un less they are friends or have known a a 
communication with the exception from this rule is a big chal lenge to Polish culture. 
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BHP  - Bezpieczenstwo i Higiena Pracy. (Work Safety and Hygiene). 

As described before, the surplus of demand over supply in  the Polish car 

manufactu ring  industry i n  the past excluded customers and thei r  

expectations from the p icture .  Thus, exceed ing customer expectations 

was a new value that had to be thoroughly appl ied . Safety was commonly 

known in  Poland under the term BHP1 4
• It was widely referred to, and 

frequently but not a lways appl ied in many industries before ,  but Opel 

Polska put such an emphasis on this aspect that many people described it 

as 'going nuts about safety' . 

Lean manufactu ring  

lean 

was also a new concept. There was a stark contrast 

between manufactu ring  princip les and the uneconomical use of 

materials i n  the Pol ish car industry i n  the past ,  and the management team 

was aware of it. It is possible that their evaluation of the situation might 

have been more pessim istic than it was i n  real ity, but in  order to 

i ncorporate the values mentioned i n  the vision of the company, they 

adopted the fol lowing strategy: 

" I n  the very beg inn ing ,  attention was drawn particularly to matters of 

safety; it was emphas ised everywhere. 'Safety F i rst' was d ri l led into 

everyone.  Every s ign ,  every labe l ,  said 'Safety First' , everything 

concerned with it. And that notion of safety was emphasised , and 

screwed down so hard ,  that nowadays people volunteer reports as 

a matter of cou rse , on incidents that you'd have to be excessively 

sensit ive about to see as a safety issue if you were working 

e lsewhere . . . Real ly, it's going too far in the opposite d i rection ,  but 

that's intentional , the idea being to temper people's sensitivities so 

that when the constant pressu re of all those rem inders is eased , 

people don 't revert to zero but remain set in the safety attitude. And 

it's stayed that way to this day. "  
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Polish Manager 3 

(Opel Polska) 

The p rocess of qual ity transfer was not an entirely one-way process of 

impos ing ideas onto the local environment. It was often described as 

mutual  learn ing  and sometimes a trial-and-error experience . Room for 

negotiation varied in  d ifferent areas of the organisation and production 

p rocess. I t  was wel l  p ictu red by the Engl ish manager who described it as a 

'formal ity conti nuum ' :  

considerations of the final p roduct and came 

Qual ity and Rel iab i l ity HQ in ITDC in Germany. 

mai n ly from the 

They are ,  for 

example :  conformity of p roduction (e. g .  veh icle emissions levels) , 

lega l  markings on  some components (head lamps, g lass) , 

homologation (Veh icle Identificat ion Number - VI N p lates) , weight 

of the veh icle and its fue l  consumption .  These strict, legal 

requ i rements have to be met otherwise it is i l legal for Opel Polska 

to sell the veh ic le as th is type of veh icle. This i nformation comes in 

the form of written documents , parts drawings and written 

and any d iscussion  of the examples of th is part of qual ity transfer is 

very d ifficult and i nevitably vag ue. 

2) 80% of th ings were to a greater or  lesser degree negotiable and 

they consisted of procedures and documentation of various 

elements of the system , and othe r  employee and manager ideas . 

Some of the procedures and documentation from GMGMS1 5  had to 

be adjusted to the local environment. It was done with the 

1 )  20% of the  th ings that came to  Opel Polska were non-negotiable. 

They concerned the specification , qua l ity requ i rements a nd lega l  

instructions ,  wh ich are trans lated and adopted in  the p lant through 

the qua l ity department. Th is data is considered strictly confidential 

15 
Genera l  Motors' Global Manufacturing System 
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cooperation of the Pol ish staff on a l l  levels of the company. On the 

production leve l ,  it was for example Job Element Sheets written by 

group and team leaders .  They started off with technical i nformation 

suppl ied by the designers from Suzuki and General Motors. Then 

the l ocal engineering group wrote the technical process and the 

techn ical qua l ity standards. And from those two pieces of 

information ,  the group and team leaders wrote their own job 

instructions . 

Another procedu re created th rough the cooperation of Polish and foreign 

staff was the system of work wear. Some models and procedures were 

taken d i rectly from Eisenach . Even the suppl ier of the clothes was the 

same. In th is case, the creation of a system was fairly easy and cou ld 

have been taken from Germany without many corrections. But convincing 

the Pol ish staff of the idea of identica l work un iforms was another issue 

and in itia l ly created some tension . 

"The fi rst th ing was the introd uction of compulsory un iform overal ls, 

particu larly among office staff. Assembly workers quite l iked the 

idea of un iforms, a l l  s imi lar and no need to take them home to 

launder; natura l ly, there were a few p rob lems, fussing about what 

the sh i rt should look l ike and so on , but it was okay rea l ly. It was 

obvious enough :  even 

meeting :  everyone else was female. 

I 

i n  the old days, on 

I 

a typical Polish shop floor 

one had a lways got one's standard issue of flannel shirts every six 

months .  But it was rea l ly dramatic in the case of the office workers, 

and to this day, as reca l l  the incident, I fee l  sorry for the boss who 

had to handle the s ituation ! Richard was the only man at the 

I don't know, we have around 

a hundred or so women now, and at the time there must have been 

60. The whole lot of them staked h im out. was sitting next to h im 

and watched h is blood pressu re ris ing as he l istened to a thousand 

d ifferent reasons why they shouldn't have to wear uniforms ! But, to 
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his cred it, he managed to cope. Having said that, it wasn't easy in  

some departments, and i t  took a lmost a year to get everyone i nto 

un iform .  So I do feel it's been a triumph to get everyone to wear at 

least the un iform sh i rt . "  

Polish Manager 6 

(Opel Polska) 

A d i rect transfer of some models from other p lants was supported , 

poss ib ly thanks to the institution of a home p lant. It enab led the Pol ish 

employees to learn the processes they had to implement in  Poland. Often 

they wou ld have to create the i r  own p rocedu res and documentation 

according to the loca l envi ronment and the i r  goals. This way of creating 

procedu res was especia l ly popular i n  the manufacturing area where each 

part of the p roduction process had to be adjusted to the techn ical 

environment of Opel Po lska and Pol ish law and cu ltu re . The p rocedu res 

were revised and rewritten by ind ividua l  managers and engineers unt i l  

they reached a state a l lowing for the effective and efficient performance of 

the particu lar  p rocess . 

The implementat ion of bu i lt-i n qual ity i n  Opel Polska was not on ly based 

elements that a re d ifficu lt to describe and a re learnt by experience. The 

in it ial p roblems experienced by the Poles with rega rd to the judgement of 

qual ity were two-fold , and derived from the i r  excessive avoidance of 

respons ib i l ity and their customer expectations. As mentioned before,  the 

Pol ish customer has far more complex expectations than h is Western 

counterpart. I n  add ition ,  the status of Ope l  in Poland is relatively h igh ;  

hence the Poles expect the Opel veh icle to  be  absolute ly perfect. These 

expectations were additiona l ly heightened by the intensive quality trai n i ng 

the employees were subjected to. One of the most common m istakes 

among the Pol ish employees in the beg i nn ing was over-processing . 

on the deve lopment of a system of effective procedures. Qual ity includes 

some non-tech n ica l  ski l ls  re lated to perception  and judgement. These are 
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of do ing it ." 

at 

emphasised 

more 

manual , 

People wou ld j udge the qual ity of the product according to very high 

requ i rements ,  often above the acceptable standard .  Achieving higher 

standard wou ld  i nvolve h igher cost and the repair of, for example, minor 

pa int defects , entai led added repair cost and resulted in lower qual ity. This 

problem of sett ing unreal istic standards and overdoing work was gradually 

overcome with the help and constant control of the ISPs. They applied a 

hands-on style of management and closely cooperated with the Polish 

teams on the smal lest problems they experienced . The support of the 

managers and constant feedback helped people learn how to make their 

own j udgements of the qual ity. They gained enough experience to take the 

responsib i l ity for their decisions; decisions they were in itial ly very afraid to 

make. The qual ity of standard ised work improved , and so d id the 

Standard ised I nspection Process. 

"Now people are very flexible when asked to accept an extra check 

or to accept an extra temporary containment or something that 

stops the defect coming ,  even on tradit ional work, because they 

real ise the importance of actual ly stopping that 

therefore 

to the 

defect getting into 

the car in the fi rst p lace . . .  People do  th i ngs that are more work for 

them; it's more d ifficult for them but they u nderstand the importance 

English Manager 2 

(Nissan UK, Vauxha/1 Luton, Opel Polska) 

Standard ised work was an  element of the bu i lt-i n  qual ity system, which 

was times prob lematic to implement and even 

th roughout the tra in ing .  Accord ing GM 

standard isation is appl ied to three main areas of organ isational activity: 

the organ isation of the workplace, standard ised work and visual 

management. The most p roblematic e lement to apply in Poland turned out 

to be the first one - the organisation of the workp lace according to a 
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Polish Manager 3 

(Opel Polska) 

standard ised p rocedure 1 6 .  This very systematic approach to working in al l  

a reas of an organ isation was new to the Polish staff, who often admired 

some of the i r  managers for the i r  abi l ity to plan and execute their work, 

be ing attentive to the smal lest detai l .  

" I 'm particu larly impressed by their [the ISP's] systematic approach 

to the i r  job .  That they real ly can think ,  react ,  d ivide and connect , 

analyse and partition, al locate work, col lect resu lts and come to 

con clus ions ,  a l l  i n  a del iberate and measured way. Sure ,  it reflects 

an enormously wel l  developed tra in ing backg round ;  at the same 

time, those people rea l ly must bel ieve in what they' re doing,  

otherwise they couldn 't possib ly keep it  up on a day-by-day basis . 

That's what we lacked in  the old days . "  

The m issing e lements in the Pol ish workforce were p lanning , a systematic 

approach to work and self-d iscip l ine.  Teach ing people how to become 

systematic, p lan their  work and check every element of it was a factor 

throughout the tra in ing and involved contin uous i nstruction from the 

superviso rs .  Many people remember it as someth ing that was imposed 

with such force that the Pol ish often cons idered it an exaggeration and 

a lmost pedantic fixation . Others treated i t  as a form of punishment. This 

new, system atic and bureaucratic approach to work was adopted by the 

Polish workforce, and after it passed the test of time and proved to be an 

effective method that bought good resu lts, was accepted by the Poles and 

is now considered to be the 'right way' , as opposed to the old , chaotic 

ways of work. Mastering the process of p lann ing ones' work and executing 

it according to certain p rocedures contributed to the rise in confidence of 

the Poles, and lowered their insecurities regard ing taking the responsib i l ity 

for their d ecisions . 

This procedure consists of five steps: selection, sorting , clearing , system and self
d iscipl ine. 

16 
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Some institutions brought to Opel Polska by Genera l  Motors were more 

d ifficult to implement and the import of procedures and systems related to 

them had to be supported by an i ntensive indoctrination of the local staff. 

Pol ish attitudes to many aspects of organ isational l ife were derived from 

industry i n  its trad itional  sense , dominated by large state-owned 

com pan ies. The approach towards sickness and absenteeism was one of 

them. Trad itiona l ly in Po land ,  s ick leave, cal led 'L4' (the symbol on the 

p rescri ption from a doctor) was used not on ly for its legitimate reasons but 

also as an  excuse to avoid work. The actua l  L4 was commonly bought 

from doctors or obta ined through friends. Absenteeism , although qu ite 

h igh ,  was never a matter for d iscip l inary action . General Motors put a very 

strong emphasis on the p romotion of p resence at work and supported it 

with various motivationa l  i nstruments . They created a custom of rewarding 

an  employee for model attendance at work with a smal l  g ift. I n  the year 

2000 ,  it was an  umbre l la .  Even though the actual value of the reward is  

very low, i t  has a very strong motivationa l  impact related to an official 

recogn it ion of the employee by his/her supervisor. In  a trad itional Polish 

industry, the subord inate-supervisor relationsh ip was qu ite authoritative 

and personal recogn it ion was very important as a possible means of 

increasing a person's position  or pay. 

People in Opel Polska were d iscouraged from taking sick leave for trivia l  

reasons .  Every person who had one or two sick absences i n  12 months 

had to see his/her l i ne supervisor and exp la in the reason(s) for it. After 

four (sometimes after th ree) L4's ,  corrective action was taken ,  for 

example , a letter or a rebuke .  Peop le were also encouraged 1 7 , as 

described by HR personnel ,  to exp la in the reasons for their sick leave 

every time they took it. This aspect especia l ly outraged the local 

17 
Po l ish Manager 5 used the word encouraged ' ,  however, the practices desc:ib�d in the '

interview ind icated that people were rather requ i red to explain reasons for their sick 

leave. 
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employees, as accord ing to Pol ish law, the reason for sick leave is  

confidential information one shares only with h is/her GP.  

"For  many people ,  i t  was just inconceivable that i t  was possible to 

col lect s ick absence records ,  what their i l lness was ,  and when 

they' re d ue back; also that they' re supposed to contact the s ick 

person's boss, and that the sick employee had an obligation to 

report the i l lness with in a fixed period . But they accepted it, and I 

get the feel ing that the most important th ing was that peop le 

real ised the importance of being at work. If they don't turn up,  we 

won't produce any cars ,  so nobody wi l l  buy them , so we may as 

wel l  shut up  shop and take a vacation .  And they understand that. I t  

seems to me that the most important th ing is that they rea l ised the 

importance of their ro le, how crucia l  it is in a l l  of this." 

Polish Manager 6 

(Opel Polska) 

As seen i n  th is example ,  even though reveal ing the nature of i l l ness 

causing sick leave, which i s  a strictly confidentia l  matter between the 

employee and h is/her GP ,  was against Pol ish law, General Motors 

supported certain practices i n  order to achieve company goals and to 

reinforce the cu lture accord ing to GM values .  The breaking of the local 
1 

culture often happened u nder the coat of a request, or 'gentlespersuas ion ' ,  

wh ich was supposed to  be for a person's own benefit (as in the case of 

learn ing Eng l ish) but usua l ly left them without a choice and became a 

compu lsion .  

There were also other p roblematic issues , wh ich had d ifferent mean ings i n  

Poland than i n  Eng land  o r  Germany o r  were approached d ifferently in 

these cu ltu res. 
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u ltimate norms and the usefulness of the va

foreigners cou ld n't u nderstand why there cou ld be no meat on 

Fridays .  And we had to explain to them that Poland is a Cathol ic 

country, and we would rather not eat meat on Fridays. Of course 

there are exceptions, and some people do eat meat, but we can't 

"There was a prob lem with the canteen and the food. The 

have two menus, one with meat and the other without because then 

we wou ld probably run out of the vegetarian one . . .  And it was 

obvious for us that there would be no meat on Fridays because in 

Po land we wou ld  rather not eat meat on Fridays . But for them it was 

a complete novelty and we had to convince them; eventual ly they 

got it . "  

Polish Manager 6 

(Opel Polska) 

The transfer of the objects , techn iques and methods related to the 

Western idea of qual ity as someth ing bui lt-into the system was executed 

by the foreign (main ly Engl ish and German) managers who served as a 

medium for the ideas transferred in the form of physical objects. The 

process of translating these ideas took the form of copying some of them 

directly (from ITDC in Germany) or using them as a basis for recreating a 

particular p rocess. Th is happened by way of mutual negotiation over 

mean ings embedded in the objects and actions of both parties and 

resulted in the creation of an effective system of car manufacture, with the 

qual ity bu i lt-in it on Pol ish ground . The success of th is idea translation was 

due to the negotiation between both parties before the creation of the 

lues brought in by the ISPs for 

Pol ish employees .  New values embedded in Western ideas proved to be 

meaningful, and rightfu l ly replaced some of the old values in Pol ish car 

manufacture of the past. 

"Opel Polska is a lmost a bit evangel ical .  Do you know what I mean 

when I say that? I t's almost l i ke a rel ig ion . You know, our 
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management team tends to be a fairly outgoing" passionate g roup 
of people that strongly believe in what they are trying to do. we 
have a lot of team and leadership-type activities, like something that 
will actually happen next weekend or the week after; it's something 
we call 'State of the Nation' , wh ich is where twice a year the plant 

and  our major measurables . .

that d rive the cultu re of Opel Polska, which is really very strong . It's 
even stronger than , I feel, than in my old company - Nissan U K, 
which I would have said was another very strongly knitted together 
company . "  

English Manager 4 

(Nissan UK, Vauxha/1 Luton, Opel Polska) 

4.5.6 Summary of part 4. 5 
The General Motors managers who arrived in Gliwice i n  order to set up the 

new Opel plant had their own p icture of the resid ing ideas in Poland and 

the Polish car manufacturing industry. This p icture was magnified by the 

difference between command and market economies , and the negative 

perception of Poland as a location that was not suitable for a new plant. 

These expectations resulted in a very strict selection process targeted 

entirely at young , inexperienced people who were willing to learn and 

accept the new ideas brought by General Motors, as the way in which cars 

were going to be produced. The selection of employees that fitted this 

p rofile was also enabled by a very h igh  number of applicants and the high 

unemployment rate in the Silesia reg ion. 

The meeting of travelling ideas, such as the perception of Poland by the 

English managers and Western ideas of car manufacture, with the residing 

ideas brought to the plant by the new Polish employees, resulted in a large 

amount of friction energy. On one hand, there was very intensive training 

targeted at teaching the Polish staff the General Motors' way of producing 

cars according to the system of bu ilt- in quality , and on the other, there was 

, 

tells us how we are doing manager addresses everybody in a plant, 

. And it's tool ing mechanisms like this 
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the eagerness of the Poles to learn from thei r  foreign supervisors. The 

tra in ing involved acqu ir ing some expl icit knowledge, such as standard ised 

work and the Engl ish language,  wh ich would enable the employees to 

carry out the i r  da i ly duties , and the impl icit knowledge necessary to make 

judgements related to qua l ity. The managers themselves who adopted a 

hands-on management style i n  the plant carefu l ly supervised the 

workforce. The imp lementation of these new ideas was carried out on 

various levels of the organ isation and included many rituals , which created 

and mainta ined the GM fam i ly ethos in Opel Polska and created a strong 

organ isational cu lture. 

The meeting of travel l ing ideas brought to the Vauxhal l Luton plant with 

ideas in res idence resu lted in less friction energy being produced . The 

intensity of the trai n ing was much lower than  in Gl iwice. Perhaps the 

management team overest imated the wi l l ingness of the plant employees 

to 

employees 

new 

learn the new ways of ca r manufactu re 

l 

lack of u rgency for change among the 

to 

according 

for almost a decade, the 

to the system of bui lt

in qual ity. As the p lant had been successfus

perceived need for change was very low among the workforce; the new 

ideas d id  not provide a good alternative to those in operation. These two 

factors , namely a h igher expectation of the management from Vauxhal l 

and a perceived 

workforce, led to very l ittle friction energy and low i ntensity train ing . The 

concepts b rought by General Motors Luton had never been 

creatively translated and led to the system based on the old notion of 

quality, as had p revious ly existed in the p lant. 

4.6 Creative translations 

resu lts 

The meeting  of trave l l ing ideas with ideas in residence 

encountering 

makes creative 

trans lations possib le th rough the production of friction energy. Th is section 

describes the of travel l ing concepts those in 

residence, and p resents the ideas that were successfu l ly and creatively 

translated . 
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4. 6. 1 Tr�ns!atio�s �f quality in the Vauxha/1 Luton and Opel Polska plants _
The 1nst1tut1ona l lsat1on of the concept of qual ity i n  the Vauxhal l Luton and 

Opel Polska p lants, despite being implemented by the same team of 

Genera l  Motors managers tra ined i n  Japan , led to a development of two 

d istinct and contrasting systems. Regard less of the same lean 

I n  the past , q ua l ity was bui lt i nto the system used in  the West, whi le it was 

a motivational  factor i n  the ind ividual under the command economy. I n  

Poland , qua l ity was a matter of personal in itiative and choice. However, 

after the changes of the new ideas of qual ity were brought to Poland from 

the West, q ua l ity became an inevitab le part of the system, bu i lt i nto 

working  procedu res. Now i n  Poland i n  Gl iwice, the emphasis is on getting  

qua l ity right as part of the p rocess, whereas in  Eng land , the quality is  

confirmed at the end of it. These two systems represent a strik ing 

contrast, where in Opel Polska qual ity work has become irrespective of 

people's i n itiative or motivation .  I n  Vauxhal l  Luton , on the other hand , 

q ua l ity work is  not an  inevitable resu lt of the system . I n  Poland , the 

i nternal customer ensures q ua l ity of the product at each stage of the 

to i ntroduce the concept of bu i lt-i n  qual ity within  the two locations, which 

fai led in Eng land and led to a development of a system that in fact is a 

contrad iction of bu i lt- i n  q ua l ity. It depends upon the containment of 

defects, which are already p resent, · and the negation of potentia l  defects , 

which might happen i n  the futu re .  Thus, the actions in Vauxhal l are 

p redominantly 

The objects re

restricted to rectification rather than prevention . 

lated to the concept of qual ity in  these p lants also vary. The 

so-cal led 'enabler of qua l ity' or 'Andon ' faci l ity is the main d ifference.  Opel 

manufacturi ng  ph i losophy, underlying the production system were systems 

i n  which h igh qua l ity end products were ach ieved by contrary means 

between the two p lants. 

process, whi le in England this job is done entirely in the audit area. 

This d ifference is a resu lt of the d ifferent i nstitutional isation protocols used 
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l ities when 
loped and i

than  it is  in Opel Polska .  Not having the faci l

Polska was bu i lt with Andon faci l ities from the beginn ing ,  whereas 
Vauxha l l  was trying to i ntrod u ce the system along with its faci

the plant was a l ready fu l ly  deve n operation .  Therefore, the 
s ituation of a worker who d iscovers a defect is total ly d ifferent in Vauxhall 

ity to send a faulty veh icle to 

an Andon station ,  the defect i n  Vauxhal l  is passed to the end of the 

p rocess where it shou ld be p icked up by inspectors .  It is a very dangerous 

system as it means defects are constantly bu i lt i n ,  and in case of serious 

fa

faci

u lts , it can resu lt in p utting the whole of p roduction on hold .  The Andon 

l ities were to be i nstal led in Vauxhal l  by the end of 2001 , but due to the 

p lant's closure ,  this p roject was abandoned . 

" . . .  and I th i nk  that message of bui lt-in qual ity and our focus on 

. . .  It's strong because it's the on ly way peop le have ever known, 

and it's supported by systems and procedures as phys ical as our 

Andon system. "  

Whereas people i n  Poland are praised for the qua l ity of their 

workmansh ip ,  and do rel ig iously what they are s upposed to do, Vauxhal l  

often fai led to get its employees to perform standardised work or job 

rotations. The lack of cohesion with i n  the workforce hand icapped the 

p reviously institutiona l ised bu i lt- in  qua l ity at the Vauxhal l  Luton p lant. On 

top of the cultura l d ifferences between people coming from d ifferent 

backgrounds ,  there was a lack of team spi rit so strongly imp lemented in 

Opel Polska. In Vauxha l l , people were sp l it i nto g roups accord ing to their 

departments and often refused to cooperate together. This created a lot of 

antagon ism i ns ide the p lant as the d ifferent shops often blamed each 

product q ua l ity is  very, very strong at Opel Polska , and it's very 

common because everybody has been through this induction period 

English Manager 4 

(Nissan UK, Vauxhall Luton, Opel Polska) 

Qual ity of workmanship is  one aspect that d istinguishes these two plants . 
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other for faults found during aud its, or tried to push problems out of their 
shop and pass it onto other g roups. This is clearly contradictory in terms of 
actions related to the principle of bui lt- in quality. The company goal 
d ispersed into often contrad ictory departmental goals , which had been 
recognised as a major problem of the plant. I ntensive training and the 
p rogram of cultu ral change brought some results and improved the 
teamwork at the Vauxhall plant, but never reached a level satisfactory to 
its managers. 

Accord ing to the General Motors philosophy, bu i lt-in quality is about 

people having the right attitude. The train ing emphasises the importance 

of the role of each team member and their influence on quality. This 

seemed to be welcomed by people i n  Opel Polska as 

were 

well as by their 

managers, who · often emphasised how glad they that people 

understood their importance to the organ isation .  I n  Opel Polska, the 

employees considered General Motors to be a caring company. The 

company's 'care' is incorporated into its values, such as safety. The 

perception of Vauxhall as a caring company was also present in England 

for dozens of years, but it was shattered in  December 2000 and turned 

into the opposite attitude after the company announced its closure. 

Nevertheless, many of the employees admitted that they always thought of 

Vauxhall as the company that cared for its employees. 

The techniques related to creating positive attitudes among the workforce, 

such  as teamwork ethos and empowerment through Kaizen, were very 

well received i n  Opel Polska. Common canteens, open plan offices and 

social events all stimulated a team-working spirit. The socialising events 

such as 'State of the Nation' or 'Fami ly weekend '  are some of the most 

thei r  working l ives. Here, the company not only maintains the 

organisational culture, but also increases the quality of the working life of 

important events in  the plant calendar. They create the cultu re of a 'GM 

family' , and create the opportunity for employees to i nvolve their fami lies in 
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sports centre .  

its employees . These events were absent in the Vauxhal l  Luton plant, and 
the on ly socia l  faci l ity provided for them by the employer was the Vauxhal l 

Remuneration  systems and performance related pay were a novelty in 

Gl iwice, and after an in it ial period of friction du ring its implementation , it 

led to very good effects . 

" I  th ink that perhaps i n  the past in Poland the level of ind ividual 

responsib i l ity was very low. People didn't see a relationship 

between the i r  performance and the company's performance. And 

very importantly, they d idn 't see the l ink between the success of the 

company or the business and their own , ind ividual success. And 

one of the things we tried to do was to l ink those two things, 

through ,  for example, remuneration ,  l i nking the success of the 

business against certa in targets to remuneration for employees as 

a g roup  but also for each ind ividua l . "  

English Manager 8 

(Toyota UK, VauxhaJ/ Luton, Opel Polska) 

Combined with the princip le of Kaizen , the performance related pay 

achieved what seemed to be impossible in Poland for centuries: it created 

a culture of involvement and in itiative channel led in a h igh ly organised 

manner. Poles, known for their chaotic attitude to work and poor 

organ isation ,  learnt to 

rejected 

perform in a self-d iscip l ined and systematic way. 

This tra it was often in the past as too boring and deprived 

ind ividua ls of fla i r; hence it was perceived as being good 'on ly for 

Germans' . Surpris ing ly, the Brits were able to insti l th is ski l l  into the Poles 

who were not prepared to learn it from their Western neighbours. The key 

to success in  this transformation of attitude l ies perhaps in a clever 

combination of d iscip l ine and o rganisat ion ,  with room for inventiveness -

Kaizen .  Poles , l ike most other nations, l i ke to be creative and feel they can 
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successes .  It is a bit i ron ic but if you look at it, this is how it is . "  

express their ideas . Kaizen ,  a new idea that travel led to Poland from very 

far away, empowered the Poles to shape their work and g ive it a 'personal 

touch' in a creative but organ ised manner. Combined with the financial 

i ncentive ,  Kaizen provided the most successful techn ique to subjugate the 

Pol ish work eth ic of 'fantasy' and lack of self-d iscip l ine. General Motors ,  on 

the other hand , benefited from an involved workforce and increased levels 

of qual ity, stemming from continuous improvement. 

Although both the objects and techniques i n  the system of ensuring good 

qua l ity workmanship were a lmost the same i n  

exception of Andon) , the actions related to them were 

both plants (with the 

d ifferent. In Poland , 

the concepts related to bu i lt-i n  qua l ity have been fu lly institutional ised and 

are never questioned by the workforce. In England , however, they were 

rejected and never fu l ly i nstitutional ised ; instead , they led to a contrasting 

system based on fau lt rectification .  The institutional isation of the concept 

of bu i lt-i n  qua l ity, desp ite its fa i l u re in Eng land , was creatively translated 

and adopted in Poland with the help of the same management team that 

It took on ly three years for Opel Polska to become a fu l ly developed 

m ature car p lant . The Eng l ish managers cal l  it 'the best p lant GM have 

got' , a benchmark for Europe, and the Poles say: 

attempted to ach ieve this resu lt at Vauxhal l 's Luton p lant. 

4. 6.2 The blossoming of Opel Polska 

"We laugh here ,  at the fact that it is a constant round of stunn ing 

Polish Manager 7 

(Opel Polska) 

The changes that Opel Polska has gone through since 1 998 are enormous 

- from a g reen field to the lead ing General Motors' car manufacturer in  

Europe. The workforce employed i n  Opel Polska was relatively young and 
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Polish Manager 7 

(Opel Polska) 

inexperienced , with un realistic expectations for their future work in car 

manufacture with General Motors . 

"These peop le may have excessive expectations of the company. 

Their parents' generation looked on the General Motors or Opel 

b rand as an impossib le d ream , a magical token of l ife e lsewhere; 

and now thi s  d ream has been real ised here ,  and people sti l l  have 

these excessive expectations of what th is firm , i n  a l l  its imag ined 

opu lence, can do for them . "  

The d ream of Japanese automation seen on TV was replaced by the 

rea l ity of hard manual  mach ine-paced production .  People learned that the 

work of producing  cars is harder and more complex than they expected . 

They became d is i l l us ioned about the m i racle success of large 

organ isations l i ke Genera l  Motors and found out what real ly l ies behind 

that big name. 

"Duri ng my visit to the Japanese factory, I noticed one th ing ; that 

robots and mach ines a lone don't produce this car. It 's unfeasible -

even if they had the maintenance department on I don 't know what 

level because the pa int shop is such a specific department. I wou ld 

describe it thus; it's the paint shop that puts the soul into a car. I 

mean the sou l  of th is car is its look and the way it's protected from 

corrosion . I say that the press shop makes the body of this car, we 

put the sou l and the heart, wh ich i s  the motor, and the general 

assembly department puts in the insta l lations. But to put the sou l  i n  

you have to be an artist. The peop le working here m ight not be 

doing it very fast, but they need to have manual ski l ls .  I 've noticed 

there that the work of the painter on the l i ne is not easy. It's not a 

job with clean hands l ike I have here. It's work he does wearing a 
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mask, something is constantly d ripping on h im or spraying h im.  It's 

not a job where you cou ld put anybody and he could simply paint 

the car. He needs to work for one year on the production l ine to 

become a good painter  and he wi l l  sti l l  be making mistakes. And 

I 've noticed that these people are a kind of artist, in that they can 

app ly th is s ign n icely. If you took this airbrush and applied it with 

something  else, you would make this car macabre! You would have 

to wipe it off, correct it and it wou ld look horrible. So what is taken 

for g ranted i n  th is  car, is that it i s  nicely painted , a l l  iso lations are 

n ice ly appl ied ,  the parts assembled , it's al l  qu ite complicated and 

uses ma in ly manua l  ski l ls . "  

Polish Manager 1 

(Opel Polska) 

From in itia l ly being inexperienced , young people became well-trained , 

ski l led professionals .  During the in itial few years of the Opel Polska 

operation , there was no  fi rst l i ne  management, only first l ine supervision 

by 'ex-pat' managers ,  which created a del iberate gap in the management 

structure. The creation of th is gap  enabled the best people from the local 

teams to be promoted to fi l l  in these positions. Those who were promoted 

were high cal ibre people with excel lent communication ski l ls who replaced 

many ISPs who had left Opel Po lska. Th is change in the structure lowers 

costs for the plant, and those ISPs who have stayed have taken up roles 

as coaches to their Pol ish col leagues. 

"It no longer needs to be an ISP company. Now it needs to be a 

Pol ish company. And I can a l ready see that this change has 

already started to happen; even when I look at things l ike the 

social isation of the management team.  It used to be very much 

about the ISP g roup  - even jokes amongst the ISPs were about the 

early days. Now, d uring social parties or social events or whatever 

there are more Pol ish people as opposed to no Polish people. So 
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it? It' I 

examp le .  The da i ly p roduction meeting is a very important meeting 

. .  . Now that meeting  used to be all I SPs and it used to be very 

th i ng .  I mean it's a very serious meeting as wel l but it was run by 
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the stories a re d ifferent, the jokes are d ifferent and , how can I say 

s a triv ia l  example i n  a way but can g ive you a more important 

humorous, I SPs tak ing the m ickey out of each other and this sort of 

ISPs for ISPs.  Now the vast majority of people in that meeting are 

loca ls .  I mean it's sti l l  done in Eng l ish but one day that meeting wi l l  

be i n  Po l ish . The day  that meeting i s  in Pol ish wil l  be, how can I 

say it ,  a b ig k ind of cu ltu ral m i lestone for the company. Because it 

wi l l fina l ly ratify Opel Polska as being a Pol ish company run by 

Po l ish  people.  And actual ly ,  a l l  that you wil l eventual ly have, maybe 

it wi l l  take another  five years ,  but eventua l ly, there wi l l  on ly be two 

or  th ree positions  l i ke p lant d i rector, maybe manufacturing d i rector 

and finance d irector. Eventua l ly, those wil l  be the only, how can I 

say, non-local positions. J ust l ike they are i n  IBC .  Just l ike they are 

i n  Vauxha l l .  They wi l l  a lways be ISPs in  Opel Polska because there 

are ISPs everywhere , you know,  specific ski l ls gaps or to identify 

them , other  people are brought i n .  So what I want for Opel Polska 

now is that as fast as possib le it becomes a company run  by the 

local people and that the ISPs take a side role ,  wh ich is gu idance 

and coach ing ,  rather  than d irecting and managing . "  

English Manager 4 

(Nissan UK, Vauxha/1 Luton, Opel Polska) 

The development of loca l employees is enormous. From car 

manufactu rin g  novices , they became equal partners to their managers 

from Germany and Eng land . They became as ski lfu l  as professionals but 

also changed the i r  approach and menta l ity. 

The structure of Opel Polska has become very stable. It appears that there 

wil l  be no  d ramatic changes in  the futu re. The infrastructure and 
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manufacturing processes have reached their final shape, which will have 

to be maintained and possibly improved in the future, but with its major 

features, including the organisational structure remaining the same. The 

most talented and ambitious people have been promoted and there seems 

to be no room in the organisation for further changes. The profile of Opel 

Polska reached the level of the company's in itial expectations. This 

creates a new challenge: to maintain the motivation levels and enthusiasm 

of the employees who have no chance of further promotion. 

"So one might say that many peop le are doomed to the job they are 

currently doing . And because of this , the initial enthusiasm that 

most of these people have had died out . . . There are no such 

ambitious, interesting tasks here anymore as there once was. This 

is an average production toil and the people are tired because it's 

hard to have any other hobbies when you're working in top gear . . . 

And we are reach ing the stage that I saw in Luton;. the stage which 

one cou ld describe as 'you do your job and go home' . It wasn't here 

for a long time, and it's beginning to appear on ly now." 

(Opel Polska) 

The managers are aware that they may lose many employees due to the 

lack of prospects for their futu re development. People describe the 

atmosphere in Opel Polska as challeng ing , and this has become a reason 

many people have left the company to look for qu ieter and less stressful 

jobs. Headhunters search for Opel Polska employees, so despite high 

unemployment, they have g reater chances of changing their jobs than 

other locals in the area. Management is aware of these issues and intends 

to keep motivation levels high by creating new challenges, such as new 

targets, or the introduction and mastering of new processes. But some 

consider th is insufficient and criticise management for underestimating the 

issues that might lead to people leaving the plant. 

Polish Manager 1 



"There is a cl imate beginning to form that these people, who ga ined 

l love this nest as much as 

inventiveness of the Polish staff, led to a huge change amongst Pol ish 

employees. H igh i ntensity tra in ing , and the energy brought to the p lant by 

a lot of knowledge and experience, got these standards and are 

now ready to fly away l ike the b i rds from the nest. And we have to 

create cond itions now so that they wil

they loved it before they 

Polish Manager 3 

(Opel Polska) 

could fly." 

4. 6.3  Summary of part 4. 6 
The meeting of ideas-in-transit brought to Gl iwice by General Motors with 

ideas already present led to the creative translation of the concept of built

i n  qual ity. The res id i ng ideas of the Polish car manufacturing industry in  

the past, and the negative connotations of a central ly-governed economy, 

juxtaposed with the wil l i ngness to learn , national ambition and 

both local and foreign parties , enabled a creative translation of the notion 

of qual ity. As a result, the plant created a system where the travell i ng  idea 

of built- in qua l ity has been fully institutional ised . 

This process fai led at the Vauxhall Luton plant, where the notion of qual ity 

as someth ing bu ilt i nto the p rocess had been abandoned and a system 

with opposite effects created i nstead . The institutional isation chain of the 

notion of qual ity at Vauxhal l  Luton stems from the idea of qual ity as related 

to aud it and repair  of occurr ing defects . It is a contradictory concept to the 

notion of bu ilt- in qua l ity but desp ite the awareness of its meaning among 

than  prevention was chosen and adopted in the plant. 

4.7 Further trans lation waves 
The activity of Opel Polska had a strong impact, not only on its employees, 

but also on its environment which i ncludes the town of Gliwice and other 
I 

the Vauxhall staff, the notion of qua l ity assured by aud it and repair rather 
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parties closely cooperating with the plant, . , 
, 

"When I came here four years ago [in 1 996] , I cou ld name every 
I know the history in the chronological orderrestau rant in Gliwice. 

because there was really nothing .  And this Tesco's that has just 

was just ' Chleb prosze' 1 8

English Manager 1 

(Nissan UK, GME, Opel Polska) 

concepts and ideas related to the system of car manufacture, with quality 

like its supp l iers
is briefly outlined in the 

This impact
which can be defined as further translation waves

fol lowing section. 

opened here; to have supermarkets whereas at the beginn i ng there 
. "  

For all I SPs who came to Poland in the second half of the 1 990s ,  simple 

every day activities like buying food were challenges, due to a lack of 

Polish language ski l ls .  The introduction of supermarkets came as a relief 

for those who didn't learn the language. G liwice also developed social ly. 

that this was entirely due to the influence of Opel Polska would be conceit 

and exaggeration, but the plant has always strong ly participated in the 

local development, which was appreciated by the Mayor of Gliwice who 

awarded the d i rector of Opel Polska for the p lant's contribution to Gl iwice's 

development. 

Opel Polska is not a typical Polish factory. The introduction of Western 

bui lt-in, resu lted in the creation of a highly d istinctive plant that achieves 

outstanding results not only in Poland, but also on the European level .  

There are many new restaurants and newly opened pubs. The city's old 

town has been renovated as wel l  as many of its other buildings .  To say 

There is  a stark contrast between the ways in which Opel Polska operates 

in comparison with other local companies .  

18 
Ch/eb prosze (Pol . )  - Bread please. 
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. 

"We all work here in a mode where everybody is directed to the 

high q uality of his or her work. Then you go somewhere and you 

meet some 'Miss' at the post office counter who is eating whi le 

telling you to wait. It still happens sometimes . And it's especially 

offensive because it's such a stark contrast. You spend five days a 
... . 

week here in a world like this, sometimes you also come at 

weekends ,  but there are less and less museums of old times . It is 

disappearing , and companies like Opel contributed to this, to the 

creation of such a high quality in every respect. " 

Polish Manager 7 

(Opel Polska) 

Opel Polska has its suppliers scattered across almost all of Europe, b ut 

many come from the local area , for example, sheet metal supplier 'WAP' in 

Tychy (40km away) . The politics of Opel Polska, with its external s uppliers, 

is very aggressive and there is zero tolerance for those who do not 

conform to the h ig h General Motors quality requirements. This often leads 

to long negotiations and explanations , but is absolutely necessary in order 

to protect the plant's quality. I f  a problem emerges due to a GM supplier, 

the weight of it is often transferred to ITDC where a solution is sought. In 

other cases, external suppliers of both Opel Polska and its primary 

supplier(s) , have to take part in the identification of the root cause. 

I n  order to prevent faults coming from suppliers, Opel Polska tries to force 

them to follow certain procedures developed in the plant. There are certain 

reports, tables and analyses the supplier has to complete. Opel Polska 

also does the inspection of the process of data gathering at the supplier 

base, which is described as a Preventative Maintenance Task and 

belongs to the Opel Polska toolset of ensuring high quality on the part of 

its suppliers
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"Th is is nothing e lse but something l i ke subjugating a herd of 

mustangs that on ly look for a way to sneak out. If I see that it goes 

to this corner I need to strengthen this corner and open this path so 

it wi l l  go somewhere else . . .  it is a kind of subjugation. For them, it 

is not someth ing they've learnt from inside, which is in their 

company and they just want to do it here. It is something that we 

force them to learn in  thei r  companies . "  

Polish Manager 3 

(Opel Polska) 

By tra in ing the suppl iers in a s imi lar way to how Opel Polska employees 

were tra ined , the impact of the p lant went into a wider environment. They 

imposed the objects from Genera l  Motors' system upon its environment 

and ,  i n  do ing so,  forwarded the chain of the idea of qual ity developed in 

the p lant. By pers istent repetit ion of the qua l ity objects and executing 

act ions re lated to them , Opel Po lska i nfluenced parts of its environment, 

which ready 

Opel Polska was 

were to accept these ways of ach ieving qual ity. The 

institutiona l isation of the idea of qua l ity spread to these subsequent parties 

and one of the sources constantly stimu lating this 

process.  

4. 7. 1 Summary of part 4. 7 

Successfu l trans lation  of the concept of bu i lt-in qua l ity in  Opel Polska had 

an  impact not on ly on the staff employed in the p lant, but also upon its 

externa l  customers. Accord ing to the ph i losophy of bu i lt-in qua l ity, every 

customer, externa l  and i nterna l , is important and responsible for ensuring 

the h igh  qua l ity of the fina l  p roduct and customer satisfaction .  Hence the 

customer-suppl ier cha in  becomes the focus of the system . This phi losophy 

exercised by Opel Polska had an impact on local suppliers who ,  foreign to 

th is notion of qua l ity, became an important part of the qua l ity chain . If they 

are wi l l i ng to remain a part of it, they need to learn these new ideas from 

Opel Po lska and implement them in their work ph i losophy. I n  this way, the 
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Japanese managers trained at Toyota or N issan with work experience 

from Japan . 

creative translat ion that took place between England and Poland resu lted 

in  further translat ion waves affecting the local environment of Gl iwice. 

4.8 Japanese and German i nfluences in  Opel Polska 
This section wi l l  examine the p rocesses involved i n  the translation of the 

idea of qua l ity i n  Poland , accord ing to the model of 'Travel of Ideas' by 

Czarn iawska and Joerges ( 1 996) . The Western idea of qual ity went 

through a long and comp lex evo lution unti l it reached the state in wh ich it 

arrived in  Poland . There were two predominant influences that affected the 

development of the idea of qual ity in Opel Polska in Poland : the Japanese 

and the German influence . 

The Japanese influence is clearly visib le in  the phi losophy brought by 

Engl ish managers. Al l of them , except Eng l ish Manager 6 ,  were ex� 

"These p lants [ in the UK] ,  which i n  themselves were started up only 

1 5 years ago ,  and many of these people [Engl ish ISPs] went 

through that start up experience. And we talked about the 

Japanese, who were effectively ISPs from there. They've been 

through the start up experience as the loca l employees, have learnt 

what the Japanese have taught them , which was interesting 

because then we were b ring ing i t  to Po land and teaching the local 

Polish workforce, what we 1 O or  20 years ago had been taught by 

the Japanese. So in a way it's been a very strong fi lter. " 

English Manager 4 

(Nissan UK, Vauxha/1 Luton, Opel Polska) 

Engl ish managers applied Japanese ph i losophy in  the process of creating 

the cultu re of Opel Po lska, by bring ing in ideas, ru les and objects derived 

form it, l ike the emphasis on i nformal structure , good communication 

across h iera rcha l  levels, remuneration systems , equal ity of employees and 
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organised , 

objects related to th is p rinciple , l i ke cal l ing everyone by h is/her name, 

common canteens for managers and shop floor employees, a hands-on 

managerial style , and encouraging innovation and creativity by 

i nstruments such as Kaizen .  The Japanese influence is also present in the 

close cooperation between Opel Polska and Suzuki with the p roduction of 

the Agi la  car ,  bu i lt by l i cence from the Japanese. 

This influence on qual ity management and its integ ration with i n  business 

strategy and h uman resource development could be summarised as a 

'soft qua l ity' , a concept that was brought to Poland from Japan via 

Eng land . Th is ph i losophy with a people focus and m utual respect ethos 

was wel l  adopted i n  Poland and i s  often mentioned as an Opel Po lska 

characteristic ,  making the plant un ique and better than other companies in 

the area of G l iwice or other Po l ish car manufacturers from the past. 

The experience of learn ing Japanese management methods by European 

managers who went to Japan were described by them as being an 

'enl ighten ing experience' , or 'the way we shou ld be doing th ings' (English 

Manager 1 ). Having had experience of the trad itiona l  British car i ndustry, 

they went th rough the same process the Poles went through later when 

visiting the West ,  and tried to bring their methods to Poland. But Engl ish 

people had the o rgan isational p latform to b ring their ideas from Japan , 

which Pol ish i nd ividuals d id not have prior to 1 990. 

The idea of lean car manufacture and bu i lt-i n  qua l ity travel led from Japan 

to the U K, Germany and other Western countries. 

"When I went to Japan , I d idn't find anyth i ng d ifferent about it, the 

process of bu i ld ing a car ... What I d id find though was the huge 

d ifferen ces in  the way they manage their people. How they were 

how they brought teams together, how they got 

empowerment i nto the people on the shop floor. That was the 
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biggest culture shock I went th rough . . . I firmly believe that if you 

treat people with respect, if you train them properly and you clearly 

tell them what you're trying to ach ieve, they will do it. And where 

this business has gone wrong in the past is where management 

plant . . . We need to l isten to them and take to account their 

opinion, which trad itionally in a lot of the older industries, you know, 

they're just workers, we don't need to talk to them, which is crazy." 

Th is phi losophy and 

English Manager 1 

(Nissan UK, GME, Opel Polska) 

its ideas were brought to Poland in the form of objects 

and the English managers served as a med ium for transfer, teaching 

people the actions associated with them and applying these ideas as they 

understood them. Hence, the Poles often say that the English came to 

Poland with a 'vis ion' , which the Polish staff tried to implement as best 

they could . 

The objects brought by the Engl ish rep resenting the Japanese influence 

were i n  the form of manuals, scripts, procedures and technology, such as 

Andon or Kaizen stations . Their adaptation led to the 

institutionalisation of the concept of bu i lt-in q uality in Poland. The chain of 

the institutionalisation process of the idea of bu i lt-in quality is shown in 

Figure 3. 

effective 

has not stepped out to clearly set objectives, clearly explained what 

is expected , and management not knowing what's going on in their 
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and intervention --+ Soft' quality, 
Kaizen 

�uilt- in quality 1) Andon training _ 

standardised ' 

Objects related to The ideas of quality 
in the UK --+__,. 'Soft' qual ity, the 

built-in qual ity, 
work, ongoing 
qual ity audits, 
identification of 

Kaizen, 
r 1) Andon stations 

& procedures, Japanese and problem solvi ng American ideas of techniques e .g .  
root cause & 
prevention qual ity in car PPSmanufactu re 2) Continuous 

2) Kaizen stations improvement, 
& procedures, teamwork, good 
3) Teamwork, job communication 
rotation across a l l  levels, 
4) Objects strong culture 
elevating status 3) Focus on the 
d ifferences : work customer 
un iforms, common (internal & 
canteen external) 

Figure 3 Quality translation chain - Japanese influence. 

The German influence could be described as a ' hard '  i nfluence as 

opposed to the 'soft' Japanese i nfluence. It was introduced by the German 

eng inee rs ,  who had a strong impact on the techn ical aspects of the p lant. 

The d ivide between the Japanese and the German i nfluence is clear in  

Opel  Polska's organ isational structure , where the Germans occupied 

related manageria l  pos itions in qual ity departments and engineering 

positions ,  whi le the Eng l ish occupied HR and manufacturing management 

posts . 

Al l qua l ity standards ,  tech n ical requ i rements and car specifications were 

developed by ITDC - I nternational Techn ical Development Centre, i n  

Russelshe im in  Germany, wh ich a lso a l locates the car models for each 

p lant. Ag i la  specifsicat ions were developed by cooperation between ITDC 

and Suzu ki , as it was produced on a Japanese l icence. 

German eng ineers p resent i n  a p lant supervise the conformance to 

specifications and in case of any deviations or p rob lems, consult the 
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eng ineers in ITDC who wi l l  advise on an appropriate solution . The German 

p lant in  Eisenach a lso serves Opel Polska as a home plant, where people 

from the Pol ish p lant are trained in the appl ication of lean manufacturing  

principles in practice. The German i nfluence is  p ictured i n  F igure 4 ,  which 

shows the trans lation cha in of the idea of qual ity between Germany and 

Poland . 

The ideas of Objects related to Conformance to !TDC 
qual ity in Lea n manufacturing, specification, Home Plant, lean ---+ ---+ 

l 
Germany 'hard' qual ity a nd Standardised manufacturing 

central isation of GME: work, qual ity 
1) Model of the car for inspections 
production 2) Strict 
technica l  specification & 

Japanese and qual ity requirements 
American 3) Qua l ity manuals and 
ideas of instructions 
qual ity in car 4) Standardised work 
manufacture related objects (SOS, 

job element sheet, car 
h istory card, 
Standardised Inspection 
Process) 5) Factory & 
production l ine layout 6) 
Work un iforms supplier 

Figure 4 Quality translation chain - German influence. 

There is a clear d istin ction between these two i nfluences in Opel Polska. 

Whereas the Japanese i nfluence had an impact on the quality of the 

system and 'soft' aspects of qua l ity, the Germans influenced the quality of 

the final product and its 'hard '  elements , such as techn ical specification .  

Even though these two effects seem to be very d ifferent and their places 

in the organ isation were not interchangeable ,  they worked wel l  together  

and gave a un ique  blend of approaches i n Opel Polska , wh ich resulted i n  

a mixed approach to  qua l ity. 
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4.9 Chapter summary 
The idea of qual ity that has travelled to the Opel Polska plant has gone 
through a translation process between Poland and Western Europe. 
Travel l ing ideas b rought to G l iwice by Genera l  Motors were main ly related 
to the corporate ph i losophy and the Japanese concept of bui lt-in quality. 
The concept of the GM Fami ly created a basis for i ncorporating a strong 
organ isationa l  cu ltu re where loyalty and pride in the company were very 

important values. The concept of the GM Fami ly serves an important 

fun ction i n  the GM world , as Genera l  Motors is i nvolved in frequent 

knowledge transfer between its i nternational p lants . I n  order to make this 

transfer more effective, the emphasis is p laced on the g lobal organisation 

of Genera l  Motors rather than on ind ividual p lants . The company's cultu re 

is  equipped with mechan isms and techn iques for maintain ing this global 

organisational ethos. These techniques involve organ isational rituals, such 

as the 'State of the Nation '  ceremony and specific methods, such as the 

standard isation  of the layout and operations in every General Motors 

p lant, the i nstitutio n  of the home plant, the central isation of decision

making and the institution of I nternational Service Personnel who serve as 

a med ium for  travel l ing ideas . 

The travel l ing concept of qual ity in General Motors is based on the 

Japanese ph i losophy of lean manufactu ring and the notion of the qual ity 

as someth i ng bu i lt into the system.  The concept of qua l ity consists of three 

main interdependent elements : 

1 )  The qual ity of the fi nal product - it comes in the form of customer 

expectations. The expectations are grouped in  techn ical , 

measurable specifications and non-measurable factors related to a 

customer's judgement or  perception . Th is part reflects the 'hard' 

aspects of qua l ity that are strong ly i nfluenced by the Germans. 

2) The qual ity of the system - based on the notion of bui lt-in quality 

where the emphasis is placed on taking care of the customer, 

external and internal, and ensuring s/he receives a product or 

service of the h ighest qua l ity. Th is ru le appl ies to every operation 
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performed with i n  the plant, and between its suppliers and dealers. 

By focus ing on the customer, the emphasis is p laced on the 

detection of potentia l defects and rectification of those that have 

a l ready occurred (by tracing the root cause) . There are several 

techn iques that s upport defect prevention: automation , resistance 

to fau lt ,  Andon and people. The fi rst three are related to 'hard '  

aspects of qua l ity whereas the latter one reflects the 'soft' part of 

the q ua l ity system . The translation chain of the bui lt-i n  qual ity 

orig i nated i n  Japan and has been creatively translated to Poland 

despite its fa i l u re i n  Eng land . 

3) The qua l ity of workmansh i p  - the 'soft' part of qual ity, it is ensured 

by the i ntrod uction of methods such as gemba, empowerment 

through Kaizen ,  performance related pay, promotion and teamwork. 

The Japanese influenced th is part of the qual ity chain .  

Al l  three elements are based on  the notion of the customer being the main 

focus of al l operations ; therefore, qual ity is  also part of a wider service 

offered to cl ients in post-sales service by external parties. This aspect is 

cal led external qua l ity and comes in the form of a wider package of post

transaction experiences. I n  order to ensure the high qual ity delivered by 

externa l  parties ,  Genera l  Motors puts a strong emphasis on its relationship 

with the supp l iers and dealers ,  and by imposing high-qual ity standards 

upon these relationships the translation of the concept of quality reaches 

further i nto the p lant's environment. 

When the trave l l i ng  concepts related to the notion of qual ity arrived in two 

new locations ,  Luton and G l iwice , they met the ideas in residence, which 

determined the process of the translation of the travel l ing ideas. The ideas 

in residence in Luton , Eng land , were shaped by 75 years of successfu l 

operation at Vauxhal l  Luton ,  and of Eng l ish car manufacture i n  general . As 

the resid ing ideas proved to be  prosperous in  the past, new ideas that 

139 



arrived in this location with General Motors appeared to be valueless 

alternatives, which led to the failure of their institutionalisation in  the UK. 

The centralised decision-making style of General Motors was also 

perceived as the loss of autonomy, despite previous acceptance of a very 

autocratic management style from the English managers. The plant 

suffered from a passive workforce who d id not believe in their influence 

upon the plant. The Vauxhall employees' perception of their work was 

tremendously different from that of the Opel Polska staff. I n  Poland people 

were grateful for having a job ,  not to mention at such a famous company 

as General Motors but in England where unemployment was not an issue, 

people perceived their job as a means for improving their quality of life. 

The quality of their work was less important to them , and consequently, 

employee involvement was lower too. 

The ideas that resided in Poland when General Motors arrived in Gliwice 

were the opposite of those in England. The idea of quality in Polish car 

manufacture, even though it existed in the past, was never fully 

institutionalised . There were no clear, formally defined objects and 

institutions associated with this. No train ing manuals or procedures 

showing how to bring quality , no remuneration systems incorporating an 

element of payment by quality results or no well-defined ways of 

monitoring and inspecting quality had been developed. The formal 

requirement for achieving quality was suppressed by overwhelming 

customer demand and attempts to boost volume; therefore, quality 

became a matter of personal ambition and morality. 

The customer expectations i n  Poland and England also d iffered. While 

status issues matter to some degree, the customer in England was mostly 

concerned with the characteristics of the car related to mobility, hence 

functional, technical aspects were most important. I n  Poland ,  the car was 

perceived much more as a representation of the personal status aside 
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from a means of commuting , 

. 

, 

smal ler range of characteristics , was more demanding with regards to 

thus the Polish customer took into 

of vehicle characteristics and add itional 

The Pol ish customer was more concerned 

but they were mainly related to 

cons ideratio n  

functions were more important

a wider range 

with a wide range of car specifications

qual ity as a judgement. The Engl ish customer, although concerned with a 

those s/he perceived important - hard ,  techn ical and measurable 

specifications .  

The meeting of ideas i n  residence with travel l ing concepts brought to both 

locat ions by General Motors p roduced the friction energy necessary for 

creative trans lations to take p lace. The meeting of these ideas in Poland 

resu lted in large amounts of friction energy, and it first occurred at the 

recru itment p rocess. The emphasis d u ring employee selection was placed 

on the qual ity of the people who would create the basis of Opel Polska. 

Thus ,  qual ity came in the form of personal in itiative, ambition , d rive for 

development, change and learn ing . The Engl ish language became 

another factor i n  determ i n ing a candidate's match to the GM world . Further 

on ,  i ntensive tra in ing was d es igned in order to supply the cand idates with 

the knowledge necessary to carry out their duties. Technical training was 

combined with on-s ite learn i ng supported by the use of the al location of a 

home plant. The process of furnish ing a new cu lture in Opel Polska 

implemented values such as safety, lean manufacturing ,  teamwork, self

discip l ine ,  a systematic approach to wo rk and personal  responsib i l ity. 

The tra in ing adopted at the Vauxhal l  Luton plant was less intensive and 

was ta rgeted at amend ing cu rrent ways and notions of car manufacture, 

rather than changing them fundamental ly. The success rate of the tra in ing , 

and the programme of implementing change in Vauxhal l were very low 

and d id not lead to creative t rans lations .  The concept of bui lt-in qual ity was 

resisted i n  the p lant and a system based on fau lt rectification , audit and 

repair developed i nstead . This system is a continuation of the o ld 
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approach to quality that resided in the plant before General Motors' arrival 
and it represents a contradiction in the built-in quality phi losophy. 

The ideas in residence in Poland led to diffusion and a creative translation  

of the concepts as they travelled. The ideas residing in England resisted 

translation and resulted in institutions derived from the concepts i n  

residence. The process of translation i n  Opel Polska proved to be creative 

and led to the full institutionalisation of the concept of built-i n  quality as 

defined by General Motors. The centralisation of decision-making was 

accepted by the staff and perceived by them as relatively loose and 

enabled them sufficient degrees of freedom. Standard isation and other 

organisational rituals were hardly ever questioned and were welcomed as 

a refreshing novelty. Many of these ideas were new i n  Poland and were 

received by the local staff as a factor in making them members of the GM 

world. This wil l i ngness to belong to this organisation  was fu rther enhanced 

by the strong sense of ownership  the Poles gained from their participation 

in building the plant, and also in their national ambition to succeed with in 

the g lobal car manufacturing arena. This success symbolises the Polish 

transformation from a centrally p lanned, to a market economy - from the 

membership of the Eastern block to the membersh ip of Western Europe. 

The translations of the above concepts at the Vauxhall Luton plant were 

tremendously different. The centralisation of decision-making, which 

arrived in the English plant a long with General Motors, was perceived as 

the loss of the plant's autonomy. It was reg retted as something l imiting the 

p lant's potential and freedom. Standardisation of work was refused on 

several 

absent. 

occasions and the rituals maintained the GM Family ethos was 

The plant maintained strong identity as the Vauxhall plant, 

essentially the English plant, wh ich had been there for almost a decade, 

and the need to become a member of the GM Family was non-existent. 

I 
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4.1 0  Issues cal l ing for investigation 
The picture of the quality chain translated between England and Poland 

revealed some similarities as well as differences in the institutionalisation 

of the concept of quality in these two locations. The Repertory Grid study 

was conducted as a means of identifying and understand ing the 

similarities and differences in the construction of some of the events and 

processes described in the ethnography. The Repertory Grid interviews 

enabled an  in-depth investigation of how the participants construed these 

changes. As the basic unit of analysis in the Repertory Grid is the 

construct, it lends itself to a study of contrasts. Therefore, we are able to 

investigate what different constructs are used by the UK and Polish 

managers or whether they use the same constructs but focus on different 

ends. That wi l l  then provide a basis for the investigation of the fol lowing 

issues. 

Similarities in the construction and implementation of quality at the 

Vauxhall Luton plant and Opel Polska: 

1 )  Is  there a homogenous picture in the construction of quality among 

the employees in these two plants? The Repertory Grid Technique 

provides a useful tool for eliciting tacit knowledge. The interviewees 

are able to identify in explicit terms the concept of qual ity that might 

otherwise have remained a vague notion . This will be especially 

useful in identifying the 'soft' aspects of quality. 

2) I s  the combination of two approaches to quality, for example, 'soft' 

and 'hard' elements of quality, equally adopted in Gliwice and 

Luton? 

3) Are there any elements in the construction of quality revealed in the 

Repertory Grid study that did not emerge in the ethnography? The 

Repertory Grid technique is especial ly useful for exploring issues 

that might not have come out previously, as it provides the 

respondents' repertoire of constructs related to the notion of qual ity, 
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which might have been used on ly partial ly during the ethnographic 

interviews .  

Differences i n  the  construction and  implementation of qual ity between the 

Vauxhal l Luton plant and Opel Polska: 

4) As the qua l ity control systems developed at the Vaux

reflect this 

hal l  Luton 

p lant and Opel Polska represent two contradictory approaches, the 

construction of q uality in these two plants should 

d ifference. Accord ing to the motto of bui lt-i n  qual ity present in Opel 

Polska, qua l ity should be construed as related to defect prevention 

and a focus on the actua l  system and the customer with in the 

system . The construction of qual ity in the Engl ish plant should 

reflect the opposite approach and emphasise audit and repair of the 

faults , which have a l ready occurred at the end of the process, 

rather than tracing the root cause, and the focus remains on the 

fina l  product rather than the whole system. 

5) Due to the focus being on the fina l  product at Vauxhal l ,  the faults 

a re contained at the fina l  aud it and are del iberately passed on to 

th is stage. This approach creates a s ituation where the judgement 

of the seriousness of the fault becomes crucial for the functioning of 

the whole p rocess . Hence ,  the risk of stopping the production l ine i n  

the UK i s  h igher than in  Poland . Operating i n  h igh-risk situations 

where defects are constantly being p roduced shifts the construction 

of qua l ity onto assessment of defects and their potential for 

stopping the p roduction process . Therefore , we need to investigate 

how the creation of a h igh-risk qual ity control system and the focus 

on the fina l  product influences the construction of qual ity at the 

Vauxhal l  p lant. Is qual ity a matter of judgement on the seriousness 

of the defect? Does it create a system that is not wel l  control led, 

and if so, wi l l  the lack of contro l over the system be someth ing that 

concerns Engl ish managers? On the Polish side , where the focus 
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remains on the actual  system and the faults are scrutin ised for their 

root cause, the construction of qual ity should reflect this aspect in 

constructs related to tracing the sources of defects rather than their 

seriousness. 

6) Are the elements related to self-d iscipl ine, organisation , planning 

and a systematic approach to work sti l l  missing in the Polish 

construction of qua l ity, or did i ntensive tra in ing bring these issues 

i nto the perception of q ua l ity among the Poles? 

The study of val ues that wi l l  fol low after the Repertory Grid interview 

wi l l  reveal  and examine the values and assumptions underlying those 

s imi larities and d ifferences. 
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Chapter 5. The Repertory Grid study 

The narrative p resented in the previous chapter consisted of the 

ethnographic account of the process in which the idea of qual ity travel led 

from the UK to Poland with i n  General Motors . Furthermore ,  Chapter 4 

identified the mean ing of qual ity as u nderstood by UK and Polish 

managers in the General Motors plants in Luton , UK, and i n  Gl iwice ,  

Poland . This chapter wi l l  fu rther investigate the key issues that have 

emerged i n  the ethnographic account and explore the s imi larities and 

d ifferences in the way qua l ity is construed by General Motors managers at 

the Vauxhal l  Luton a nd Opel Polska p lants . This wi l l  be ach ieved by the 

analysis  of the general constructs obtained in the Repertory Grid 

interviews that th is chapter presents . 

The Repertory Grid i nterview was adopted as a tool aid i ng the el icitation of 

the expl icit defin ition of q ua l ity as construed by U K  and Pol ish managers in 

General Motors . The technique also revealed some s imi larities and 

in the construction of qual ity in  these two g roups ofd ifferences 

respondents, shedd ing  more l ight on the issues described i n  Chapter 4. 

The ethnograph ic  interviews and their t ranscripts were used as a source of 

appropriate elements for the Repgrid Interview. Eight critical incidents 

(Flanagan,  1 954) related to q ual ity i n  car manufactu re, as identified 

th rough the ethnograph ic interviews , were selected and used as elements 

i n  the Grid sheet. S ince the elements were suppl ied by the interviewees 

themselves , they had the advantage of being eas i ly understood by the 

respondents. During the Repgrid interview, between 8 to 1 2  constructs 

were el icited per  ind ividua l ,  result ing in a tota l of 2 1 1 constructs. The 

respondents comprised two g roups of managers. The first g roup was the 

g roup of 16  British managers that participated in the p rocess of quality 

translation to Poland with i n  General Motors .  The second g roup was that of 
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1 2  Polish managers who were involved in the same process in Opel 

Polska. It is important to note that the collection of data for this research 

took place in rather tu rbulent times for the Vauxhall Luton plant. One 

month i nto the fieldwork, the Vauxhall Luton closure was announced 

(December 2000) , which put data collection on hold for the next three 

months. When it was resumed at the beginning of 200 1 , several English 

managers had left the English plant. Due to this fact, the Repertory Grid 

interviews conducted with the British managers took p lace at the Vauxhall 

plants in Luton and Ellesmere Port, where some of them were transferred ,  

at the Rol ls-Royce plant in  Derby (where English Manager 5 moved) and 

at Opel Polska in Poland , as some of them were still present there at that 

time. Despite the wish of the author to follow the British respondents to 
rany location in order to complete the Repgrid inteviews, two of them 

remained unavailable. 

This chapter p resents 2 1 "1 constructs related to quality in car manufacture 

as supplied by 28 respondents. The constructs were grouped into 

categories identified by a boot-strapping procedure (Jankowicz, 2003; 

Holsti, 1 968) with the rel iability result of 78.9%. This resulted in eight main 

categories with 1 2  subcategories presented in Table 1 .  Next, the 

constructs were content analysed following Honey's ( 1 979) technique in 

order to identify similarities and differences 

The constructs 

in the British and Polish 

managers' construction of quality. were put in 

accord ing to the match ing score between their ratings, and those of the 

supp l ied overall construct 'good versus poor quality' , which gave the 

p icture of the respondents' construction of q uality presented next. 

order 
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Ran 

23 54 
Direct effect of people's work, their mistakes or responsibil ities 
or use of information (soft issues) as opposed to problems 
related to machine,  product and parts or a whole system (hard 
issues) . 

2a) Process ,  production related problems versus other issues. 1 1  

1 1  4.31 6.32 

(2a and 2b) sub-categories 
simultaneously. 

1 3  

29 

1 1  

1 3 20 

2.1 1 1 2  

1 0  1 1  

1 0.53 5.1 7 1 0  1 6  

1 5  5 . 17 

lated to safety versus non-safety and other All constructs re

5.26 1 3  

All issues related to cost'finance (everything where the cost' 

finance has been mentioned) versus other issues. 

1 1  

1 00.0 1 00.0 

Table 1 Number of constructs al located to each category by UK and Polish 

Managers 
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CATEGORY AND DEFIN ITION f AI I f UK f PL % UK % PL 
k AII 

26.72 24.21 1) People versus machine. 1 31 

2) Quality of the system and the fina l  product. 

5 2 3 1 .72 3.16 

2b) Problems in the fina l  product versus other issues. 9 5 6 

2c) Situations re lated to both 2 0 2 0.00 2.1 1 

Product versus process issues. 

3.)The concept of bui lt-in qual ity. 

8 1 8. 1 0 3a) Preventing a defect from occurring , making sure it will not 2 2 1  
be shipped and reoccur and focusing on the actual process 
and potential m istakes in the future. 
It is opposed to react ing and repairing (usual ly reoccurring) 
defects, which have a l ready occurred ,  with the focus on the 
end of the process. There is a lot of potential here for the 
defect to continue in  the future. 
Preventive versus reactive. 

3 6.90 3.1 6 3b) The process is well control led and workforce is motivated, 9 8 
which results in spotting a l l  defect or  deviations from standard 
quickly and contain ing them. The opposite is a poor control 
over the process with poorly motivated workforce, where 
deviations from standards  and defects a re accepted. 
Good control versus poor contro l .  

4) Qual ity as a judgement 
7 1 1 .2 1  7.3744a) Quality standards are clear  and measu rable, thus we can 

predict the consequences or t he  cause o f  the defect versus 
unknown, unclear standards d ifficu lt to measure where the 
cause of the defect is often unknown and the consequences 
hard to predict. 
Can measure qual ity versus can not measure qual ity. 

1 2 0.8634b) The task is overprocessed , overdone, which can resu lt in 
poor qual ity. 
Overdoing versus other cause. 

5J The nature of the problem. 
9.48 1 0.53 Sa. Situat ions, defects, which a re or are not under company's 2 1  3 

control. 
Internal versus external. 

5 6Sb) The perception of importance of the situation or the fault. 
Important versus less important. 

6 6 96) Safety 

issues including human error. 
Safety versus non-safety. 

7 8 5 6.907) Cost' financial issues 

Financial issue versus other cause. 

9 4 7 3.45 7.378) Miscellaneous 

2 1 1 1 1 6  95Total 

8.42 

9.47 



The fol lowing part p resents resu lts of the content analysis of 21 1 general 
constructs rel ated to qua l ity in car manufacture ,  supp l ied by the UK and 
Polish managers in  Genera l  Motors. The material is structu red in order of 
category frequency. Each category is d iscussed separately with regards to 
its relative importance and significance for the British and Polish sub
sample. The example constructs under each category are presented in 
o rder to supp ly the reader with a clear picture of the issues d iscussed. 

Product issue versus people issue (the h ighest match ing score 75%) 

Human error versus machine error 

5.1 Content analysis 

Lastly, these comments wi l l  be related to the key questions that emerged 

at the end of the ethnographic chapter. 

5.1 .2 Similarities between British and Polish managers 
This section  p resents eleven subcategories of constructs i l lustrating the 

s imi larities in the construction of qual ity between the British and Pol ish 

managers. Constructs are l isted in the order of their total frequency as 

presented i n  column two of Table 1 .  

• People versus Machine 

(2 7% UK, 24% Polish sample constructs) 

The most important and frequently mentioned category for a l l  B ritish and 

Polish respondents was category number 1 , 'peop le versus mach ine' . It 

describes two opposites: 

1 )  Direct effect of people's work, their m istakes, responsibi l ities and use 

of i nformation ,  wh ich cou ld  be summarised as soft issues ,  i n  contrast 

with 

2) p rob lems related to machine, p roduct and its parts ,  and a whole 

system ,  wh ich was often summarised as hard issues. 

The dimension described by this category was of most concern for both 

Britis h  and Pol ish managers as they a l located 54 constructs here (27% in 

the case of UK respondents , and 24% in the case of Pol ish respondents). 

Examp le constructs: 
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Hard issue versus soft issue 

On the soft s ide ,  there are issues related to personnel ,  HR responsib i l ities 
and cu lture .  The fau lt here was due to mistakes in train ing ,  communication 
or breaking the standards of behaviour. 

Hard issues , on the other hand , are str ictly related to machine and system 
faults . Here ,  the fau lts were d ue to mistakes or defects i n  mechanical 
equ ipment and the design of the system. These problems were also 
perceived as more d ifficu lt to so lve , as the cause might be d ifficult to 
identify. 

The category of people - mach ine constructs is important in the l ight of 
theory underp inn ing this research. Accord ing to the B ritish Qual ity 
Association (BQA) , there are th ree main approaches to manag ing qual ity: 
soft, hard ,  and m ixed , wh ich is a combination of the fi rst two. The soft 
approach is related to leadership and employee involvement and its 
factors are fair ly intang ib le and d ifficu lt to measure. Hard qual ity 
emphasises p roduction aspects , measurement and control of work and 
production outcomes, qual ity standards and statistical procedures . 

The combined approach is a m ixture of the scientific approach with an 
emphasis on teamwork and creating a sense of u n ity among members. 
This was the approach that emerged in  the ethnograph ic part of this 
research , a lthough its confi rmation by the Repertory Grid resu lts is 
important. It states definite ly the approach to qual ity management adopted 
by Genera l  Motors and a l lows us to d isti nguish between the soft and hard 
aspects and the way they are construed by the organisationa l  actors. The 
popu larity of the people - mach ine category among respondents ind icates 
that the qua l ity of the workmanship and the system is of most concern to 
the majority of them and predom inates their perception .  Th is confi rms the 
findings that emerged in the ethnog raphy. This category ful ly matches the 
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Category Sa , 

. 

l 

with the external customers .  

Example constructs: 

This category describes 

' in terna l  versus external' was mentioned with approximately 
equal frequency by both groups of managers

ethnograph ic findings and i ntroduces the concept of a mixed approach to 
qual ity. 

• Internal versus External 

(9t% UK, 10% Polish sample constructs) 

situations ,  defects and issues wh ich are either under a company's contro
or beyond it. Th is d imension pictures the importance of the relationships 

I nternal qua lity versus external qual ity 

Genera l  Motors wi l l  bear a cost versus external company wil l  bear a cost 

(the highest matching score 8 1 .25%) 

The presence of the constructs related to the internal and external  issues 

i n  the construction of qua l ity cou ld possibly reflect the focus on the internal 

I nternal p roblem versus external problem 

and externa l  customer adopted by General Motors. This aspect is critical 

in m ixed approach to qua l ity, combin ing soft and hard elements, and the 

customer-suppl ier relationship is considered crucial to the qual ity chain 

(Oakland , 1 989) . Even though the focus on i nternal and external 

customers is an important e lement of the m ixed approach , it was not 

mentioned in  the ethnograph ic interviews and emerged on ly in the 

Repertory Grid data . Therefore, our understanding of the notion of quality 

in Genera l Motors ,  as it was described in the ethnograph ic part, has been 

expanded . 

The th ird most important category for the UK  managers (1 1 % of the UK 

sample constructs) was related to quality standards and was cal led 'can 

• Can measure versus Cannot measure quality 

(1t1 %  UK, 7% Polish sample constructs) 
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sample constructs here .  

-
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versus you cannot measure the quality 

actual qual ity problem (the highest 

measure versus cannot measure qual ity' (category 4a) .  The Polish 
managers considered it s l ightly less important and al located 7% of their 

I n  this category, the qual ity standards were described as: 

clear and measurable so we could predict the cause and 

consequences of the defect; 

- u nknown,  unclear or d ifficu lt to measure standards  which would 

resu lt in  the cause and consequences of the defect to be d ifficult to 

identify or  to predict. 

Examp le constructs : 

You can measure the qual ity level 

level 

Perceived qual ity prob lem versus 

match ing score 75%) 

There's a Genera l  Motors standard for it versus there's no GM standard 

for it 

Constructs i n  th is category describe the 'hard '  part of qual ity influenced by 

the German ITDC Centre i n  Russelsheim (strict ly described as standards 

and measurements) and the 'soft' aspect of qual ity , which is often based 

on persona l  judgement and opin ion ,  where standards are often subjective , 

not precise and non-measu rable. This category is also l inked to 'people 

versus machine' in its soft versus hard aspect. 

This category has emerged in the ethnograph ic part as a characteristic of 

the qua l ity of the fina l  p roduct (see page 63) . It confirms the ethnographic 

finding that the abi l ity to measure qual ity is closely l i nked to the notion of 

soft and hard q ual ity where standards and exp l icit norms are d ifficult to 

apply to the soft aspects of qual ity . 



Safety 

• Important versus Less important 

(5% UK, 10% Polish sample constructs) 

' Important versus less important' - category Sb - was almost equally 

mentioned by the Polish managers ( 1 0% of all the Polish sample 

constructs) as 'internal versus external'. The UK managers spoke of it less 

frequently and allocated 5% of their sample constructs here (the sixth 

p lace in the U K  ranking). This category consists of descriptions of the 

levels of seriousness of the situation/fault and urgency needed for its 

containment. I f  the defects or situations were serious or 

possibly big consequences, they would require immediate 

major with 

reaction ,  

otherwise the functioning of the company would be in danger. 

Example constructs: 

I mportant, it might need correction versus not important, it doesn't need 

correction (the highest matching score 81 .25%) 

Serious defect, big impact on q uality versus minor defect, less impact 

Serious consequences versus little consequences 

Danger to the functioning of the company or the process versus no danger 

to the functioning of the company or the process 

... 

As described in the ethnography, low perception of the relative importance 

of fau lts in Britain can be linked to the system of quality assurance based 

on the final audit. As it was argued ,  this system shifts the responsibility for 

fault detection to the aud it area. Therefore, a p ressure on an individual 

worker to trace the root cause of defects is reduced in comparison to the 

system of the built-in quality, where the responsibi l ity for fault detection is 

p laced upon all employees. 

• 

(5% UK, 9.5% Polish sample constructs) 

'Safety' (category 6) was the fourth most frequent group of constructs for 

the Polish managers (9.5% of the Polish constructs) . For the UK 
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managers ,  'safety' was in sixth p lace
constructs re lated to 'safety issues versus other issues incl ud i ng human 

This category consists of al l  

errors'

Example constructs: 

Safety versus non-safety 

Di rect effect on customer's and employee's safety versus no d irect effect 

on safety (the h ighest matching score 75%) 

The rel atively h igh  ranking of safety among the Poles matched the find ings 

from the ethnography.  The Pol ish Opel p lant put very strong emphasis on 

safety issues and a cu lture reinforcing safety awareness had been 

strongly imposed on Opel Polska. Safety quickly became this p lant's 'trade 

mark' a nd ,  it wi l l  be recal led from the ethnography, is sometimes perceived 

iCost and  financial issues' (category 7) were equal ly frequent among the 

UK managers (6 . 9% of the UK sample constructs) as among the Polish 

managers (5% of the Polish constructs) . Here, a l l  issues were related to 

finance as opposed to other causes . 

Example constructs: 

Financial versus workmanship 

Not related to cost versus cost related 

as a 'fixation'  by people from other General Motors factories . 

• Cost and financial issues 

(6. 9% UK, 5% Polish sample constructs) 

Low cost versus  costly (finance and image wise) (the h ighest matching 

score 87.50%) 

Cost a nd financial issues d id not emerge i n  the ethnographic fi ndings. The 

on ly t ime finance was mentioned was during the accounts of change in the 

attitude  towards wages amongst the Pol ish workforce, but th is aspect was 

not reflected in deta i l  i n  the Repertory Grid . The absence of cost i n  the 

perception of qua l ity might stem from various factors. Train ing during the 
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first years i n  Opel Polska was dominated by qua l ity issues. Th is was also 

the case at the Vauxhal l  Luton plant before and duri ng the time this 

research was conducted. In 2002 , during the col lection of Grid data, 

General Motors had announced in 'State of the Nation' ,  attended by the 

author in G l iwice in Poland , that the qual ity resu lts in Opel Polska were the 

best in Europe and the overal l  goals of qual ity and volume have been met. 

The goal for the year  2003 for Opel Polska was to be cost reduction . The 

same goal was a lso set for Vauxhal l  Motors in 2002 and it is possible that 

cost became the strateg ic issue for a l l  General Motors European plants in  

that year. Hence ,  cost started to emerge as an important quality issue in  

2002 and i t  is p robable that in the fol lowing years , its role as rela

qual ity wi l l  increase s ign ificantly. This , however, is beyond the time-scale 

of this research and remains an issue for further i nvestigation in future 

research . 

• Good versus Poor control 

The next interesting issue emerged i n  catego ry 3b ,  'control '. Here, the 

predominant construct was 'good versus poor control ' and  it contained 

,. 

ated to 

descriptions of the levels of control over the p rocess . At one end was a 

wel l -control led p rocess with a motivated workforce where defects and 

deviations from standard were qu ickly spotted and contained . The 

opposite of th is is poor contro l  over the p rocess with a poorly motivated 

workforce where dev iations from standards and defects are accepted. 

Example constructs : 

Result of poor control versus overcontro l led (the highest matching score 

56.25%) 

This category was relatively important to the UK  managers (6.9% of the 

UK sample constructs) and to the Poles (3% of the Pol ish constructs) . This 

(6. 9% UK, 3% Polish sample constructs) 

The fau lt hasn't been recognised versus the fau lt has been recognised 
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category is close to ' reactive versus preventive' ,  with good control implying 

p reventio n ,  and poor control lead ing to defects and reaction/repair. 

These resu lts may reflect the ethnographic findings and concern of many 

British managers about poor contro l  over the process and the focus on the 

repair of fau lts in the UK. 

The next three categories are the sub-categories of the issues related to 

the qual ity of the system and fina l  product (subcategories 2a, 2b and 2c) . 

They were derived from the ethnographic findings and in the service of 

triangu lation i n  order to confirm the d ifferences in the approach to qual ity 

control between the Luton and G l iwice plants. 

• Problems in the final product versus Other issues 

( 4% UK, 6% Polish sample constructs) 

Category 2b 'problems in  the final product versus other issues' was more 

frequently mentioned by the Pol ish managers that the UK ones (6% of the 

Pol ish and 4% of the UK sample constructs) . This category describes 

problems/defects related on ly to the final product. It is thus a part of the 

qual ity related to reactive/repair and i nspection/aud it aspect and it was 

described in ethnography i n  more detail .  

Example constructs: 

Direct effect on  the product versus no d i rect effect on the product 

Qual ity of the product versus other issues 

Concerned with qual ity versus not concerned with qual ity (the highest 

matchi ng score 68. 75%) 

• Process and production related problems versus Other cause 

(1. 7% UK, 3% Polish sample constructs) 

The fol lowing category (2a) is somehow the opposite end of the previous 

one. 'Process and p roduction related problems versus other cause' was 

one of the smal lest categories, nevertheless important for the overal l  
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analysis . of q ua l ity, It describes an aspect which is related only to the
process of p roduction .  
Example construct: 
Directly related to the process of production versus not related d irectly (the 
h ighest matching  score 75%) 

• 

2c, 'product versus 

Product versus Process issues 

(0% UK, 2% Polish sample constructs) 

The next category from this group was process issues' . 
P roduct versus p rocess issues category was 1 00% dominated by the 
constructs supp l ied by the Pol ish managers. 
Examp le construct: 
No direct effect on the qual ity of production versus d i rect effect on the 
qual ity of the p roduct and production (the h ighest match ing 

ll

score 43.75%) 
This category cou ld be d escribed as a subcategory of issues related to the 
system. Here a re a l l  problems rel ated to the process of p roduction  and its 
outcome versus the fina l  product. The subcategory of product versus 
process is i nteresting as it consists of the juxtaposition of categories 2a 
(process, p roduction  versus other cause) and 2b (fina l  product versus 
other cause). As in the previous two categories, the d istinction between 
the actual process of the production and the final product might have been 
vague, b ut it came out very clearly in this category .  Unfortunately, this 
category is too smal l  to d raw too many conclusions but it might indicate 
another resu lt of a focus on the actua l  process and the bu ilt- in quality in  
Poland .  

The th ree categories described above were derived from the ethnography 
in order to confi rm the d ifferences between the approaches to qual ity 
control based on the aud it of the fina l  product and qual ity bu ilt-into the 
system. However, no sign ificant d ifferences emerged in  the constructs 
associated with product or p rocess issues . Th is may indicate that the 
perception of both systems is the same among GM managers in  the UK 
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and Poland , despite d ifferences i n  the actual systems being implemented 
in  these two countries. Moreover, it shows that the concept of the bui ld-in 
qual ity has been successfu l ly passed on to al l  levels in Opel Polska, 
whereas in Vauxhal l  Luton it is present on ly on the managerial level .  

• Overdoing/olverprocessing versus Other cause 
(0. 8% UK, 2% Polish sample constructs) 

The last and least important category for the Poles (2% of the Polish 
samp le con structs) and the second least important for the UK respondents 
(0 .86% of the U K  constructs) was a smal l  g roup of constructs related to 
'overdo ing/overprocess ing versus other cause' (category 4b). This 
category remained a part of the analys is desp ite its low n umber of overal l  
constructs (3) as i t  was derived from the ethnography and consisted of an 
important part of imp lementing judgements of qual ity. 
Example construct: 
U nderchecking qual ity, lack of attention to detai l  versus overchecking 
qua l ity, over attention to detai l  (the h ig hest match ing score 62 .50%) 

The issue of overprocessing emerged in  the ethnography as a problem 
experienced in Opel Polska du ring the in itia l  months of the p lant's l ife. 
Therefore, the category 'overdoing/overprocessing versus other cause' 
was kept in the Repertory Grid study despite its smal l  sample size. 
However, no sign ificant d ifferences emerged in this analysis. This may be 
d ue to the fact that the problem of overprocessing was a temporary issue 
at the start up phase of the Pol ish plant . 

• The analysis of g eneral constructs suppl ied by the British 
and Pol ish General  Motors managers revealed a picture of great 
s im i larity in  the perception  of qua l ity between these two g roups. Out 
of 1 2  sub-categories, 1 1  of them rep resented categories statistically 
s im i lar for the UK and the Pol ish samp le (with d ifference in 
frequency of construct below 5% between two g roups) . This 
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i nd icates a s imi larity i n  cu ltural perspectives on qua l ity between the 

respondents from the Vauxhal l  Luton and Opel Polska plants and 

demonstrates a homogenous perception of qual ity among 

managers in these two locations . 

• Both g roups of managers perceive q ua l ity as a combination 

of 'soft' and ' hard'  elements which might ind icate the adoption of the 

m ixed approach to qua l ity by General Motors. 

There is 

d ifferences 

5. 1 .3 Difference between British and Polish managers 
constructs 

respondents . 

representing appreciable 

Category 3a, 

on ly one category of 

between the UK and Polish 

'preventive versus reactive' is the on ly group of constructs where the 

d ifference between the two groups of managers was above 5%. 

Category 

• Preventive versus Reactive 

(18% UK, 8% Polish sample constructs) 

3a was the second most frequent for the UK managers (1 8% of 

all the UK sample constructs) . It was defined as preventive - preventing a 

defect from occu rring , maki ng sure it wi l l  not be shipped and reoccur, 

focusing on the actual process and potential mistakes i n  the future; as 

opposed to reactive - reacting and repairing (usual ly reoccurring) defects, 

which have already happened , with the focus on the end of the process. 

There is a lot of potential here for the defect to continue in the future. 

Example constructs: 

React ive versus p revent ive 

It has happened/reactive versus you can do someth ing about it 

It requ i res correction ,  change versus you can prevent it (the h ighest 

match ing score 68 .75%) 

There's a qual ity issue there versus there's a potential for quality issue 

Th is category reflects an approach to fau lts according to their potential 

and tim ing as it was described in the ethnography. There are two kinds of 
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the respondents' views on the topic of qual ity

28 

. 

. 

ar category, and the overa l l  construct the interviewees were 

defect: those that might happen and those that have a l ready occurred . 

Prevention of the former and picking up and stopping the latter from 

sh ipping to the next person in  the system are the main p rincip les of bu i lt-in 

qual ity. 

It was pred icted in  the ethnog raphy that the d imension of 'preventive 

versus reactive' wou ld be of the biggest importance to the Pol ish 

managers ,  as the ethos of bu i lt-i n  qual ity i n  Poland is very strong ,  but i n  

the g rid data , 'preventive versus reactive' was less important to the Polish 

managers (4%,  ranked as fifth most important) . It can also be regarded as 

an ind ication that , for the Pol ish mangers ,  other factors are more important 

i n  the u nderstand ing of qua l ity; categories 5b and 6 ,  for example. 

• Prevention of fau lts versus reaction and repair is the on ly 

issue of qua l ity wh ich showed a sign ificant d ifference in the way in 

wh ich i t  was mentioned by the UK and Po l ish managers. 

5. 1 .4  Matching scores 

respondents from 

The previous section described the content of the constructs suppl ied by 

England and Poland du ring the Repertory Grid 

interviews . I n  th is section , several categories have been chosen for further 

analysis wh ich wil l  look at the relationship between el icited constructs from 

the part icu lt

suppl ied with accord ing to Honey's (1 979) techn ique. This p rocedu re was 

adopted in o rder  to gain deeper understanding i nto the p icture of qual ity as 

construed by the respondents . Hence, they were suppl ied with the overal l  

cons

the match ing scores between each construct suppl ied by an individual and 

truct of good versus poor qua l ity, which was designed to summarise 

This enabled us to calculate 

the supp l ied construct. Th is figu re reflects the extent to which the ratings 

on the particu la r  construct match the ratings on the good versus poor 

quality construct with 1 00% indicating a perfect match or identica l  

The lower the matching score, the further the construct fromconstructs
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the q ual ity top ic. I n  th is section , we wi l l  look at the relationship between 

constructs from three categories and the supplied construct of good 

versus poor q ual ity (see Table 2) . 

CATEGORY % Overal l % % 
Matching Matching Matching 
Score Score ,  UK Score, PL 

2a) Process, production re lated versus 73.96 68.75 79. 1 7  
other cause 
2b) Problems in the fina l  product versus 68 .65 67 .50 69.8 
other issues 
3a) Preventive versus reactive 69.72 66.52 72.92 

Table 2 The matching scores for three categories and suppl ied construct. 

are at the heart of bu i lt-i n q ual ity as opposed to repair  and emphasis on 

the fina l  p roduct, and so they emerged as two opposite pictures in the 

constructs supp l ied by the General Motors emp loyees. Honey's techn ique 

offers an  opportun ity to i nvestigate this  issue and reveal a more precise 

perception of the two systems  in the UK and Poland . 

Category 3a ,  ' p reventive versus reactive' was frequently mentioned by the 

British  managers, which might indicate that it was relatively more important 

to them than to the Pol ish respondents. Nevertheless, the analysis of the 

matchi ng scores for British  and Pol ish managers showed a d ifference in 

the perception  of p revention versus reaction as a qual ity issue. The 

average match ing score for the British managers i n  th is category was 

66.52%, whereas for the Pol ish managers it was 72.92%. This ind icates 

that the concern with this issue, as an issue, is very h igh among the British 

but the perception of it as an important qual ity matter ismanagers ,  

stronger in Poland , which m ight be the resu lt of i ntensive train ing and 

The th ree categories are 'process and production related problems versus 

other cause' , 'problems in the final p roduct versus other issues' and 

'preventive versus reactive' . These are the three categories d irectly related 

to the find ings from the ethnography describ ing the crucial d ifference 

between the systems of qua l ity contro l  adopted at the Vauxha l l  Luton and 

Opel Polska p lants . Defect prevention and a focus on the actual system 
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d ifferent implementation of practices related to the notion of bu i lt-in qual ity. 

As discovered in the ethnograph ic findings, the idea of quality as 

someth ing built into the process and focusing on prevention was not as 

ful ly institutiona lised in England as it was in Poland . Despite the fact that 

the concept is of Japanese orig in and wasn't ful ly implemented at the 

Vauxhal l  p lant , these data are compatible with the view that its transfer to 

Poland from England was successful and the elements of the ph i losophy, 

which were rejected in Englandl, (such as a focus on prevention) were 

smooth ly adopted in  Poland . 

The fina l prod uct and its audit is the focal point in the quality assurance 

system in the UK, therefore , the most closely related to th is issue, 

category 2b , 'prob lems in the final product versus other issues' , was 

expected to be more frequent among the UK managers. However, th is 

category proved to be almost equally popular among the UK and Po lish 

managers. The Pol ish average matching score of 69.8% was almost equal 

to that of 67 .5% by the Br it ish managers (see Table 2). 

Process and product ion related problems, according to the ethnograph ic 

find ings, were the most important issues in Poland. In the Repertory Grid, 

the category 'process and product ion related problems versus other 

cause' proved to be more popu lar among the Polish managers as wel l  as 

having a h igher matching score in th is group .  Pol ish managers' average 

matching score was 79 . 1 7% as opposed to 68.75% of the Brit ish (see 

Table 2) . Th is find ing is important as it confirms the ethnographic result of 

the perception of the prod uct ion process in Poland as the main motto of 

the bu ilt-in qual ity. 

5.4 Chapter summary 
The analysis of the constructs of quality supplied by the British and Polish 

managers working for General Motors revealed that there were no major 

d ifferences in the construction of quality between the British and Polish 

162 



General Motors managers. The picture of the notion of quality that 

emerged in th is  study of general constructs can be described as consisting 

of two main issues: 

1 )  Constructs reflecting the quality control system in General Motors 

as combining 'soft' and 'hard ' issues . Th is notion emerged in 

constructs from the following categories :  

a. People versus mach ine (category 1 )  - here the juxtaposition 

of 'soft' and 'hard '  issues is the most explicit. 

b .  Can measure versus cannot measure quality (category 4a) -

related to the ' hard ', measurable aspects of quality as 

opposed to 'soft' , not-measurable issues where quality 

comes in the form of j udgement and tacit knowledge. 

c. I nternal versus external quality issue (category 5a) -

i l l ustrating the importance of the customer-supplier chain in 

the m ixed approach to qual ity management. 

2) The second group of constructs related to fault prevention and early 

containment describes the core of the bu ilt-in ph i losophy. Here, the 

constructs form the following categories : 

a .  Preventive versus reactive (category 3a) - demonstrating the 

contrad ictory nature of the systems employed at the Vauxhall 

Luton and Opel Polska plants. 

b. - as above, it 

c. Good control revealing 

poor control as a consequence of a system based on fault 

containment. 

The Repertory Grid study also revealed predominant sim i larities in the 

construction and implementation of quality at the Vauxhall Luton and Opel 

Polska plants. There is a clearly homogenous picture of quality in both 

plants : a combination of 'soft' and 'hard '  aspects of quality which can be 

P roduct versus process issue (category 2c) 

emphasises the contrasting focal points of the two systems. 

versus poor control (category 3b) -
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argued to be representing the mixed approach to qual ity management. 

The popu larity of the ' peop le versus machine' category and other 

categories related to the m ixed approach is especially · important as this 

notion d i d  not emerge that clearly in the ethnograph ic find ings. 

The Repertory Grid Techn ique proved to be a usefu l tool for e l iciting tacit 

knowledge and explicitly identifyi ng concepts that might have otherwise 

rema ined vague, such as the notion of the 'soft' quality. And so the 'soft' 

side of qual ity was defi ned as something related to people (their 

respons ib i l ities , m istakes , use of information and effect of their work), as 

d ifficult to measu re, and in consequence, the issue where the 

establishment of q ua l ity standards might be d ifficu lt to understand . 

As expected, the q uality control systems developed at the Vauxhall Luton 

plant and Opel Polska plants represent two contradictory approaches that 

were reflected i n  th is Repertory Grid study. Two opposite notions of quality 

emerged : 

1 )  Quality based on the notion of the bui lt-in quality emphasising the 

customer-supplier relationship and defect prevention . This concept 

was sign ifi cantly more frequent in the U K  sample, however, it was 

considered more important among the Polish whose matching 

score was s l ig htly h igher. 

2) Qual ity founded upon aud it and repair of the fau lts in the final 

prod uct. 

The second above-mentioned system and notion of quality, adopted at the 

Luton plant, creates a h igh-risk environment where the control over the 

process is poor and the risk of stopping the line is h igh.  This was reflected 

i n  constructs related to quality in the form of a judgement, such as 

' important versus less important' (category 5b) , dealing with the estimation 

of the seriousness of the fault or the situation. These aspects of qual ity 

were 5% more frequently mentioned by the British managers than by the 
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Poles, lead ing to the conclus ion that the abil ity to judge the seriousness of 

the fault/situation p lays a crucial role in the British system. 

Furthermore, as expected , the issue of 'control' emerged (category 3b) in 
the Repertory G rid , however, without any statistica lly s ignificant difference 
between the B ritish and Polish samples . The concern with the issue of 
control was only s l i g htly lower among the UK  respondents, i nd icating 
e ither the belief in disabi lity to impact upon the plant or the low awareness 
of the importance of control over the system overall. The latter issue might 
stem from the fact that the Luton plant had been successfu lly operating  i n  

the low-controlled system for many years, hence the control m ight be 

perceived as a relatively i rrelevant qua l ity issue.  Whi le th is interpretation 

mig ht be a l ittle specu lative and require further analysis in the study of 

values, it is comp atible with the data d iscussed so far and it suggests 

possible ways of i nterpretation of the processes described i n  this thesis. 

The Repertory Grid study was cond ucted as a means of identifying and 

understand ing the s im ilarities and d ifferences i n  the construction of some 

of the events and processes described in the ethnography. However, only 

one statistically s ignificant d ifference emerged in the study  of general 

constructs . It was i l lustrated in  category 3a, 'preventive versus reactive'. 

There is one interesting issue present in the construction of quality 

revealed in the Repertory Grid study that d id not clearly emerge in the 

ethnographic study .  It is the notion expressed in category 5a, ' internal 

versus external ' ,  illustrating the relationsh ips with suppliers . Th is issue has 

emerged equally i n  terms of category frequency in both plants. However, 

the constructs supplied in th is catego ry d id not reveal any significant 

Japanese influences . On the contrary, it identified external issues as 

beyond a comp any's  control , which is contradictory to the Japanese 

philosophy of q uality assurance. According to the Japanese approach , 

close relationsh ips with the supp liers indicate great influence upon the 
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qua l ity of parts del ivered to the company as well as the post-sales 

services . The Repertory Grid techn ique was especial ly usefu l in the 

identification  of this issue as it represented the element of the qual ity 

ph i losophy that was not successfu l ly translated to either the UK or Poland . 
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Chapter 6. The stu dy of values 

This chapter contains the study of 20 values obtained during the Repertory 

Grid interviews, followed by Laddering (H inkle, 1 965) and the Resistance 

to Change Techn ique (F ransel la, 1 977) . This set of constructivist 

techniq ues enabled an in depth exploration of the values embedded in 

each culture, which might otherwise not have emerged in the ethnographic 

study alone. This chapter wi l l  expand our understanding of organisational 

cultures of the Vauxhal l Luton and Opel Polska plants , and the p rocesses 

of the disembedd ing and reembedding of the idea of quality in these two 

locations . 

6.1 The values of the British and Polish managers 
Over the course of 28 interviews ( 1 6 British  and 1 2  Polish) with the 

General Motors emp loyees us ing the constructivist techniques, a l ist 

consisting of 20 values has been elicited . Table 3 presents them in the 

order of their overal l  frequency and the fo l lowing part describes its content. 

The fig ures in brackets ind icate the number of times the particular value 

was rated as the most important value in the sample. 
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1 7 (4) 

5 ( 1 )  

9 respect 4 ( 1 ) 

3 (3) 
1 4  security 3 ( 1 )  

1 8  sharing 

mean ing 
20 

Polish 
N r. UK mana-

Value managers qers Total 
orog ress/chanq e/i m provement/development 8 (4) 1 5  (8) 

2 human bei no/re lationsh ios 5 (3) 4 9 (3) 
3 happ iness/inner peace 6 (2) 2 8 (2) 

4 order 3 4 7 
5 ach ievem ent/self-fu lfi Iment 3 4 (2) 7 (2) 
6 contro l/infl uence 5 ( 1 ) 1 6 ( 1 ) 
7 satisfaction/contentment 5 ( 1 }  0 
8 fee l ing valued/needed 2 ( 1  ) 3 (2) 5 (3) 

1 5 ( 1 )  
1 0  l iving l ife to the fu l l /freedom 3 (2) 2 ( 1 )  5 (3) 
1 1  oride 4 (4) 0 4 (4) 
1 2  Igood world ( l ife)/oeace 2 2 4 
1 3  Ipuroose/d irection 3 (3) 0 

2 ( 1 ) 1 
1 5  optim ism 1 1 ( 1 )  2 ( 1  ) 
1 6  perfectionism 2 ( 1 )  0 2 (1  ) 
1 7  independence 1 0 1 

1 0 1 
1 9  1 0 1 

0patriotism 1 1 

Table 3 The values of the British and Polish managers. 

value table ind icates t hese values as being t he most important in  the 

whole sample .  Four Brit ish and fou r  Pol ish managers rated it as the most 

important val ue in their Resistance to Change sheet. 

• 

as being the most important value. 

• Happiness/inner peace: 

Ranked th ird, and was graded as the first value by two people. This aspect 

was slig htly more frequently mentioned by the British . 

• Progress/change/improvement/personal development: 

The most frequent val ue among the Br itish and Polish managers .  The 

Human being/relationships: 

The second m ost frequent value was related to the social nature of people 

and it was defined as being a human being. Three respondents rated th is 
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• Orderlachievementlse/f-fu/fi/ment: 

The next two values were equal ly frequent i n  both g roups. 

• Control/influence 

The most im portant va lue for just one respondent, who was Eng l ish . Th is 

value is particu larly  interesting as it was mentioned main ly by the British 

respondents and on ly one Po le. 

• Satisfaction/contentment 

The British excl usive ly mentioned th is value ,  wh ich is of interest. 

• Feeling valued/needed 

Occurred sim i larly frequently in the Pol ish and B ritish responses and was 

rated as the most important value by th ree of them. 

• 

Appeared 

Respect 

main ly i n  the va lue systems of Poles , and i n  only one British 

manager. 

• Living life to the full/freedom 

Next in overa l l  rank ing and occurred almost equally frequent i n  the 

responses from both g roups. Th ree people rated it as the first val ue in  

the i r  RTC sheet. 

• Pride 

Mentioned on ly by the Poles and seems to be a very simi lar value to that 

of respect. 

• Good world (life )/peace 

Equa l ly frequent i n  both groups.  
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• Purpose/direction 

Mentioned only by the British  and cou ld be linked to i ssues of control. 

• Security and  optimism 

The next two values were mentioned by a small number of both Polish and 

Brit ish interviewees . 

• Perfectionism, independence, sharing and meaning 

Appeared only i n  the Brit ish responses .  Perfection ism was mentioned 

twice whereas independence, sharing and mean ing were only mentioned 

once each .  

• Patriotism 

This was the last va l ue  i n  the ranking ,  wh ich came from one of the Pol ish 

managers . 

6.2 Simi larities and differences between the values of the British and 
Pol ish managers 
This section describes the d ifferences and sim ilarities in  the values of 

British and Polish managers presented previously. So far they have been 

presented accord ing to the frequency with wh ich the respondents 

mentioned them in the Repertory Grid interviews (Table 3) . However, the 

relative freq uency of the va lue in the whole sample does not ind icate its 

importance for the respondents .  Therefore, in this section we will focus on 

the s imilarities and d ifferences between the values that were considered 

most important in the Resistance to Change part of the interviews 

(presented as numbers in b rackets in Table 3). 

6.2. 1 Similarities 
Progress was the most frequent value in the whole sample as well as the 

most important. Four Briti sh  and four Polish respondents rated it as the ir  



first value. Peop le in both groups agreed that personal as wel l  as 

professional development and improvement were their main motivators. 

Feel ing valued and needed was also simi larly important in both samp les. 

One U K  and two Polish managers ag reed it to be their most important 

value. 

L iving l ife to the full was rated as the first val ue by two B ritish and one 

Polish manager. 

Order and good world/peace were the next two values where there was 

s imi larity in thei r relative frequency in the whole samp le. However, none of 

the i nterviewees rated them as their fi rst value, hence their importance is 

not as high as i n  the previous two. 

6.2.2 Differences UK-PL 
The values which were s ignificantly important on ly to the U K  managers 

were pride, rated as the fi rst value by four managers, having a 

purpose/sense of d irection in  life mentioned by three, relationsh ips (often 

described as an inevitab le part of al l human beings) was important to three 

managers, and happiness to two of them. Other values rated as most 

important were satisfaction , control ,  security and perfectionism, each 

mentioned by one interviewee. 

The important values , which appeared only in the Polish sample, were 

those of ach ievement, mentioned by two Polish managers , and respect 

and optimism , each mentioned by one respondent. 
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6.3 Summary of Chapter 6 
The most important and frequent value that emerged in  th is study is 

progress. I t  reflects the importance that personal development, progress 

and change holds among Opel Polska and Vauxhall Luton managers. The 

ind ication that th is value m ight be important for Polish managers emerged 

in the ethnography section (Chapter 4), where the interviewees admitted 

that they were ready to sacrifice the security of their old jobs for the sake 

of personal development, wh ich they sought in Opel Polska. The presence 

of this value among the B ritish managers is qu ite sign ificant. The emerg ing 

p icture of Vauxhall managers is rather contrasting to that of their 

employees. As the managers a re driven by development, the rest of 

Vauxhall Luton employees perceived change as rather u nnecessary. The 

construct of change/prog ress versus stability/stag nation represents the 

crucial issue for the General Motors plants in the UK and Poland. In 

Poland , progress/change seems to represent the preferred pole of the 

construct among many emp loyees on all levels  of the organisation . 

However, in the UK, the preferred pole is the opposite for most 

employees , except those at managerial level. According to the 

ethnographic find ings, th is d ivide i n  Vauxhal l  was the major problem 

lead ing  to the plant' s decline. As th is study was conducted only among the 

employees of managerial positions, we cannot confirm the importance of 

stabi lity for the rest of Vauxhal l  employees. However, the confirmation of 

the find ings from Chapter 4 for the current sample is significant. It 

indicates that a lthough the cu lture of General Motors that is directed 

towards develop ment and progress is coherent among the managers, it 

was not successful ly passed onto lower levels i n  the UK. 

Feeling valued and needed was recognised as important in  both p lants. In 

Poland , a sense of achievement emerged as an additional value that is 

important to people. 

The British managers were also concerned with the social aspect of their 

l ives. Good relationsh ips with people at work as well as i n  their private l ife 
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formed a vital part of the culture at the Vauxhal l  p lant. Happiness was 

another va lue re lated to the ir  qua l ity of l ife .  These values were perceived 

as u n important at Opel Po lska,  which reflects the ethnograph ic find ing 

about the re lative importance of the qua l ity of private l ife in the UK  in 

comparison with Po land . The Pol ish , however, as much as the British 

managers ,  wanted to l ive their l ife to the fu l l  and in freedom. Here is 

perhaps where the hunger for l ife and personal happiness found its 

expression i n  the Po l ish sample .  

The Vauxha l l  managers a lso valued contro l ,  security and a sense of 

d i rect ion  in the i r  l ives . Combined with the importance of progress and 

change ,  it may be i nterpreted as the need for development, but not at a l l  

costs . Perhaps the read iness of Po les to accept change easi ly stems from 

the need for ach ievement rather than security and contro l .  

Brit ish managers a lso admitted that pride was important to them , whereas 

on the Pol ish s ide, respect emerged as important but on ly for one person .  

The study of val ues reveals a p icture of the Genera l  Motors culture, a 

cu lture d riven by progress, development and change. This aspect is 

further  strengthened at Opel  Polska by the need for achievement, whereas 

at Vauxha l l  Luton the importance of security and contro l were important 

and cou ld  have h i ndered  the process of change. Th is picture is especia l ly 

important as it confirms the coherence of the main value of 

progress/change among the Genera l  Motors managers ,  despite the 

negative construction of change at Vauxhal l  Luton ,  where the rest of the 

emp loyees might p refer the opposite pole of th is construct - stabi l ity. 
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Chapter 7. Discussion 

The collapse of the Soviet bloc i n  1 989 and the open ing up  of the 
boundaries i n  Eastern Europe created an opportun ity to revive knowledge 
transfer between Western a nd Eastern Europe, which had been restricted 
s ince the end of the Second World War. The flow of Western management 
ideas in the market economy to Poland has been growing ever since, and 
will poss ibly rise even more after 2004 , when Poland and its several 

Eastern neighbours become the members of the European Un ion . The 

literature review ind icated that the transfer of ideas so far had often been 

i ncomplete and rarely led to the creative translation of ideas and the 

creation of new working  p ractices and norms. Accord ing to Zaleska 

(1 998) , the p rocess of cultu ral change and the learning of Polish 

managers in foreign compan ies was i nh ib ited due to the relations of 

dominance embedded in the processes and structures of multinationals. 

Her research revealed that the centra l ised and asymmetrical power 

structure and workplace relations with in  multinationals restored and 

sustained values such as servi l ity , mistrust of authority, authoritarian ism , 

paternalism and passivity - values characteristic of Soviet management. 

The learn i ng  and development of Po l ish managers often lacked 

opportun ities fo r the development of key management skills in a market 

economy, for example, entrepreneurial, leadership and strategic expertise 

(Kozminski , 1 993;  Zaleska , 1 998). The roles of Polish managers were 

subord i nate and executive as the creative decision-making took place in 

multinatio nal centra l headquarters. However, according to many authors 

(see Kostera, 1 995 ;  Kozm inski , 1 995; Zaleska , 1 998) , some aspects of 

Polish culture also contributed to a new dependency structure that 

emerged . As they argued , the behaviour of Eastern European managers 

involved such e lements as unrealistic expectations and feelings of 

i nferiority and was therefore partly to blame for the imperialistic behaviour 
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of Western managers and the impediment of knowledge transfer between 

these parties. 

Zaleska ( 1 998) concluded that Polish managers were caught between the 

forces of past and present in trying to find new legitimacy for themselves 

as managers in Western organisations. However , this process proved to 

be more complex than predicted as they were exposed to a mixture of 

similar rules coming from two agents previously perceived as contradictory 

in their va l ues and operations: the Soviet system and Western 

multinationa ls . The mu ltinationals, which entered the Polish market after 

1 989 ,  were operating in an uncertain and complex environment . This 

aspect led them to reproduce old practices and attitudes that were 

considered undesirab le in market economies. The re lationships and 

knowledge transfer between Polish and Western managers were uni

directional as opposed to b i-directiona l ,  involving negotiation and 

consensus .  The Poles learned how to accept dependency and some 

Polish traditions and values, such as importance of hierarchy and respect 

for individua l  authority, were compatible with the centra lised management 

style of Western mu ltinationa ls, which strengthened the dominant position 

of foreign managers. 

Roney (2000) ,  who conducted research i nto the introduction of TQM in 

newly privatised Polish companies , has argued that management 

philosophies such as TQM are imprinted with values and assumptions 

wh ich , if they are to be successfu l ly transferred , need to be shared by both 

parties involved in the p rocess. According to her study, Po l ish culture has 

creation of a 

been strong ly infl uenced by 50 years of communism, which resu lted in the 

comp licated cu ltural  web that resisted later attempts to 

change Poland and its working practices. Roney's research presents an 

interesting study of the values involved in the TQM and the values that 

m ight h inder its implementation , in th is case the values existing in the 

Polish company under scrutiny. However , the material presented in her 
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study clearly shows that the agents of change were demonstrating a 

distinct lack of values ce ntral to TQM ,  such as innovation and trust (e.g . 

I mai, 1 986). In her research, Roney d id not analyse the functions fulfilled 

by new practices and whether they really provided a better a lternative to 

those trad itionally used in the factory. She presented several examples of 

TQM practices, which were self-exp lanatory in thei r failure. One of them 

was the punishment of initiatives related to improvement (a contradiction 

of Kaizen) , or the introduction of technolog ical elements incompatib le with 

old equipment, wh ich led to increased parts rejection and add itional work 

for employees. 

It has been argued in this thesis that if the introduction of new practices 

and management ph i losoph ies is to be successfu l ,  it needs to involve prior 

negotiation and agreement of both sides regarding the ways in which 

these ph i l osoph ies are to be implemented . The study of values, however 

important, is not enough for the critical evaluation of the outcome of any 

knowledge translation. 

d iscussed next. 

Therefore, it is of h igh  impo rtance to identify the factors contributing to the 

successfu l or unsuccessful transfer of ideas if Poland is to become an 

economic partner to Western European countries. What these factors are , 

and how they contribute to the transfer of ideas between cu ltu res, shall be 

7.1 People as a med ium for the trave l  of ideas 
The empir ica l  part of this thesis identified the expatriate managers - the 

ISPs - as being one of the med i ums necessary for the travel of ideas. 

Their ro le involved transferring and maintain ing ideas that were required 

for the successful implementation of bu i lt- in quality in new plants. The 

ideas they brought consisted of concepts 

General 

related to 

processes, peop le management and Motors' 

ph i losophy. Hence, it is important to note that the concept 

manufacturing 

corporate 

of bu i lt� in 

quality, as it was b rought to Poland, was accompanied by other new 
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concepts , such as the Japanese ph i losophy of people management and 

the GM Fam i ly con cept. 

Accord ing to Kozminski ( 1 995) ,  the re are two kinds of expatriate manager 

coming to Eastern Eu rope :  ' mercenaries' and 'crusaders'. The former are 

expatriates who br ing with them Western ideas of management in a 

s imp l ified and standard ised form that does not take into account local 

cultu re and context. They tend to operate on the basis of having 

knowledge of a specific 'one best way' of management. The latter type of 

expatriate , the 'crusaders ' , take an approach targeted at the sens itive 

promotion  of cu ltu ra l  change by engaging in three main activities : 

• Offer ing new types of p roducts and services to create new 

types of organ isations 

• Cu ltu re-clash management 

• P rovid i ng and implementing new tools and new management 

techn iques (Kozminski , 1 995; 98-99) 

The effects these two g roups have on the practices developed in the new 

cu lture as wel l  as the local environment rep resent two opposite ends of 

the spectrum .  Whereas the 'mercenaries' have a negative effect on the 

loca l  cu ltu re and practices , the 'crusaders' can contribute to the creative 

trans lation of ideas and have positive effects on the local cu lture. It is 

arg uable that on ly those expatriates who act as 'crusaders' cou ld make 

g lobal isation become a true transformational ist p rocess as defined by 

Giddens ( 1 996 ,  1 999) .  

The materia l  of  th is thesis demonstrated that the g roup of ISPs b ring ing 

ideas to new locations with in General Motors were acting from a 

'crusaders '  perspective. Nevertheless, different outcomes of their 

'crusades' in  Poland and the UK bring our attention to another factor that 

determines the resu lt of knowledge transfer; the local envi ronment, 

particu larly loca l  people ,  the i r  cu lture and val ues. 
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7.2 Values 
When two groups of people start working together, they inevitably bring 
their culture and values into th is interaction. The meeting of two cultu res 

and the relationsh i p  between their  values determ ines the way in which 

peop le will approach their collaboration ,  and what follows the outcome of 

this process. The cons ideration of va lues and cultu res involved i n  

international cooperation i s  especial ly important if it is to lead to a 

successful translation of ideas. 

Value d ifferences have been trad itional ly pictured as representations of 

certain po ints of cultural d imension (Hofstede, 1 991 "; Trompenaars & 

Hampden-Turner, 1 997) . The very fact that these d imensions represent 

opposi ng  tendencies places the researcher adopting th is perspective in  a 

somewhat helpless d ichotomy. Having identified a certain value within a 

particular cultu re o r  management philosophy, for example TQM ,  one is left 

with the defin ition of this value as identified by the dimension that the 

value is supposed to be representing. Accord ing to th is approach , we 

assume that the opposing nature of cu ltu ral d imensions makes it possible 

for one cu lture to accept only one end of the spectrum a particular value 

represents. This approach to the study of values encourages a rather rig id 

perspective, and most worrying ly, creates a definition of values for us. 

Therefore, in th is thesis the author wou ld  l ike to argue for the usefulness 

of the constructivist perspective as introduced by George Kelly ( 1 955), and 

his ph i losophy of constructive alternativism. This approach to studying 

persons' construction of reality and their values provides richer and more 

meaningful d ata to those collected by using trad itional, rig id definitions of 

cultu ral d imensions. 

I n  o rder to understand the constructivist perspective, let us first look at 

Kel ly's definition of constructive alternativism . 
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"We assume that a l l  of our present i nterpretations of the un iverse 

are subject to revis ion or rep lacement. There are always some 

a lternative constructions avai lable to choose among in deal ing with 

the world . "  

(Ke l ly, 1 955, Vol .  1 :  1 1 ) 

Kel ly d istingu ished between the notion of a concept and a construct, and 

he chose the latter to ga in  a better understand ing of a person's constru ing 

s ince the construct ,  u n l ike the concept, includes a contrast - the opposite 

po le .  

"The understand i ng  of th is contrast can often g ive us a clue to a 

persons' behaviour  more than the preferred pole for in our quest to 

understand a person 's behaviour, we must look not on ly at what 

someone does but a lso at what they are not doing by behaving in 

th is way. "  

(Franse l la ,  1 995 :  57-58) 

Th is method of ana lysing  cu ltu res and val ues provides a very rich ins ight 

into how peop le construe a certa in phenomenon at the core leve l .  I n  this 

thesis ,  the adoption of the constructivist perspective and the combination 

of methods derived from ethnography and PCP enab led the exp lanation of 

issues that m ight otherwise have been u nderstood superficial ly or ignored 

altogether. 

wh ich has negative con notations . For Vauxhall Luton ,  the situation was 

not on ly d ifferent but a lso more complex.  Firstly, the construction of 

The study of values revealed a fascinating pictu re of the way in which 

change and prog ress were understood in Opel Polska and Vauxhal l  Luton .  

The construct ion of  change i n  Ope l  Po lska was homogenous for a l l  levels 

of the organ isation and i nvolved the perception of change as a positive , 

preferred pole .  The oppos ite pole of th is construct is that of stagnation, 
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• • 

change was not identica l for a l l  members of the organ isation .  Whereas 

management construed change s im i larly to the Pol ish emp loyees, that is 

the opposite of change was stagnation ,  the remaining employees 

perceived change as something negative , unnecessary and undesirable. 

The explanation of th is d ifference l ies in a d ifferent opposing pole for th is 

construct, wh ich fo r the workers imp l ies stabi l ity rather than stagnation 

wh i le at the same tim e  representi ng the preferred pole (see Figu re 5) .  

M a n a g e m e n t  

E m p l o y e e s  

V a u x h a l l L u t o n  

Figure 5 Core construction  of change at different organ isationa l  levels in the 
Vauxhal l  Luton and Opel Polska plants. 

In add ition to a val ues d iscrepancy between various levels of hierarchy in 

Vauxhal l  Luton ,  there are further d ifferences in  values influencing the 

perception of change  in these two locations.  While the UK managers 

declared the need for contro l ,  security and a sense of d irection , their 

Pol ish counterparts were ready to sacrifice those th ings for the sake of 

ach ievement. Th is d issim i larity in values might affect the read iness of 

these two g roups to accept change and recogn ise the need for progress. 

The previous example shows how the elaboration of both ends of a core 

construct can be crucial to our  deep understand ing of the cultures u nder 

O p e l  P o l s k a 
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scrutiny , and of the peop le operating i n  them. The Repertory Grid and 

Laddering techniques p roved to be ind ispensab le companions of the 

ethnog raph ic journey into these cu ltu res undertaken by the author. 

7.2. 1 Reframing resistance to change 
Whi le a deep understand ing of the cu ltural norms and va lues is important 

for gaining a mean i ngfu l p icture of the phenomenon under scrutiny, the 

insight into the ways in  wh ich these val ues and value-clashes are 

managed is equal ly important. 

Transfer of knowledge invo lves the introduction of new, unknown objects , 

transforming the appearance and mean ing of those that were fam i l iar and 

used unti l now. Old practices become transformed or replaced by new 

a lternatives . As a reaction to the unknown, the ' resistance to change' 

phenomenon (RTC) m ig ht occu r. It is arguable whether the RTC 

phenomenon is a usefu l p rocess (Jankowicz 1 996a) . Fu rthermore, 

Fransella ( 1 995) suggested that the term 'resistance' shou ld be rep laced 

with the more positive term 'persistence' .  Accord ing to personal construct 

theory, the person resisting change does so only in the eyes of those 

expecting th is change to happen. Hence, we should perceive this 

phenomenon as a matter of choosing not to change rather than that of 

resistance. Com ing from th is perspective we might want to consider what 

kind of status quo peop le are actual ly trying to maintain by choosing not to 

change (Fransel la ,  1 995:  83). 

In this study, the adoption of the RTC notion as a useful practice, and 

analysing th is  phenomenon from a PCP perspective, enabled the 

recognition of the successfu l values conversion that took place in Opel 

Polska. This p rocess, described in more detail in part 7.4. 1 

( 'Empowerment through  Kaizen and Polish creativity - a case of values 

transformation' ) ,  s howed us how the persistence of the Polish peop le to 

adopt certain p ractices of organisation ,  planning and self-discipline, 

despite being destructive and unreasonable for outsiders, was a rational 
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choice for them i n  p rotecting the i r  sense of freedom and the need for 

creative expression. 

The examp le of the i ntroduction of Kaizen , a long with organ isation and 

self-d iscip l ine in Opel  Po lska ,  shows that core constructs and va lues, 

although being very d ifficu lt and resistant to change, can be changed if an 

alternative for the i r  e laboration is  p rovided . Therefore, the new idea must 

be considered in  terms of its usefu lness in rep lacing an existing idea in 

accordance wit-h the recip ients' criteria .  In the case of Opel Polska ,  the 

a lternatives of o rgan isation ,  p lann i ng and se lf-d iscip l ine were introduced 

as the on ly ways to express ones creativity and ach ievement. The who le 

p rocess was one i n  wh ich the negotiation over mean ing resu lted i n  the 

elaboration of constructs used by both parties .  

Personal construct psychology p rovides a particu larly good framework for 

the exp lanation of poss ib le paradoxes in the value systems of a particu lar  

cu ltu re. An app roach to values gu ided by defin it ions of cultu ra l  d imensions 

might put a researcher i n  the perp lexing situation of identifying the 

coexistence of seeming ly contrad ictory va lues in a particu lar cu lture. 

Roney (2000) has identified strong tendencies to ind ivid ual ism as wel l  as 

col lectivism in her  study of Pol ish enterp rise. The presence of these two 

val ues is ,  however, less surpris ing from the perspective of the personal 

construct psychology whe re the opposite pole of a value is defined by the 

ind ivid ua l ,  rather  than by rig id theoretical d imensions. Hence, it is possible 

that in  the cu lture that Roney stud ied , the opposite of ind ividual ism is 

conformism and for co l lectivism it is isolation .  (These examples are pu rely 

hypothetica l and created for the pu rposes of th is theoretical exp lanation . )  

Accord ing to White ( 1 989) , seeming ly contrasting kinds of behaviour are 

present i n  a l l  peop le and are determ ined by the situation the person finds 

him/herself i n ,  rather than personal ity characteristics. Therefore, it is 

important not to put  ou r behaviou rs or personal ity traits into rig id 
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categories, but to conside r  them in accordance with the broader context in 

wh ich they a re man ifested . 

7.2.2 Negotiation over meaning 
When two groups of people com ing from different cu ltures attempt to 

introduce a new idea in a certai n  location ,  they need to learn what 

mean ing is embod ied in th is  idea in the cu ltu res and locations they come 

from . The idea of donor  is fam i l iar with the objects and actions embedded 

in this idea in its or ig i nal location  and the recip ient knows the set of objects 

and actions that has been developed in h is/her location .  Add itional ly, they 

come from d iffe rent cu ltu res u nderl ined by d ifferent va lues and norms . 

Therefore , it is cruc ia l  for them to fi rst become involved in the process of 

lea rn i ng  each other' s  va l ues and the practices associated with the idea 

be ing trans lated .  This happens by way of mutua l  negotiat ion over 

mean ings embedded i n  the and actions associated with a 

particu lar idea . Without th is negotiation ,  the translat ion of the idea takes a 

form of copying the institutiona l isation chain into the new location .  

Therefore, the p rocess does not adapt to the local cond it ions, which might 

lead to the rejection  of the new idea and an overal l  fa i l u re of translation . 

The success of the trans lation in Opel Po lska was due to the negotiation 

between Pol ish staff and the I SPs before the creation of new practices and 

the implementation of u lt imate norms and values in Gl iwice . The 

usefu lness of the va l ues  b rought to Poland was fi rst discussed and agreed 

on by the Pol ish emp loyees and then implemented in the p lant. New 

val ues embedded in  Western ideas proved to be mean ingfu l ,  and rightfu lly 

rep laced some of the o ld val ues in  Pol ish car manufacture from the past. 

Th is  resu lted in the creation  of an effective system of car man ufacture, 

with the qua l ity bu i lt- in it on  Pol ish ground . 

Heintz (2002) a rgued that ' negotiation' over values between both parties 

invo lved in a knowledge transfer is crucial to the successfu l outcome of 

th is p rocess. By adopting a more critica l stance towards thei r  own beliefs , 

objects 
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managers cou ld replace the actions targeted at the eng ineering of 
emp loyees' values with that of negotiation. In  this way, the notion of 
' resistan ce to change' is  replaced with notion of 'negotiation of mean ing' 
(Jankowicz, 1 996a) . 

The examp les from Opel  Po lska showed us how d ifficu lt and tiring this 

negotiation can be. The case of the HR Director negotiating with dozens of 

angry women over the introduction of work u n iforms is an example where 

the new idea was eventual ly accepted and adopted , a lthough at the cost 

of nerves for the H R  Director. However, other ideas , such as menu content 

in the canteen ,  had to be adjusted to the norms of the local and national 

environment where this issue was strong ly determined by the Cathol ic 

rel ig ion. 

7.3 Further factors affecting ideas trans lation 
The study of the i ntroduction of bu i lt-in q ua l ity ph i losophy in Opel Polska 

and Vauxha l l  Luton leads to severa l conclusions regard ing the factors 

determin ing the outcome of the transfer of ideas. 

7.3.a1 Culture-clash management 
Firstly, the understand ing of l ocal values and their meaning for 

organisationa l  'actors'  needs to be estab l ished. According to (Roney, 

1 997: 4) , if a clash occurs between local values and managerial values, 

we need to add ress it by promoting selected values that are consistent 

with management approach , or by adjust ing this approach to the local 

context. Wh i le th is approach to the management of confl icting values is 

important, we must note that the empirical data of th is thesis show that the 

promotion of new va lues that are inconsistent with the old , local norms and 

practices can be successfu l if introduced ski lfu l ly .  As mentioned 

previously, organisational members can accept the promotion of a new 

idea if the idea p roves to be a better alternative, accord ing to existing 

social norms of what is 'better'- that's the view suggested by Czarniawska 

model. The point is not to change everything , for that is impossible, but to 
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find a fit between new ideas and existi ng norms and institutions in  the 

existing 'matrix' . For Pol ish people it qu ickly became apparent that in order 

to ach ieve success as a p lant and prove themselves to be an equal 

bus iness partner to Western car manufactu rers ,  they wou ld need to adopt 

new p ractices of working .  Otherwise they would perpetuate Pol ish 

manufacturing p ractices where qual ity was a random outcome of car 

p roduction .  

7.3. 2 Creation of  organisational rituals 
The creation of o rgan isationa l  cultu ra l  ritua ls is necessa ry if the underlying 

values we want to perpetuate in  an organ isation are to be brought to l ife . 

The organ isationa l  symbols and rituals g ive meaning to the values and 

ideas that wou ld  otherwise remain abstract or uncommon for the 

employees . Moreover, they improve communication with in o rganisations 

and enhance des i rab le ach ievements and behaviours .  

Certain kinds of rituals are especia l ly important when the organ isation is in 

the process of changing its cu lture and va lues. They serve as a too l  used 

to renew the socia l  structure and improve its effectiveness by repairing the 

existing system as opposed to chang ing it comp letely (Konecki , 1 992) . 

The empi rica l materia l  showed striking d ifferences in  the presence of 

organ isationa l  ritua ls  in the Pol ish and U K  Genera l  Motors p lants . It cou ld 

be argued that the neg l igence of appropriate rituals i n  Vauxha l l  Luton for 

introducing organ isationa l  change was one of the determinants in th is 

process' futu re fai lu re .  

7.3.3 The function of  the idea 
The choice of adopt ion of a new idea by organ isational  actors does not 

depend upon the match between the attributes of this idea and the 

characteristics of the i r  organ isational  situation .  The problems with veh icle 

qual ity and the h igh amount of repairs in the fina l  p roduct in  Vauxha l l  

Luton d id not create a 'demand' for an idea, such as a bui lt- in qual ity 

system that would so lve th is problem . 
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of a prob lem and the match between them are all created 

"The perceived attributes of an idea, the perceived characteristics 

' 

negotiated or imposed during the collective translation process . . .  
With some exaggeration, one can claim that most ideas can  be 
proven to fit most prob lems ,  assum ing good wi l l ,  creativity, and a 
tendency to consensus" 

(Czarn iawska and Joerges 1 995 ;  1 95) . 

For knowledge transfer to be successfu l, it shou ld be aimed at copying the 

role and function that the idea plays in the orig ina l cu ltu re into the new 

culture, rather tha n  copying the elements of the idea chain between two 

locations. 

I n  Opel Polska, a combination of two approaches was adopted . The 

transfer of objects, techniques and methods related to the Western idea of 

quality as something bu ilt i nto the system took the form of copying some of 

them directly, (from ITDC in Germany) or using them as a basis for 

recreating a particu lar process. It is worth recal l ing from the data that 

techniques and objects copied d irectly constituted predominantly 'hard '  

elements of q uality and people management, whereas the 'soft' elements 

in their original form were used as a basis for creating new p rocesses or 

techniques .  

7.3.4 Training and socialisation into new culture 
The introduction of a new idea needs to be carefu lly executed . This should 

include thorough training aimed not only at technical skills designed to 

reduce the anxiety related to the use of new technology, b ut also training 

aimed at shaping the employee's personality where the organisationa l  

qualities and values can be learned and tested . Any new idea that a 

person is wil l ing to add to their repertoire of constructs , in  order to be fu l ly 

accepted, needs to undergo initial tests . Hence, in  personal construct 

psychology, we speak of people as if they were scientists testing their 
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ideas in a laboratory. The d ifference is that the laboratory is our life , be it 

personal of professional. Therefore ,  the organisation must provide its 

members with a testing ground  for new ideas and values. 

importantly , if the cu ltural change is to be successfu l ,  these experiments 

need to prove new ideas usefu l and old ideas redu ndant. The example of 

various ideas introd uced in  Opel  Polska can he lp us understand the 

importance of this stage. The prob lem of absenteeism and widespread 

use of bribery to obtain doctors' certificates is a prob lem in Poland that 

Opel Polska attempted to rectify. The management put a very strong 

emphasis on the promotion of presence at work and supported it with 

various motivational instruments , for example ,  promotional g ifts such as 

umbre l las for the workers with model attendance . Although the actual 

val ue of the reward was very low, it had a very strong motivational impact 

related to an officia l recogn ition of the employee by his/her supervisor. 

Additional ly ,  the reasons for repeated s ick absence required an 

explanation to the line supervisors ,  creating add itional p ressure on the 

employee. These mechan isms were consequently implemented in al l 

departments and proved to be very beneficial for solving the problem of 

absenteeism in Ope l  Polska .  

An interesting contrast to this case is described by Roney (1 997, 2000) 

where sim i larly, rewards were i ntroduced into a Polish factory in  order to 

reduce work absenteeism. However, the whole process, rather than 

promoting new values perpetuated old ones. From the group of employees 

with model attendance , on ly a few randomly selected ones 

presented with the reward d ue to an insufficient amount of g ifts - in th is 

were 

case TV sets the company had budgeted for. This shows how actions 

inconsistent with ideas - promotion of work attendance fo l lowed by lack of 

rewards for a l l  model employees - can lead to the development of wrong 

practices , in th is case the perpetuation of absenteeism and an 

enhancement of d istrust in  the company and its management. 
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Therefore, act ions that i ntroduce and enhance new val ues need to be 

consistent with the actua l  ideas beh ind them. This is a necessary factor for 

the complet ion of successfu l journey of testing new ideas that 

organisationa l  members are undertaking . A lack of intensive tra in ing and 

emphasis on  the creation  of new practices and attitudes can be seen as 

one of the e lements contributing to the Vauxhal l  Luton p lant experiencing 

p roblems when trying to imp lement the system of bu i lt-in  q ua l ity. 

7.4 Power and mechanisms of control 
Mechanisms of contro l in  Opel Polska and Vauxha l l  Luton were very 

d ifferent despite the attempts of management to imp lement identica l  

systems derived from Japanese management ph i losophy. More 

interesting ly ,  these two locations seem to have had very simi lar 

management trad itions .  Poland and the centra l ly governed economy had a 

trad ition of authoritar ian management and strict contro l over the workforce. 

The inab i l ity of the worker to take part in decision-making contributed to a 

low involvement ,  task-oriented cu lture , rather than being resu lt-oriented . 

Vauxha l l  Luton p la nt, desp ite operating in the market economy, had an 

a lmost identical management h istory. Authoritarian  styles of leadership ,  

d istrust in  management on the s ide of employees and learned passivity 

are some of the past characteristics of th is p lant. 

Both g roups of people in these locat ions went th rough a change of 

systems .  Poland was freed from Soviet domination and entered the 

market economy, and the Vauxha l l  p lant was taken over by General 

Motors and new p h i losoph ies of management were i ntroduced . However, 

adaptation to these new cond itions resulted in the development of two 

d ifferent cu ltu res. Ope l  Polska people adopted and developed a system 

derived form Japanese ph i losophy where contro l mechanisms are 

embedded in the cu lture ,  whereas the Vauxhal l  p lant strugg led with issues 

of contro l ,  and attempts to imp lement the control mechanisms embodied in 

the cu ltu re misfi red . 
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Mechan isms of control i n  the Japanese companies , and what fol lows in  

Opel  Po lska ,  are embodied in a ph i losophy of management. Th is impl icit 

an industry or a 

part icu la r  organ isat ion . Those who u nderstand and bel ieve in  this 

ph i losophy of ends and means can deduce from the general statement an 

a lmost l im it less number of specific ru les and so lutions to suit changing 

cond itions .  Moreover, these specific ru les shou ld be consistent among the 

ind ivid ua ls .  I n  th i s  way, the theory p rovides both control over the ways 

peop le  respond to prob lems and coord ination between them . Th is theory, 

rather  imp l icit than  exp l icit , is commun icated through a common cu lture 

shared by key m anagers and ,  to various extents, a l l  employees (Ouch i ,  

1 98 1 ) .  

It is poss ib le to  identify sets of symbols , ceremon ies , and myths 

commun icati ng the underlying va lues and bel iefs of Opel Polska to its 

employees. The ethos of continuous improvement (progress) and trust in  

the o rgan isation (no b lame cu lture) are brought to l ife by organ isational 

institutions and r ituals such as the institution of Kaizen (stations and 

department) , perfo rmance re lated pay, qual ity bu i lt i nto the system,  which 

i nc ludes open communication channels (protecting employees from 

b lame) and the 'State of Nation' ritua l  among others .  The senses of 

ownersh ip ,  p ride and emp loyee i nvo lvement a re add itional ly maintained by 

the ' Family day' ritual and teamwork. This set of organ isationa l  symbols 

commun icates va l ues and ideas that wou ld otherwise be abstract and 

uncommo n  for the o rgan isational  actors. 

The cu ltu re at the Vauxha l l Luton p lant does not provide such a contro l 

tool for management. On the contrary, it represents a sou rce of friction 

and creates prob lems in the p lant as a resu lt of confl icting values that 

under l ie the subcu ltu res of management and employees. Most cu ltural 

theory of the o rgan isation represents the va lues of a l l  people involved in 

the organ isati on :  the owners ,  employees and customers .  It identifies a set 

of bel iefs about what kind of so l utions work wel l  in 
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r ituals present in Opel Polska are absent at the Vauxhall plant and some 

elements of the underly ing philosophy have been openly questioned or 

rejected by Vauxhall employees. Standard ised work and job rotations are 

among these, which were problematic to adopt. The institut ion of Andon 

has never been successfu lly implemented and accepted as necessity. The 

institution of Kaizen has never emerged in the course of the research as 

present in the plant either. 

Poor control over the Vauxhall Luton labour process was an issue of 

concern for the management as it emerged in the empirical material of this 

thesis. Additional ly, t hrough a lack of control over the manufactur ing 

system and the everyday performance of their employees, they expressed 

a sense of the loss of autonomy due to the way in which decision-making 

was centralised in General Motors. The management in the UK feels 

sl ightly powerless in the face of the corporate system of control executed 

by General Motors '  headquarters . This aspect was especia l ly expl icit in 

d isappointments regard ing the allocation of production models to the 

European p lants and in centralisi ng the problem solving of techn ical 

issues, not allowing for the util isation of local expertise. This process 

sl ight ly resembles the central planning production of the Soviet block. The 

Pol ish ISP ,  who fe lt that al location of p roduction models was political  in its 

nature rather than economical , also expressed his resentment regard ing 

this issue. 

"The p lant in England [Vauxhal l  E llesmere Port] wi l l  a lways get the 

model to produce and will be there forever because it is in the UK. 

And the plant i n  Gl iwice will always be at the other side of the world 

and sometimes it wil l  get the model but sometimes it won't . "  

Polish Manager 9 

(Opel Polska, Vauxhal/ Ellesmere Port) 
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The s imi larity in  these op in ions is interesting .  It reflects the perception of 

Genera l  Motors' centra l domination and decis ion-making as l imiting the 

p lant's potentia l .  However, this perception is sign ificantly stronger in the 

UK, whereas in Poland the centra l contro l of General Motors, with the 

exception of model a l location ,  is perceived as re latively loose . 

The perception of the centra l ity of decis ion-making in  the GM world is 

reflected i n  the way local employees construe their management. The 

relationsh ip between  management and the workforce at Vauxha l l  Luton,  

a lthough i t  had begun  to change, sti l l  resembled those of the central ly 

p lanned economy - a great deal of d istrust , powerlessness and 

resentment existed in the p lant. 

"So as a genera l  workforce I wou ld say, th is isn't statistical ly 

accu rate but to g ive an example .  I would have said 80% of our 

workforce a re either with us or  prepared to go with us .  1 0% are 

ahead of us  or want us to catch up  with them. 1 0% are just 

fundamenta l ly against us. They always wil l be. A few years ago I 

sensed there was more against us  in this midd le g roup or the group 

was k ind of sp l it. They wou ld go with us if we'd encouraged them 

but there were 50% of them that just weren't interested . They just 

d idn 't want to be part of it. I th i nk  we've got the atmosphere that's 

getting  better. It 's not bri l l iant because we've got a lot of people that 

have been here for a lot of time and this has been very traditional  

Brit ish i ndustry business. The manager says what's to be done and 

the g uy on  the shop floor does it. He doesn't ask why and he 

doesn 't offer an idea.  He j ust has to do  i t .  It takes quite some time 

to tu rn that ups ide down."  

English Manager 7 

(Vauxha/1 Luton) 
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However, Opel  Polska and  its relationsh ip between management and the 

workforce contrad icts the model from the centra l ly p lanned economy 

trad ition .  The employees expressed a great deal of freedom and respect 

for their management. 

The approach to power i ntroduced by Foucau lt and adopted in  this thesis 

is especia l ly usefu l i n  the exp lanation  of these phenomena.  The 

employees in both p lants seem to be aware of their abi l ity to influence the 

p rocesses with in  the o rgan isation .  Both groups attempted to do so by 

using coercive power .  There were demands of h igher pay in Opel Polska 

d ue to hard work demands p laced on employees and Vauxha l l  Luton has 

a record of refusals to perform specific job tasks. The negotiations in  both 

p l ants seem ing ly b rought consensus to these prob lems . The Polish 

employees were introd uced to the idea of Kaizen as a way of increasing 

the efficiency of the p lant and correspond ing ly their pay. The Eng l ish 

employees were convi nced UY1reat the idea of job rotation and 

standard ised work as u lt imately beneficial to the efficiency of the p lant and 

u ltimately its financia l  situation .  However, the perception of these 

operations as having  potentia l  benefits to people was never ful ly 

understood or used by the shopfloor staff i n  the UK. Pol ish staff, on the 

other hand ,  used the knowledge brought by General Motors to their 

advantage and made it the ir  source of power. They learned new ski l ls and 

treated this knowledge as thei r future transferable potentia l .  

"There is a c l imate beg in n ing to form that these people, who gained 

a lot of knowledge and experience, got these standards and are 

now ready to fly away l ike the b irds  from the nest. And we have to 

create cond itions now so that they wi l l  love this nest as much as 

they loved it before they cou ld fly. " 

Polish Manager 3 

(Opel Polska) 
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destiny' in  

People in Opel Polska approached the relationship between Western and 

Polish managers as a situation of opportunity rather than of th reat. Power 

was used as a resource rather than as a negative force. At Vauxhall 

Luton, the opposite situation occu rred . The employees perceived the new 

knowledge and the people who brought it as a negative influence that 

destroyed their current working environment and disrupted their working 

practices. They tried to prevent it and objected to learning it . The result 

was that the institutiona l isation of this broug ht-in knowledge was 

unsuccessful ,  and the employees did not use it as an opportunity to 

develop professional ly. 

These two situations a re great examples of Foucault's understanding of 

power as a process that has various possible outcomes. 

(Foucault, 1 977 in Townley, 1 998:  1 93) 

According to Foucault, we should focus on the processes and practices 

that result in som e  objects being accepted or  rejected. The examples of 

two d ifferent processes that took place in Opel Polska and Vauxhall Luton 

reason. They show us how the same set of 

practices can become a norm and a source of power in one location, or 

how it can be rejected as a negative practice in a different location . 

There is no doubt that the Japanese system is more efficient in controlling 

the workforce. The problems of control at Vauxhall Luton expressed in the 

empirical part of this thesis support this view. However, one might want to 

ask to what deg ree are the workers in control of their own 'l

these two kinds of organ isations? The power in Opel Polska is imposed 

"We must cease once and for all to describe the effects of power in 

negative terms:  it ' excludes' , it 'represses' ,  it 'censors' ,  it 'abstracts' , 

it 'masks' , it 'conceals ' .  I n  fact, power produces: it produces real ity; 

it produces domains of objects and ritua ls of truth . " 

are very important for this 
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onto employees in  an imp l icit rather than expl icit way, un l ike i n  

bureaucracy .  Th is keeps the employees unaware of the contro l l ing 

mechan ism , so the r isk of them objecting it is  very low. As we have seen i n  

the examp le of t he  UK  p lant ,  d ue to  the expl icit form of control 

mechan isms ,  the rejection  of practices is relatively easier. In the UK, the 

worker accepts or  rejects a set of practices as a resu lt of reasoning , 

whereas i n  Po land th is process takes the form of a deeper adoption or 

rejection of the who le  ph i losophy. 

"Gl iwice is  not a good example for describ ing the approach to 

qua l ity . There were 2 , 000 people chosen from 20,000 appl icants . 

And they were b rainwashed right from the beg inn ing .  I n  this p lant, if 

someone does  not be l ieve it, they wi l l  go crazy. The approach 

implemented i n  G l iwice is l i ke in Ch i nese commun ism , and there is 

no d iscuss ion .  Do not accept, do not sh ift defects . There are no 

s ituations where someone h id someth ing . People were introduced 

to it rig ht from the beg inn ing and I bel ieve i n  it too .  If I d idn 't bel ieve 

in it I wou ld  g o  crazy in the environment where this is the ru le." 

Polish Manager 9 

(Opel Polska, Vauxha/1 Ellesmere Port) 

The cases of peop le  chang ing thei r  behaviour so much that thei r  famil ies 

cou ld  not recogn ise  them is a good man ifestation of the need to adopt the 

who le p h i losophy in orde r  to remain 'sane' in this work envi ronment. 

"Some have got so i nvolved and have changed so much that even 

they' re nearest and  dearest don't recogn ise them. They don 't 

recogn ise what's happened to them i n  a good way; but also, it may 

be, in a way which is p roblematic for their environment ."  

Polish Manager 3 

(Opel Polska) 
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Consideri ng the trad itions of the centra l ly p lanned economy and some of 

the common p ract ices that existed i n  th is system ,  such as b ribery and 

corruption ,  lack of cost control and p lann ing and so on, we can appreciate 

how tremendous and deep th is change in the Pol ish emp loyees has been. 

I t  also shows us how the waves of trans lation reach to a wider 

environment - making the process of g loba l isation someth ing contributing 

to a new local cu ltu ral identity. Ou r  d iscuss ion on g loba l isation wi l l  take 

p lace later i n  th is chapter. 

7.4.e1 Empowerment through Kaizen and Polish creativitye- a case of 
values transformation 
The Japanese ph i losophy of peop le  management i ncludes empowerment 

of people th rough Ka izen. The p h i losophy of Kaizen , a lso known under the 

name of contin uous improvement, is based on val ues such as p rogress 

and innovation .  However, for an idea of innovation  to become a reality i .e . 

an institution , scientific tests of the app l icab i l ity of the idea need to be 

carried out. Ka izen incorporates i nnovative sp irit and carefu l organisation 

and measurement of work, p rincip les based on val ues of progress and 

organ isation . 

The successfu l marriage of these two val ues has a lways been problematic 

in Poland , if not im poss ible, as Poles posses severa l characteristics in 

the i r  'nationa l  character' that m ight serious ly impede attempts to i ntroduce 

a systematic o rgan ised approach to work. The statement of one of the 

Po l ish managers reflects on the p ractices of organ isation and d iscip l ine in 

the German Opel p lant and is a good reflect ion of the possible 

interpretation of these aspects by the average Pole. 

"They al l  work homogenously so that their p rogress has added 

va lue .  And th is is what I l iked there .  The approach to their d uties 

i nvolves re l iab i l ity but without exaggeration in d i l l igence. If anyone 

ever te l ls me that Germans are hard-working , I wi l l  rid icule them . 

They a re mere ly systematic to the verge of id iocy, to the averagely 
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imag inative Pole .  You m ight say they are sad drones at work . Al l  

they do at work is work , noth ing else!" 

Polish 
(Opel Polska) 

Manager 3 

Poles l i ke to see themselves as people with a free sp i rit and a g reat sense 

typical of Poland's western neighbou r. Eva Hoffman beautifu l ly captured 

- ' imag inativeness' - popu larly of style .  

referred to 

The aforementioned 'fantazja' 

as ' Ulanska fantazja' ,  (trans lated as 'Cava lryman's swagger') is 

a trait va l ued g reatly by Po les, which provides an outlet for the creativity of 

an i nd ividua l .  Th is trait is  in d i rect contrast with being systematic and wel l  

o rgan ised - the tra its trad itiona l ly cons idered as  redu ndant ,  boring and 

th is aspect of Po l ish cu ltu re .  

"The best compl iment that a school exercise can receive is that i t  

has polot - a word that comb ines the meanings of dash , insp i ration, 

and flying .  Polot is what everyone wants to have in personal ity as 

wel l .  Being correct and du l l is a ho rrid m isfortune." 

(Hoffman ,  1 998 :  7 1 ) 

However, a lthough  polot and fantazja can be beneficia l in the process of 

continuous improvement,  where creativity and innovation are important, 

othe r  characteristics , such as the Pol ish tendency to be d isorgan ised and 

the i r  chaotic approach to work, might p rove devastating .  It is important to 

note that polot and fantazja are the constructs that imply not on ly creativity 

and free sp i rit , but a lso independence and being a lmost unsubjugated . 

These values a re i n  d irect contrast to organisation and plann ing wh ich 

m ight requ i re not on ly self-d iscipl i ne ,  but also obedience .  The origins of 

the lack of o rgan isation and p lann ing can be partially explained in the 

fol lowing passage .  

"Life has been i rrational enough for them [post I.MN!!  generation of 

Poles] to bel ieve i n  the power of the gamble - in games of luck and 
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risk - more than i n  orderly p rogress. Anyway, there is no such th ing 

as orderly p rog ress i n  the Socia l ist Peop le's Repub l ic .  It's clear 

enough to everybody that you don 't get anywhere by trying . 

Working  hard in you r  'chosen profession ' ,  when the profession is 

most often chosen for you ,  where there's no reward and no 

poss ib i l ity of improv ing you r  cond itions ,  and when anyth ing may 

happen tomorrow, is fo r foo ls and sch lem iels. The System -

compounded by the Poles' perennial scepticism about a l l  systems -

produ ces a nation of i ron ists and gamblers" . 

(Hoffman ,  1 998 :  1 5) 

Orderly p rog ress was someth ing that Poles not on ly lacked and did not 

attempt to imp lement but  a lso ,  paradoxica l ly, ascribed to the economic 

success of other Western countries .  Perhaps the best way to exp la in  this 

seeming contradiction is by g iving vo ice to Barbara Czarn iawska. 

"The u nabated record of s uccessfu l resistance to much stronger 

enem ies makes Poles p roud of themselves, whereas the h istorica l  

fact of  not being ab le to  s urvive autonomously for any longer period 

of time makes them pa infu l ly  aware of conti nu ing fa i lu re .  The 

constant close contact with other  cu ltures, historica l ly imposed , 

resu lts in  ambiguous attitudes: for examp le, an admiration of 

Prussian efficiency clashes with the fact that for many years ,  

sabotage and not  efficient work was a patriotic virtue . . . The 

resu lt ing  image is that of a nat ion capable of the most heroic 

co l lective efforts in times of emergency, and incapable of l iving 

prosperous ly in qu ieter t imes ,  due to extreme ind ividual ism and a 

fata l  tendency to anarchy. Looking at other countries, Poles tend to 

attr ibute their  successes to what is lacking in the ' Po l ish character' : 

order ,  efficiency, method . Therefore , the system is a myth . "  

(Czarn iawska ,  1 986 : 1 5) 
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fantazja the re 

The system myth was also someth ing that Pol ish managers bel ieved in ,  

especia l ly after the i r  vis its to the German Opel p lant. 

" . . .  and everywhere I came to the same conclus ion ,  that there aren't 

any extraord inary peop le  who have advantages d istingu ish ing them 

from people in Poland .  They' re the same rough d iamonds ,  on ly it's 

a m atter of cutti ng and  p resenting them as pol ished jewels: a 

question of having peop le  who know how to shape them,  and teach 

the same to others ,  in an appropriately systematic way. "  

Polish Manager 3 

(Opel Polska) 

shap ing the rough  d iamonds  that have great amounts ofHowever, 

fantazja and polot i nto d iamonds wh ich are continuous ly improving thei r  

work in  a systematic, p lanned and measured way could seem impossible, 

particu larly when one cons iders the constructs in use with their opposite 

ends and underlying 

constructs 

val ues. Us ing the pyram id of constructs and their  

underlying core and va lues ,  i t  is possib le to describe the 

relationsh ip between the va lues of o rgan isation  and creativity i n  the 

trad it ional Po l ish construct system in the fo l lowing  way .  The construct that 

is at the bottom of the pyramid i .e .  fantazja versus d ul l ness/correctness is 

commonly and exp l icitly present in  Po l ish cu ltu re and l iterature .  By moving 

up the construct h iera rchy ladder ,  we can reach further meanings that th is 

construct is underl ined with . And so one can see that under the word 

a re furthe r  mean ings , such as creativity and freedom, 

whereas du l l ness/correctness imp l ies organisation and obed ience. By 

laddering further up ,  we can eventua l ly  reach the core level and see the 

core construct of chaos versus  order  (see Figu re 6) . 
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chaos 

versus order 

freedom versus 

obed ience, d iscip l ine 

creativity versus 

organ isation , p lann ing 

fantazja/polot versus du l l ness/correctness 

Figure 6 Pyramid of values related to creativity in Poland. 

As we can see , the e lements of creativity and organ isation are at opposing 

ends of th is construct . However,  in  the ph i losophy of Kaizen,  these two 

elements need to coexist, for they are both necessary for the 

implementation of new ideas in the system of the bu i lt- in  qual ity. 

The incorporation  of both elements of th is construct requ i res not on ly 

expansion of the cu rrent con struct system, for example, sp l itting the 

construct into two, but a lso lead ing  the people through the experience 

cycle - provin g  the new constructs to be a successfu l and fruitfu l 

alternative to the old o nes . On ly then can change at the level of core 

constructs and va l ues take place .  

Opel Polska is a p lace where the change in the value system of its 

employees was successfu l ly conducted . The ph i losophy of Kaizen proved 

to be an effective vent for the Pol ish polot and fantazja, al lowing people to 

be creative . Nevertheless, in order for their ideas to be brought to l ife and 

institutiona l ised , they had to work in  an organ ised and p lanned manner. 

On ly those ideas that are systematical ly designed and tested can be 

implemented . Imp lementation leads to financial reward for the idea 

creator. General Motors l inked creativity with order, and i ntroduced th is 

combination as a reward ing practice without any alternative. This 

encouraged people to imp lement new practices, and a lso provided the 
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on ly way to achieve good resu lts and rewards. The system myth became 

a real ity. 

7.4.2 The choice of people 
The se lection of employees in Opel Polska is often claimed as the reason 

for the plant's success. Carefu l selection is an important part of the 

Japanese philosophy of people management .  Th is process is then 

followed by intensive developmental training, not only in technica l skills, 

but also attitude and behaviour corresponding to the organ isational norms 

and va lues (Ko necki , 1 992) .  

The recruitment process in Opel Polska was aimed at people wi l l ing to 

learn and adopt new ideas. Only this profile of person could successfully 

undergo introd uctory t ra ining and imp lement the ideas brought by Genera l  

Motors. Age played an important ro le in the selection of people and the 

majority of those who were chosen were in their twenties , resulting in an 

average age of 28 for Opel Polska employees. 

The meaning of the age of employees can be considered from various 

perspectives. Midd le age is often seen as pejorative , a denial of the worth 

of a person's experience (Sennett, 1 998 in Alvesson ,  2002) and is 

associated with risk-aversiveness, inflexib ility and lack of energy. The 

meaning of middle age is often biased and prejudiced . This was the case 

with the Opel Polska recruitment process. Foreign management feared 

that people with long working experience in the companies from the old 

system would bring old ,  bad habits that would be difficult to change due to 

their age. The expertise they could possibly bring to the organisation was 

considered redu ndant. Therefore, the selection targeted young peop le 

who would be amenable to be ing moulded . As Sennett ( 1 998 in Alvesson , 

2002) pointed out, frequent motive beh ind the preference towards young 

employees is the percept ion of them as more malleable and submiss ive. 

Older employees tend to be more loyal with their organisations than with 

their managers and  they could be more inclined to speak up against what 

200 



they see as bad decision-making . Young employees, on  the other hand , 

of the long-term g oals General Motors had .  

For knowledge transfer to be successfu l , the institutiona l isat ion of an idea 

into its new locat ion is crucia l ,  as it has to reflect the orig ina l  function that 

the idea fu lfi ls . The adaptation of the institutional isation  process to local 

cond itions requ i res cooperation on the part of the giver and receiver of the 

idea . Add itiona l ly ,  the receiver needs to be fami l iar with the local cu ltura l  

envi ronment sufficiently enough to  develop new versions of orig ina l  

practices from th is idea as s/he knows best, having been institutional ised 

in  the orig ina l  location .  Th is operation requ i res fami l iarity with the local 

culture and a deep understand ing of the function the new idea needs to 

fu lfi l .  The creat ion of these new practices took place during negotiations at 

Opel Polska, where both s ides involved in the processes learned a great 

deal about each other and fou nd new, creative ways of implementing new 

ideas. The case of work un ifo rms ,  s ick absences and common canteens 

are good examp les . Considering the comp lex nature of th is process, 

General Motors needed to fi nd people whose abi l ity to translate new ideas 

into the loca l  context was h ig h ,  and who would be able to perform these 

functions relative ly soon due  to the tight dead l ines General Motors set up 

for the Opel Po lska start of p roduction .  Therefore, it is not surprising that 

the people chosen to bu i ld  foundations for the Pol ish plant were able to 

learn very quickly. Reflecting on  the young age of Opel Polska emp loyees, 

we can also argue that the i r  potentia l  contribution to the further translation 

of the idea of bu i lt-in qual ity and 

or 

rel ated concepts i n  the local environment, 

be it via Genera l  Motors any other future employer, was possib ly 

due to less organ isationa l  local ity, may i nstead qu it . It is  a rguable then that 

one of the motives beh ind the selected profi le of people in Opel Polska 

was the object ive of increased organ isational  contro l .  

Whi le  consider ing the  benefits of the selection process for the Opel Polska 

organisation and  its managers ,  it is important to look at the broader pictu re 
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maximised .  This is due to the lifespan of the working life they have ahead 

of them , but also due to the level of commitment and understanding of the 

whole philosop hy of Japanese m anufacturing and peop le management 

they were ab le to reach . If one of the goals of General Motors was to 

contribute to the development of the local environment , which the p lant 

director claimed it was, the choice of people for Opel Polska enhanced the 

achievement of th is goal. 

The controversia l aspect that accompanied the recruitment process in 

Gliwice is that of selection ratio; from 46 ,000 applicants 1 ,800 

selected and emp loyed . Clearly, th is provided the ISPs with an opportunity 

were 

they did not have in the UK and possibly no other European Opel plants 

either. High u nemp loyment in the Siles ia region enabled the select ion of 

the employees fitting the designed profile and also provided a mechanism 

for stimulating peoples' motivation and wil lingness to adopt new ideas. 

According to Styhre ( 1 998) ,  societies where certain groups run the risk of 

being excluded or marginal ised demonstrate higher acceptance of 

management ideas. Styhre related i nterest in Kaizen to a tough labour 

market where jobs are not taken for granted. The benefits of the company 

are reflected in the benefits of the employees and their chances of 

remaining emp loyed. This creates the tendency to use expertise better . In 

his study, he introd uced the economical set backs in Sweden as an 

explanatory factor  of the interest in Kaizen and management ideas. 

"Before, we believed we were the centre of the wor ld , but we have 

d iscovered that there are thi ngs that are better in other p laces. " 

(Mr. Blue i n  Styhre, 1 998 : 202) . 

One might wonder whether this wou ld be the future case of the Vauxhall 

p lant in the U K  where the sense of urgency to change was never present. 

The data collected at the Vauxhal l  p lant in E llesmere Port suggest the 

opposite attitude. Whereas the predominant reflection on the Vauxhall 
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final effects and products of capitalism without the chance to participate in 

the i r  creation. The perception of these products was often associated with 

luxury and well being, as the images represented a striking d ifference to 

reality and life under the Soviet reg ime. Hence, the aspiration to catch up 

Luton plant's closure was that of i njustice among its employees; for the 

last UK  GM plant, it meant reassurance of the future existence regardless 

of the situation in  their plant. These attitudes confi rm the reported lack of 

urgency that the Luton plant suffered from ,  but also ind icates a surprising 

u nwilli ngness to accept the chang i ng  nature of the world-wide vehicle 

business. Speaking i n  Personal Construct Theory language (Kelly, 1 955) , 

we can say that the U K  Vauxhall employees demonstrated hostile 

behaviour, mean ing  'the attempt to extort val idational evidence in  favour of 

a type of social pred iction that has already been recogn ised as a failure, 

order to deny an imminent threat' (Kel ly in  Fransella et al, 2003: 1 2). 

Polish people's sense of u rgency to implement new practices is similar to 

that p ictured by Styhre, the d ifference being that Poland is not defending 

its posit ion on the European market, but rather creating it. The national 

ambition to prove themselves as an equal partner to Western European 

countries enhances their will ingness to accept new ideas. 

7.5 The institutional isation of the idea of qual ity in Poland 
Years of existence beh ind the iron  curtain restricted Pol ish people from 

learning  and exchang ing their ideas with Western Europe. Instead, the 

process of acqu ir ing their knowledge from the West proceeded indirectly 

by means of the media, a route strong ly influenced by the government's 

political propaganda and censorship, via tales of other people and their 

own occasional tri ps outside of the Soviet bloc. Hence, their knowledge of 

some Western concepts was restricted, as they d id not have the 

opportun ity to take an active part in their creation or institutional isation. 

They were usual ly the recip ients of the Western ideas and so their 

learn ing was a one-way process in wh ich they received the images of the 

with the West was a natural consequence. Th is d rive to make up for the 
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lost years of stagnation often resu lted i n  a wi l l i ngness to accept some 

Western concepts uncritica l ly .  However, in the same way that people in  

the East were open and p repared to absorb Western i nvestments, they 

were often not ready to change their fundamenta l va lues. As Pol ish h istory 

is fi l led with fig hts for freedom and independence ,  any pressure to 

abandon one's be l iefs , even in the name of economic growth, risks strong 

opposition  and rejection. Therefore , the insistence of Pol ish people on 

p rotecting the work attitudes and bel iefs developed in  the p revious system 

often resu lted in the frustration of i nvestors as wel l  as putting local people 

under pressure. The international g loba l  compan ies entering the Eastern 

market had to n egotiate the ways in wh ich they were going to operate if 

they wanted to be successfu l .  

The negotiation p rocess and  development of new, creative working 

practices and no rms  enabled the transfer of Western concepts , such as 

bui lt-in qua l ity. H aving d iscussed these factors , which enab led creative 

translation of th i s  idea i n  the previous section ,  the fol lowing  part wi l l  focus 

on a detai led ana lysis of the institutional isation of bu i lt-i n  qual ity in Poland. 

7.5. 1 The meaning of quality 
The ethnograph ic  part of the thesis described the comp lexity of the 

meaning of qua l ity in the GM world .  The travel l ing idea of qual ity that was 

to be transferred to al l  General Motors p lants is based on  the Japanese 

notion of qua l ity as someth ing that can be procedural ly bui lt into the 

system. Centra l to th is ph i losophy is the notion of customer focus. All 

operations ,  outs ide and i nside the p lant, invo lving suppl iers ,  dealers, and 

General Motors emp loyees , d i rectly create a customer-supp l ier chain 

where each member of the cha i n  is respons ible for ensuring a high quality 

product/service that s/he del ivers to h is/her customers. Therefore, the 

motto of bui lt-in q ua l ity is 'to take care of your  customer, whoever it might 

be, by not accepting , p roducing or  sh ipping the defect'. Bu i lt-in quality is 

related to defect p revention and a focus on the actual system and the 

customer, i nterna l  or external ,  with i n  the system . 
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The ph i l osophy of the Japanese approach to qua l ity engages every 

member of the organ isation i nto creating h igh qua l ity p roducts and 

satisfied customers, both interna l ly and externa lly. The overa l l  system 

consists of th ree elements that work interdependently, leading to an 

efficient system of qua l ity assurance, g iving qua l ity 'bu i lt into' the product. 

The elements are :  

• The qua l ity of the system 

• The qua l ity of the fina l  p roduct as defined by the customer 

• The qua l ity of workmanship 

The ethnograph ic interviews showed that the mean ing of qua l ity for 

Genera l  M otor's employees was varied and complex and the elicitation  of 

a s ing le defin ition  of th is term was prob lematic .  The th ree aforementioned 

e lements of qua l ity assurance represent one of the ways i n  wh ich people 

were able to systematica l ly define qua l ity . Another way was that of the 

ski l ls and type of knowledge that qua l ity imp lementation and 

understand i ng  req u i res . Here ,  qua l ity appeared as consisting of ' hard ' and 

'soft' elements . 'Hard '  components of qual ity were the measurable ,  

techn ica l  specifications expressed i n  the form of qual ity standards, norms 

and p rocedu res. These aspects p layed an especia l ly important role in the 

determ inat ion of the technica l  characte ristics of the fina l  product. 'Hard '  

qua l ity in  Opel Po lska as  wel l  a s  at Vauxha l l  Luton has a strong German 

i nfluence as the p rod uct specifications and technical design are created in 

ITDC in Germ any and are then d istributed to the European plants .  I n  th is 

way, Genera l  Motors' central decision-making and control are exercised . 

The transfer of 'hard '  qual ity from Germany mostly took the form of a d irect 

copying of the objects re lated to th is idea. 

'Soft' q ua l ity represents the Japanese i nfluence in  General Motors and 

cons ists of knowledge that is d ifficult to capture in  rig id rules, p rocedures 
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or standards .  It requ i res the ab i l ity to make a judgement in a variety of 

s ituations and shou ld resu lt i n  the ach ievement of the best possible 

qua l ity, as defined by the organ isationa l  ph i losophy and goals .  The abi l ity 

of a person to make an appropriate judgement and act upon it is shaped 

by on-the-job experience, supported by the hands-on approach of 

managers .  The transfer of 'soft' qua l ity to Poland with in General Motors 

was a much more comp l icated process than that of the 'hard' qual ity 

transfer. The translat ion and imp lementation of 'soft' qual ity i nvolved a lot 

of negotiat ion and adaptation of the concepts to the new loca l environment 

and new peop le who were going to use it. Add itiona l ly, the length of 

t rans lation was fu rther extended by the time necessary for the workforce 

to comp lete the p ractica l tra in ing and acqu i re a min imum level of 

expertise .  Once th is stage was accomp lished , the workers had sufficient 

knowledge, experience and confidence for them to accept the 

responsibility for the i r  persona l  judgements and decisions. 

The presence of the German and Japanese influences , and the translation 

management, as adopted by Genera l  Motors . This aspect emerged later in 

the Repertory Grid interviews and revealed the homogenous perception of 

qual ity in the GM world as consisti ng of a combination of ' hard'  and 'soft' 

elements. 

The Repertory Grid further enriched our understanding of the mean ing of 

qual ity in General  Motors by e l iciting an expl icit defin ition of th is idea from 

the respondents . And so, q ual ity in car manufactu re emerged as a notion 

where the 'hard '  and  'soft' aspects coexist, captured in the constructs of 

'people versus machine'  and 'measu rable versus immeasu rab le' issues. 

Furthermore ,  an important e lement of the m ixed approach to quality 

emerged , that of the customer-supp lier  cha in ,  u nder the construct ' internal 

versus external issue ' .  

of 'hard '  and 'soft' qua l ity to Po land , i nd i cated a m ixed approach to qua l ity 
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Next, the g roup of constructs expl ic itly identifying the essence of bu i lt-in 

qual ity was e l i cited . It defi ned bu i lt- i n  qual ity as a notion related to 

prevention , focused on the system and having good contro l  over it . The 

contrast ing notion to this was that of q ua l ity as focused on the final 

product ,  defect repair  and d isp laying poor control over the system . These 

two defi n it ions enab led an exp l icit descri ption of two contrad ictory systems 

of qua l ity assurance .  I t  a lso confi rmed that the system adopted by Opel 

Polska and Vauxha l l  Luton indeed rep resented two d istinct approaches to, 

and notions of, qua l ity . 

The notion of ' ha rd '  and 'soft' qual ity and the ways in wh ich they are 

translated across cu ltural borders can be better u nderstood by using 

Polanyi 's ( 1 966 in Nonaka, 1 995) categories of knowledge - tacit and 

exp l icit knowledge .  Accord ing to h is  classification ,  tacit knowledge is 

strong ly embedded in social interactions  and experience ,  which makes i t  

hard to communicate and transfer. Exp l icit knowledge represents the 

contrast where knowledge is h igh ly codified and eas i ly transferable. The 

complex p rocess of knowledge transfer with i n  Genera l  Motors is a good 

example of the ways by which tacit and exp l icit knowledge need to be 

transferred and the reasons for them . As d iscussed earl ier, the practices 

related to ' hard '  qua l ity have been transferred a lmost d i rectly i n  the form of 

manuals ,  p rocedures and standards .  These objects were h igh ly codified 

and easy to transfer. Add itional ly , their appl ication d id not requ ire any 

adjustments to the l oca l context and cu ltura l  values, as the content of th is 

knowledge was 'cu ltu re neutra l ' .  'Soft' q ua l ity translation represented the 

ideas that were tacit in the i r  nature ,  strongly embedded in the practical 

experience and , in add ition, were related to people management. This 

latter aspect requires a g reat dea l of cu ltu ra l  sensitivity and openness to 

negotiation . The combination of these two characteristics - a h igh level of 

tacitness and cu ltu ral sensitivity - made  this knowledge more compl icated 

and time consum ing to translate. 
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These two types of knowledge need to coexist and circu late i n  every 

organ isation for knowledge to be created . Accord ing to Nonaka ( 1 995), 

there are fou r  modes in wh ich knowledge is converted and created. These 

modes take place between tacit and exp l icit knowledge and are as fol lows: 

• Socia l isation - the convers ion of tacit knowledge i nto tacit by 

interact ion between ind ividua ls .  Th is notion is l i nked to the creation 

of organ isational cu ltu re .  

• Combination - exp l icit knowledge i s  converted i nto expl icit by 

exchang ing and combin ing knowledge by ind iv idua ls .  

• Externa l isation - exp l icit is conve rted into tacit, the not ion s imi lar  to 

the trad itiona l  idea of learn ing .  

• I nterna l isation  - the convers ion of tacit i nto exp l icit knowledge by 

the recogn it ion of contrad ictions th rough metaphor and thei r 

reso l ution th rough analogy. 

Accord ing to N onaka, these fou r  p rocesses compose the sp i ral of 

organ isationa l  knowledge creation ,  where tacit and expl icit knowledge 

come into p lay and reach a l l  o rgan isationa l  levels .  However, our notion of 

externa l isation is , in Nonaka's op i n ion , underdeveloped . He  suggested the 

use of metaphor and analogy as he l pfu l instruments for faci l itat ing this 

type of knowledge convers ion. Not denying the importance of the use of 

metaphors and analogies i n  o rgan isationa l  learn ing , the author would l ike 

to step aside from Nonaka's c lass ificat ion of knowledge and look at the 

p rocesses of knowledge convers ion from a new perspective - the 

perspective of Persona l  Construct Theory (Kel ly , 1 955). 

The persona l  construct system of an ind ividua l  consists of constructs at 

various leve ls of cogn itive awareness.  At the l owest level of cogn itive 

awareness, there a re the p reverba l  constructs . They represent the 

constructs that m ight be used by an  i nd ividua l  despite not having a verbal 

or word symbol  aattached to it. They can be b rought to l ife either in a 

person's behaviour or by verba l isation .  Making the preverbal construct 
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more exp l icit with the he lp of the Repertory Grid Technique enab les an 

ind ivid ua l  to verba l ise the construct that m ight have otherwise remained at 

a low level of awareness and not fu l ly understood (Jankowicz, 200 1 ) .  

The resu lts of th is study i l l ustrate how the Repertory Grid Technique can 

assist the e l ic itation  of exp l icit descriptions of ideas that are otherwise 

d ifficult to define. The ethnograph ic data provided a b road description of 

what the mean ing of qua l ity i n  Genera l  Motors was . However, the 

Repertory G rid resu lts led to the creation of a clea r and  cohesive defin ition 

of th is notion in  fu l ly exp l icit terms. 

After the level of p reverbal constructs , there are the subord i nate and then 

superord i nate constructs . The subord inate constructs are relatively easy to 

e l icit and the Repertory Grid i nte rview can assist us i n  our  attempt to make 

sense of respondents ' constru ing of the world . Various examples of th is 

kind of construct re lated to qual ity, such as the 'people versus mach ine' 

construct, can be found in the Repertory Grid resu lts of this thesis. 

The last leve l of the construct system is fi l led by superod rinate constructs 

that are of fundamental importance :  core constructs. An awareness of 

them is essentia l  for understanding the world of another human being - or 

of ourselves (H inkle, 1 965:  34 in  Neimeyer et a l ,  2000) .  Their el icitation 

can be d ifficu lt - however, there is a too l  that can a id the accessing of 

peop le's superord inate constructs . The Laddering techn ique, introduced 

by H inkle ( 1 965) represents a conven ient mea ns of exp loring core 

featu res of person's mean ing system and has been successfu l ly appl ied in 

th is study as a tool for identifying the second and thi rd levels of 

organ isational cu lture in  General  Motors . The Laddering technique is 

particu larly helpfu l to ethnog raphers for identifying constructs that are tacit 

and more d ifficult to articu late verba l ly than the subord inate constructs . 
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The construct system of every ind ividua l  is in  a process of constant 

change as we engage in experiments that test ou r  predictions of rea lity. 

The va l idation or inva l idation of ou r  pred ictions i nfl uences the shape of our  

construct system .  Each construct has a l im ited number of  s ituations that it 

can be app l ied to , ca l led its range of conven ience. One of the ways in  

which we change our  perception of  rea l ity i s  by extend ing the range of 

convenience of ou r  constructs , for example ,  making them apply to more 

events . Moreover, a change in the construct system can occur when new 

constructs are created and added to our  reperto i re .  These processes 

occur by completi ng  the experience cycle and the creativity cycle. The 

experience cycle enab les the person to put their new 

constructs/p red ict ions to the test and confirm or d isconfirm the i r  

predictions. I f  a p red iction is confi rmed , the construct wou ld  be added to 

the personal repertoi re of constructs appl ied to the particu la r  event. The 

creativity cycle takes the ind iv id ua l  th rough stages of loose and tight 

constru ing and enab les the formu lation of new constructs , which can then 

be used and tested in the experience cycle . I t can be arg ued that for the 

optima l  function ing of a n  ind iv idua l ,  the successfu l complet ion of these 

cycles is necessa ry. As we are faced with chang ing situations and reality, 

we constantly mod ify ou r  construct system in a way that wi l l  enab le us to 

form successfu l p red ictions about the events that surrou nd us. 

Using our knowledge of the comp lex natu re of our construct system and 

the way i n  wh ich it cha nges ,  we can app ly these concepts to the process ,  

by which ideas are trans lated across cu ltura l  boundaries. I t  can be argued 

that the creative trans lation  of bu i lt- in qua l ity to Poland was due to careful 

completion of creativity and experience cycles by Pol i sh  people ,  under the 

carefu l gu idance of Eng l ish  managers .  The in it ial stage of negotiation over 

values and norms where the Pol ish and Eng l ish people developed new 

extended in the i r  range of convenience .  A good example of this is the 

practices that were to be adopted i n  the plant was an important experience 

for  both sides , where new constructs were created and some old ones 
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emergence of the notion of organisation and self-d iscip l ine that has been 

appl ied to some new events Po l ish people faced with i n  Opel Polska. The 

Engl ish managers ,  on the other  hand , went through the stage where their 

pred ictions about the Po l ish workforce were inva l id ated and this led to a 

formation of new constructs about them . It can be argued that th is 

experience had a crucial effect upon the later cooperation between 

parties , the futu re career of Pol ish emp loyees and the posit ion of Opel 

Polska in  the GM world . 

Us ing the notion  of val idation in the experien ce cycle ,  we can see how 

important the p resence of the ISPs and their he lp d u ri ng  the in it ial tra in ing 

of the workforce when new constructs were tested was .  Had these new 

constructs been i nva l idated , the imp lementation of bu i lt- in  qua l ity wou ld 

have fai led , a s  it d id at Vauxha l l Luton.  

Let us now come back to Nonaka's approach to knowledge as consisting 

of tacit and exp l i cit knowledge and the fou r  modes of its convers ion . 

Accord ing to Nonaka,  new knowledge is created d u ring the i nternal isation 

mode, where tacit knowledge is converted into expl ic it  knowledge and the 

process of learn ing takes p lace. This m ode is deeply relc

However, for learn i ng to take p lace ,  the other three modes are necessary 

to activate the sp i ra l  of organ isational  knowledge creat ion .  

The author wou ld l ike to offer an a lternative way of look ing at th is p rocess 

and rather tha n  us ing types of tacit and exp l icit knowledge, wou ld l i ke to 

approach it by analysi ng  the change that occurs i n  a person's construct 

system . 

The fou r  modes of Nonaka's knowledge creation can be defined in terms 

of Persona l  Construct Theory (PCT) . As mentioned before, there are two 

important ways by which a change i n  someone's construct system occurs:  

the creativity and the experience cycles . It should be noted that 

ated to action . 
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social isation occurs when a person is completing the i r  experimentation 

cycle and val idati ng  the pred ictions made .  Th is process can take place on 

a level that is d ifficu lt to verbal ise and can involve constructs from various 

levels of cog n itive awareness. Combination can be understood as 

broaden ing the range of conven ience of one's constructs . Externalisation 

is  ach ieved th roug h  verba l isation and the formu lation of word symbols that 

can be attached to our  constructs by means such as the Repertory G rid 

interview. I nterna l isation is the process of forming new constructs through 

completion of the creativity cycle and the va l idation of new pred ictions .  

It is poss ib le to describe Nonaka's sp i ra l  of organ isational  knowledge 

creation in  terms of PCT, as p roved p revious ly. However, the author 

wishes to aband o n  Nonaka's theory at th is j uncture and look at the 

process of knowledge creation  from Kel ly 's perspective . 

As described earl ie r, the construct system that we use i n  order to make 

sense out of (ou r) rea l ity has various d ifferent levels. The more 

superord inate the construct, the more its meaning is  centra l  to our 

construction of events and ourselves . Therefore ,  the faci l itation of change 

at th is level of constru ing is the most d ifficu lt to ach ieve. However, for any 

reconstruction to occur, the successfu l comp letion of the experience cycle 

is necessary. As a resu lt, new constructs wi l l  be added and/or the range of 

convenience of the existing constructs wi l l  be extended .  

The notion of reconstruction and its mechanisms are especia l ly usefu l 

when analys ing the factors beh ind the success or fa i l u re of cross cu ltu ral 

knowledg e  trans lat ion .  An analysis of bu i lt- i n  qua l ity translation withi n  

Genera l  Motors from th is perspective can he l p  shed l i ght on t he  reasons 

beh ind contrastin g  resu lts of th is p rocess in Po land and the UK. 

The process of knowledge translation to Poland involved the formu lation of 

new constructs that have been later va l idated i n  the p rocess of tra in ing 
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l manner. The reconstru

and on-the-job experience. This led to a reconstruction of the old 
repertoi re of constructs used in  the understand ing of qua l ity. Moreover, 
th is reconstruction reached al l leve ls of the construct system and led to a 
change i n  core-constructs and va l ues, as shown in the examp le of the 
adoption  of Ka izen in Opel  Polska .  The reconstruction at Vauxha l l  Luton 
was sign ificantly d ifferent. It d id not lead to the formu lation of new 
constructs , but to attempts to val idate o ld ones .  The hosti l ity towards the 
introduction of new practices , such as standard ised work and Andon ,  
exempl ifies behaviou r  val idating the o ld construction of qua l ity and 
inval idat ing the usefu lness of new ideas b rought in  by General Motors. 

The change,  whether it leads to new constructs being used or further 
val idation  of existi ng ones, i nvolves constructs that vary in  thei r  level of 
verbal isation .  Hence, tacit and exp l icit constructs are i ncorporated in a l l  
p rocesses, lead ing to sh ifts in the construct system . Due to the nature of 
tacit constructs , the fac i l itation of their change can be d ifficu lt. A h igher 
level of constru ing  involved further  compl icates th is. The transfer of 'soft' 
qual ity is a good i l l ustration of the most comp lex form of knowledge 
trans lation .  I t  invo lved the reconstruction on al l  levels of cognitive 
awareness of the Pol ish people and , add itiona l ly, the nature of 'soft' 
qua l ity being  often tacit made it more d ifficu lt to symbol ise exp l icitly. 

The translation of 'hard '  qua l ity was re latively uncomp licated as it 
proceeded ma in ly at the level of subord inate constructs having clear word 
symbo ls attached to them. Add itiona l ly ,  the translation d id not requ i re a 
sh ift in  the core constru ing of Pol ish people . 

To summarise ,  it can be a rgued that for creative knowledge translation 

and the creation of new practices , the formation of new constructs is 

necessary, fol l owed by successfu l va l idation .  I n  th is way , new ideas prove 

to p rovide  a usefu l  a lte rnative for an  ind ivid ual al lowing h im/her to deal 

with a particu lar event  in a more successfu ction is 
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more d ifficu lt to achieve the h igher the level of constru ing i nvolved . 

However, the same ru les determ ine the change at th is leve l ,  and the case 

of va l ues convers ion in Opel Po lska i l l ustrates the change at the core level 

of constru i ng .  

I f  the idea i n  t rans lation  does not provide a usefu l a lternative , it can lead to 

the hosti le react ion and an  i nva l idat ion of the new idea. The example of 

the construction of 'change' as opposed to 'stab i l ity' at Vauxha l l  Luton 

shows h ow the new idea of bu i lt- in q ua l ity was threaten ing the existing 

constru i ng  of its Eng l ish emp loyees.  Despite attempts to introduce these 

new ideas as usefu l ,  they were rejected , and the o ld  notion  of qual ity 

a l ready existi ng i n  the p lant was further val idated .  

7. 5.2 Arrival o f  quality in Poland: A final model 
The concept of qual ity in  car man ufacture , which is the subject of this 

thes is ,  trave l led g loba l ly for a number of decades before it arrived in 

Poland in the 1 990s. The in it ial trans lation of this concept, wh ich took 

p lace between America, Japan and Western Europe, was briefly described 

i n  part 2 .4 .2  of the l iterature review. This study focuses on the last stage of 

th is p rocess between Western Europe and Poland (see Figure 7) . 

However, i n  o rder to i l l ustrate the comp lex p rocess of qua l ity translation , 

we need to look at the way in  wh ich this concept travel led to Western 

Europe, wh ich was i n  itself a fascinating process . 

The 1 980s in  Germany was a t ime when attempts to develop a new 

p roduction model  were undertaken.  Th is model wou ld become an 

a lternative to the trad itiona l  mass production mode l ,  as  wel l  as providing a 

cha l lenge to the Japanese system of car manufactu re .  However, by the 

end of the 1 980s, the German car p roducers abandoned this p lan and 

adopted a strategy d irected towards an adoption of Japanese car 

manufactu ring  methods of on German ground .  Their new approach was 

not just to copy but also to learn from the Japanese p ractices and 

ph i losophy of car manufacture .  As a consequence ,  severa l German plants 
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adopted J apanese car manufactur ing principles ,  Opel being one of them. 

Genera l  Motors set up the Opel p lant i n  Eisenach in  Germany as a model 

p lant based on the Japanese pri ncip les of lean manufactu ring .  It was to 

become a home plant for other European GM plants supporting the 

transfer of Japanese manufactu ring ph i losophies with in Genera l  Motors 

Europe (J u rgens,  1 998) .  

However, as mentioned before , the German manufacturers d id not 

implement a l l  Japanese p ractices by copyi ng them d i rectly, rather ,  they 

trans lated chosen concepts and practices to German cond itions .  

Therefore, they d id not adopt several elements, such as the delegation of 

respons ib i l ity for qua l ity to the shop floor leve l ,  th us rejecting the main 

p ri ncip le of bu i lt- in  q ua l ity. Hence, the focus on the system and the tracing 

of root causes of defects remained absent in the German model .  Instead , 

an i nvestment i n  h ighly ski l led workers and h igh techno logy preventing 

defects through automation and control systems, were adopted as a 

means of adapting to with the i ncreasing ly comp lex nature of qual ity 

requ i rements (J u rgens , 1 998) . Therefore ,  the translat ion of Japanese 

The Japanese concepts of car p roduction were also partial ly trans lated to 

the Un ited Kingdom. Due to d ifferent market cond itions, some British car 

p roducers d id  not emphasise lean manufacturi ng p ractices or the 'just-in

time' system ,  as the i r  focus remained on product d iversity. The control of 

the workforce and empowerment were adopted in the UK through  

incentive and  piecework systems driving  labour effort. The Japanese, on  

the other hand , achieved this objective th rough Kaizen and standardised 

work, which later contributed to thei r tighter centra l management contro l  

(To l l iday, 1 998). The attempts to translate the Japanese car 

manufacturing concepts to the UK took p lace with i n  N issan and Toyota , 

and the General Motors p lants tried to implement the Toyota production 

concepts of car p roduction to Germany was l im ited to the idea of lean 

manufacturing and 'hard '  qua l ity. 
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system pr inc ip les . This thesis focused on the latter organ isation ,  that is ,  
the Vauxha l l  Luton p lant, and the process of translation of qua l ity to 
Poland 'via '  th is  p lant .  As described i n  the emp i rical part of this study, the 
transfer of the Japanese ph i losophy of car manufactu re, includ ing the 
notion of bu i lt-i n  q ual ity, to Vauxha l l  Luton was unsuccessfu l .  The med ium 
for the trave l of ideas - a group of managers largely tra ined in  Japan and 
Toyota , d id not manage to translate these concepts to the U K. The p lant in 
Luton a nd its ideas in  residence resisted the translation of new concepts 

The ideas and va l ues related to the bu i lt-in qua l ity and empowerment 
th rough Kaizen rema ined p resent at Vauxhal l  Luton on ly at the manageria l  
leve l ,  rep resented by the medium for travel l ing ideas . The val ues and work 
attitudes of the employees clashed with the values of the managers and 
the Japanese ph i losophy of qua l ity in car manufacture .  The lack of 
effective cu ltu re and value clash management in the p lant contributed to 
l ater res istance against the imp lementation of the new p roduction model. 

The t rans lation of qua l ity to Poland from Western Europe that fol lowed the 
p reviously described processes is exceptiona l ly i nteresting . The 
successfu l trans lation was poss ib le thanks to the p resence of a med ium 
for th is transfer - the expatriate managers from England and Germany. 
They were mostly tra ined in Japan , in Toyota and N issan ,  and knew the 
system of bu i lt- in qual ity from their own experiences . They were a group of 
peop le with a deep knowledge of the soft and hard aspects of qual ity 
management. They recogn ised the importance of tacit as wel l  as expl i cit 
knowledge in the development of qua l ity assu rance system, which was 
demonstrated i n  the i r  hands-on approach to tra in ing du ring the in itial 
period of the p lant's function i ng .  

and the local staff rejected them as undesirable a lternatives to the existing  
ideas of qua l ity assu rance, emphasis i ng  the fina l  p roduct and  its audit. 

The  g roup of expatriate managers consisted of two national groups that 
influenced two a reas of the qua l ity system in Opel Polska. The g roup of 
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British managers b rought in  and developed the 'soft' part of qual ity i n  the 
p lant. This i nfluence (p ictured in F igu re 3, page 1 36) had its roots in the 
Japanese concepts of qua l ity and people management, wh ich a re at the 
core of the notion  of bu i lt- in q ua l ity. Henceforth ,  the objects brought by the 
British to Poland represented the idea that a l l  organ isationa l  members 
shou ld be responsible for the qua l ity of the i r  work, and that defects should 
be p revented rather than  repeated ly repaired .  The objects ,  which were 
b rought i n  o rder to put these ideas i nto practice , were :  

1 )  Andon statio ns and p rocedu res 
2) Kaizen statio ns and p rocedu res 
3) Teamwork, job rotat ion 
4) Objects e levati ng status d ifferences such as work un iforms, 

common canteen and car parking ,  add ressing everybody by thei r 

5) 
fi rst name 
Objects creat ing non-b lame cu lture - problem-solving techn iques 

The imp lementatio n  of these objects i nto actions was ach ieved through 
iate managers .  

Th is led to  the deve lopment of  the fo l lowing practices: 
1 )  Identificati on  of the root causes of defects and fau lt prevention 
2) Standard ised work, contin uous improvement , teamwork 
3) Focus on the customer ( internal  and external) . 

This cha in  of the i nstitutional isation of the idea of qua l ity led to the 
successfu l trans lation of th is concept, where the institutions developed in 
Opel Polska corresponded with the orig ina l  function of bui lt-in qual ity, that 
is , and  the h ig h  qua l ity of the fina l  p roduct. Th is resu lt was achieved by 
p rovid ing people with the tools for ensuri ng h igh qua l ity of their ind ividua l  
work. I t  shou ld be noted that these objects that enabled an ind ividual to 
ach ieve h i gh  qua l i ty resu lts were m issing  i n  Po l ish car manufacture in  the 
past. Therefore , the Poles welcomed such tools as standard isation , 

enab l ing the traci ng of root causes of the defect. 

i ntens ive tra in ing ,  c losely supervised by the team of expatr
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Andon, Kaizen and problem-solving techniques. These methods enabled 

people to systematically manage , measu re and improve their work, 

something that was difficult to achieve without these instruments. 

Corresponding to the notion of the bu i lt- in and 'soft' qua l ity , there was an 

influence upon the Polish p lant that led to the development of the 'hard' 

side of the qua l ity system into the p lant . This area was strongly influenced 

by the German managers who served as a link between Opel Po lska and 

IT0C Centre in Germany. The processes that took place between these 

two locations were co ncerned with the 'hard' , measurable aspects of car 

production (see Figure 4 ,  page 1 37) .  Henceforth , the German team 

brought to Opel Polska objects such as: 

1 )  Lean manufacturing principles 

2) Car model for product ion, its technical specifications and quality 

standards 

3) Quality manuals and instructions 

4) Objects related to standardised work e.g. standard operation sheets 

and car h istory cards 

5) Factory and prod uction line layout 

6) Suppl iers of work un iforms and catering . 

The implementation of these objects in pract ice resulted in the following 

actions: 

2) Quality audits 

Standardised work. 

1 )  Conformance to specificat ions 

3) 

This chain of institutional isation of the idea of ' hard' quality in Poland 

resulted in the establishment of a lean-manufactu ring plant with the 

potential to become a future home plant for other General Motors 

factories. 
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ideas i nfl uenced and stimu lated the development of qua l ity of the whole 

The Japanese and German ideas of qual ity management had an impact 
on  d ifferent a reas of the qua l ity system in  Opel Polska. The Japanese 

system , whereas the Germans determ ined the qua l ity of the fina l  product. 

Despite affecting d ifferent aspects of the qua l ity assurance system in  

Po land , these two effects worked as a compl imentary forces leading to the 

un ique b lend of approaches developed in Opel Polska .  

Desp ite the many advantages of  objects and actions related to bu i lt-in 

q ua l ity and lean manufacturi ng , the imp lementation  of these practices was 

sometimes prob lematic. The ideas b rought to Gl iwice by General Motors 

were supposed to fu lfi l certa in  fun ctions that wou ld lead to the 

institutiona l isation of the concepts as in their orig ina l  locations. Some of 

the ideas that formed the concept of q ua l ity , as understood in General 

Motors ,  were a l ready i n  existence i n  Poland . For example, the attitude 

towards a bsenteeism was s ign ificantly d ifferent among the Poles and thei r  

foreign managers .  Whereas in Po land h ig h  absenteeism is not on ly 

popu lar  but often tolerated , for the ISP 's  it was an issue that needed to be 

add ressed in a way that would correspond with the idea of employee 

responsib i l ity and loyalty - important e lements of the bu i lt-i n  qual ity 

ph i losophy. The responsib i l ity for ones' actions and work was an idea that 

deve loped s lowly i n  the Pol ish workforce. Previously, the system of a 

centra l ly p lanned economy took away the need to take individual  

responsib i l ity to such a h igh level .  Po l ish  cu ltu re in the past supported the 

notion of job safety regard less of the qua l ity outcomes. 

Another idea that needed to be trans lated i n  a creative manner was that of 

equa l ity among a l l  organ isationa l  members .  Traditiona l  Pol ish compan ies 

had been re lative ly h ierarch ical and an authoritative style of management 

p redominated with in them . Therefore , the abol it ion of the obvious signs of 

rank and the introduction  of objects such as work un iforms met with 
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objections from those g roups, who wished to d istingu ish  themselves by 

wearing c lothes that would symbol ise their d ifferent status .  

Each i dea ,  wh ich  was institutional ised differently in  Poland than in  the 

West, such as absentee ism or  p lann ing , had to be carefu l ly trans lated in  a 

way that wou ld not confl ict with the va lues embedded with i n  th is  idea i n  

Poland . Some ideas brought by  General Motors offered i nva luab le  

alternatives to the practices i n  existence.  A good example of  thi s  was the 

organ isation  and p lann ing of one's work. Despite a strong trad ition i n  

Pol ish i nd ustry i n  the past towards the opposite - chaos, which imp l ied 

personal  freedom - the Poles in  Opel Polska accepted these new concepts 

as they offered the fu lfi lment of the i nd ividual and n ationa l ambitio n  to 

succeed . If th i s  need was to be satisfied ,  the Poles had to change some 

e lements of the i r  core construct system and l ink the idea of o rg a nisation  to 

pride and fu lfi lment. This was possib le due to the a lternative idea of 

organisation  and p lann ing offered in comparison with the trad itiona l ,  

chaotic approach to  work. 

This examp le  i l lustrates the fact that new ideas brought to any new 

location need to offer a usefu l a lternative to those ideas a l ready in 

existence . On ly ideas that can lead to the fu lfi lment of functions  that a re 

considered important and correspond with the appropriate val ue  wi l l  be 

accepted .  

The process that leads to the fi nal  acceptance and adoption  of  an idea 

needs to involve negotiation over mean ing ,  which g ives both parties the 

opportun ity to u nderstand each other and e laborate one's 

system .  Th is aspect is especia l ly important in  cross-cu ltu ra l management 

where some objects and ideas can convey d ifferent meanings and values 

in  d ifferent cu ltures.  The negotiation over meaning ,  wh ich took p lace i n  

Poland before the institutiona l isation a n d  development of certa in  practices , 

was cru cia l  for the future success of the process of trans lation . Th is stage 

construct 
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of car manufacture ,  i nclud i ng  concepts such as bu i lt- in qua l ity and lean 

manufactu ring ,  to Poland , is p ictu red in F igure 7. Therefore , Figure 7 

enab led both parties to learn what the i r  understand ing of some concepts 

was, and together  develop ways of fu lfi l l i ng some functions that wou ld be 

acceptab le for the loca l  cu lture and g ive the des i red end resu lt. Th is 

p rocess often requ i red some deg ree of reconstruction at the personal 

value level of the parties i nvo lved . As seen on the example of the 

practices of p lann ing and organ isi ng ,  the adoption of them wou ld not have 

been possible witho ut a g reat deal of reconstruction  on the Pol ish side. 

The need to address the cu ltu ral assumptions when  i ntroducing new ideas 

is not on ly comp l icated but a lso time consu m ing .  However, without 

negotiation and u nderstand ing on both sides, the creative translation  and 

development of new practices cou ld n ot be successfu l .  On ly those ideas 

that correspond  with the preferred po le of values and core constructs 

cou ld be accepted and institutiona l ised . 

The com p lex nature of the creative trans lation of the Japanese ph i losophy 

incorporates F igu res 3 and 4 ,  and presents the fi na l  overal l  model of 

qua l ity trave l described in  this thes is . The author decided to present the 

fina l  graph ic model  without the deta i l s  presented in Figures 3 and 4 in 

order to ach ieve c larity of presentation .  
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The institutiona l isation of the concept of qua l ity in  Western and Eastern 

European Genera l  Moto rs p lants led to the deve lopment of d ifferent 

systems of qua l ity assurance and management. Whereas the German 

model inco rporated some elements from the Japanese ph i losophy, such 

as lean manufactu ring ,  and  trans lated it a long with ' hard '  qua l ity to Poland, 

the Eng l ish GM plant represents a striki ng contrast to the J apanese model 

of car p rod uction and bu i lt-i n  qua l ity . The notion of lean man ufacturing did 

not emerge from the empirica l  data as important or indeed institutional ised 

at the Vauxha l l  p lant, as it was in Opel in Eisenach . 

It can be argued that the translation of the bu i lt- in  qual ity concept to 

England was unsuccessfu l d ue to management neg l igence of the core 

va lues i nherent i n  Vauxhal ls ' cu ltu re. Whereas the cu ltu re i n  Opel Polska 

represents a homogenous structure with the va lue of progress and 

development dom inating  it, the cu ltu re of Vauxha l l  Luton is spl it 

horizonta l ly. The management val ues , of emphasizing prog ress and 

development have not been successfu l ly  passed down to the lower levels 

of the organ isationa l  structu re ,  where the va lue of stab i l ity is predominant. 

The fa i l u re to create a cu ltu re that wou ld support the practices related to 

b u i lt-i n  qua l ity led to the creation of a q ual ity assurance system that 

contradicts the Japanese ph i losophy of qual ity and people management. 

However, desp ite operating in ways that largely ignored the bui lt-in qual ity 

concept, the Vauxha l l  p lant p roved to be a successfu l sou rce of travel l ing 

ideas - the bu i l t- i n  and 'soft' q ua l ity concepts transmitted through the 

medium of the ISPs who went to Gl iwice (see F igure 7) .  

7. 5.3 Reverse translation - an area for future research 
The trans lation  of ideas is a p rocess wh ich partia l ly mod ifies the social 

actors on both s ides: that is, the donor and the receiver of the idea. It a lso 

mod ifies the idea in its orig ina l  shape as perceived by the donor. This 

outcome can be exp la ined by the process of reconstruction that any 

creative trans lat ion leads to . The reconstruction resu l ts in the creation of a 

new construct ,  or i ndeed a new bel ief. I t  changes the way in  which we 
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construe particular events o r  phenomena ,  as we l l  as ourselves . Therefore, 

trans lat ion can lead to a d iscovery of a new idea as wel l  as the new 

o rgan isational  actor (Czarn iawska and J oerges ,  1 995) .  Th is reconstruct ion 

can trigger reverse trans lat ion that wi l l  a im at translating the idea back to 

the orig ina l  locatio n ,  but th is t ime the master wi l l  learn from h is/her pup i l .  

Reverse trans lation ,  although nearly absent from the l iteratu re on 

knowledge transfer ,  was briefly d iscussed by Edwards and Ferner (2004) , 

who d istingu ished between forward (FD) and reverse d iffusion (RD) . They 

offered th is separat ion as a way to ana lyse the process in which 

knowledge is t rans lated , not on ly from the country of its orig in  to the 

foreign subs id iary, but a lso in  the reverse d i rection .  Moreover, Edwards 

and Ferner  identified two kinds of reverse d iffus ion :  evolutionary and 

transformative. Evo lut ionary RD occurs when an optimal m ix of practices 

affectis ach ieved with i n  existing modus operand i .  It does not the 

assumpt ions concern ing the way in wh ich the organ isation operates , but 

seeks to improve its operations th rough the p rocess of learn ing  from th is 

organ isation 's  subs id iary p lants . Transformative RD is d i rected towards a 

much more s ig n ificant impact and it seeks to move the organisation 

towards a new modus operand i .  

The phenomenon o f  reverse trans latio n  occu rred i n  th is study, but must be 

left as an impo rtant area for future research . The empirical research did 

not p rovide enough data enab l i ng any analyses or i nterpretations of this 

process. However, the empirical h ints are that attempts to translate the 

take p lace with in  Genera l  Motors in  2002. The p rocess was insp ired and 

in itia l ised by the Opel Polska p lant d i rector of that time - Engl ish Manager 

1 .  H is experience, and clearly the reconstruct ion of the way i n  wh ich he 

perceived the Po l ish  p lant and its employees , led to a nomination of the 

fi rst Pol ish ISP who was then transferred to the Vauxha l l  p lant in 

E l lesmere Port in the UK. Further attempts to stimu late reverse translation 

idea of qua l ity, as understood and imp lemented in  Opel Polska, begun to 
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medium for the reverse 

other Japanese car 

reverse d i rection ,  

took p lace between Opel  Polska and Opel Eisenach , where more Pol ish 

experts were sent to in o rder to serve as a 

trans lation of the idea of qual ity. However, from the accounts of these 

Pol ish employees (not inc luded in this thesis) , reverse trans lation  proved 

to be extremely d ifficu lt and has so far brought unsatisfactory resu lts . It is 

clear from the i n it ial accounts that reverse trans lation ,  which began 

between Opel Polska and the Vauxha l l  E l lesmere Port p lant, was planned 

as an evolutionary RD in Edwards  and Ferner's  terms.  However, this 

thes is suggests that the imp lementat ion of transformative RD would be 

more su itab le .  Th is d raws ou r  attent ion to the importance of in it ial 

research prior  to reverse trans lation in order for the appropriate type of RD 

to be p lanned and implemented . 

Accord ing to Boyer et a l  ( 1 998) , reverse translation may be equal ly as 

important as the forward p rocess . Toyota and 

manufacturers,  by transferring knowledge in the 

abandoned the i r  payment system that was potential ly counter-productive 

( ib id .  p. 377) . As seen in th is  study, the scope for reverse translation in  

Genera l  Motors is not on ly h uge,  but a lso potential ly h igh ly beneficial to 

the o rgan isatio n  overa l l .  Ope l  Po lska reached a level of maturity and 

independence that wou ld  a l low this p lant to become institutional ised as a 

home p lant. Add itiona l ly ,  the Pol ish workforce has ga ined a great deal of 

confidence i n  the i r  ski l ls and are fu l ly aware of their potential value to the 

GM world .  But is the rest of the GM world ready to learn from an Eastern 

European p lant? 

May 2004 wi l l  open further possib i l ities for reverse translation , as Poland 

wi l l  join the European Un ion .  The research p resented in this thesis has 

indicated that Po l ish managers have a potentia l  to contribute to the 

g lobal isation  p rocess as defined by the transformationa l ists (Giddens, 

1 996 , 1 999) . 

more 

However, in o rder for this process to take p lace, there is 

need for research i nto this phenomenon ,  particu larly the factors 
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determin ing the outcome of evolutionary and transformative reverse 

trans lation .  

7.6 A comment on the methodology used 
Trying to identify people's val ues in the eth nog raph ic setting can be a 

chal leng ing task. When we attempt to get to the roots of organ isational 

cu ltu re and identify peop le's shared assumptions and values , the 

ethnograph ic i nterview m ight not g ive us sufficient in-depth opportunity for 

th is .  The Repertory Grid I nterview and Laddering technique may prove to 

be a helpfu l cou rse of act ion here .  

The ethnog raph ic  i nterview serves as a very good preparation for a 

Repgrid I nterview from the i nterviewee's point of view. Unth reatening in its 

content, it bu i l ds  an atmosphere of mutual i nterest, affin ity and certain 

closeness without an intrus ion into the i nterviewee's privacy. Many people 

would find the subject of persona l  va lues too int imate to d iscuss during the 

first interview, thus it is reasonable to wait with this d iscussion unti l the 

respondent is more fam i l ia r  with us ,  and trusts us enough to share 

persona l opin ions i n  the conversation .  

When studying organ isationa l  cu ltu res , it i s  important to take the views of 

psycho logists and  socio log ists into account .  Every organ isation is un ique 

and , at the same t ime, i t  consists of a j igsaw of ind iv idua ls .  Schein ( 1 996) 

suggested that psycho log ists cou ld be more productive if they explored 

the field a long with ethnographers ,  and became participant observers 

themselves . 

Accord ing to Kel ly's socia l ity coro l lary, a person h as to understand another  

person 's way of  constru ing i n  o rder  to interact with them, in some 

particu lar role ,  i n  a productive, meaningfu l manner. In fact, our social 

interaction is governed by the core ro le constructs (Harley, 1 99 1 ) . In other 

words ,  peop le can find their p lace in a g roup of people only if they can 

understand the i r  constru i ng  and the i r  basic assumptions .  If, i n  addition to 
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th is ,  we ponder Kel ly' s  not ion of constructive alternativism , we might see 

that the participation  of a person in a particu lar group/organ isation is a 

matter of persona l  choice. Societies cons ist of ind ivid uals and constitute 

the reflect ions of people's i nd ivid ua l  ways of constru ing .  Social 

construction ists imp ly that societies make decisions and act on them 

(Ba lnaves and Caputi ,  1 993) ;  however, it is the i nd ivid ua l  who has to use 

and app ly the particu lar  construct. 

This research demonstrated that the ro le of ethnographer can complement 

that of the psychological observer and that the combination of 

ethnograph ic tech n iq ues and the resea rch too ls derived from PCP can aid 

the exp loration of the values and shared assumptions embedded in the 

cu lture under  scrutiny. Moreover ,  the Repertory Grid Techn ique played a 

crucial ro l e  i n  the identificat ion of the contrasti ng pole of the core

constructs , wh ich shed a new l ig ht on the behaviour of the peop le we were 

trying  to u nderstand .  Additiona l ly ,  the Repertory Grid interview proved to 

be a very usefu l too l ,  enab l ing the e l icitation of tacit knowledge, such as 

'soft' qua l ity and its expl icit defi n ition .  

7.7 Orig inal  contribution to knowledge 
The thesis  contrib uted to knowledge in the fo l lowing areas: 

1 )  Methodo logy - the research conducted and described in th is thesis 

demonstrated the powerfu l potentia l  of ethnographic research 

comb ined with the Repertory Grid Techn ique .  The compl imentary 

character of these two methods,  a long with other advantages this 

methodo log ical approach offers , can serve as an i nvaluable too l  for 

exp lor ing o rgan isationa l  cu ltu res and the val ues embedded i n  them. 

Moreover, the Repertory Grid  Technique has been successfu l ly 

used as a too l  for e l iciti ng  tacit knowledge ,  particularly the notion of 

2) Knowledge transfer - the thesis exp lored the process by which 

knowledge ,  tacit as wel l  as exp l icit, can be translated across 
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cu ltu ra l and l i nguist ic borders . The complexity and i ntricacies of this 

p rocess were exp lored , resu lti ng  in a complex model of cross

cu ltu ra l  knowledge transfer along with crucial factors contributing to 

the successfu l outcome of this p rocess . 

3) Reconstruct ion - the process of knowledge transfer described in 

this thesis was successfu l due to the change that took p lace at a 

deeper level of the organ isationa l  cu ltu re i n  Opel Polska. Th is 

thesis looked at the way in which a sh ift in a personal construct 

system occurs, lead ing to reconstruction , that is ,  change in the 

person's core constructs and va l ues . Th is  p rocess of reconstruction 

p lays a cruc ia l  ro le in the successful outcome of the cross-cultura l 

knowledge transfer and sho u ld therefore be taken into account 

when faci l itating organ isationa l  change and development 

processes. 

4) Qua l ity travel to Poland - this thesis exp lo red the process by which 

the notion of qua l ity as someth ing  bu i lt- into the system was 

successfu l ly t rans lated to Po land .  Th is is an important contribution 

to knowledge ,  as the p revious  research on knowledge transfer 

between Western Eu rope and Po land i nd icated that many attempts 

to translate Western ideas re lated to management were 

u nsuccessfu l and led to incomplete trans lations (e. g .  Roney, 2000; 

Zaleska ,  1 998) . 
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7.8 Summary and conclusions 
This thesis has described the p rocess of translation of the concepts of 

lean man ufactu r ing and ' ha rd '  qua l ity from Germany with the simultaneous 

translation of bu i lt-in  and 'soft' qua l ity from the U K  to Poland (Chapter 4 

a nd part 7 .5 .2  of th is chapter) . The mean ing of qual ity was analysed in 

o rder to reconstruct the chains of institutiona l isat ion of qual ity i n  these 

locations (Chapters 4, 5 and part 7 .5 . 1 of this chapter) . Having arrived at 

the fi nd ing of contrad ictory notions of qual ity existing in the UK and 

Poland , the val ues embedded in  each organ isational cu lture were 

ana lysed i n  o rder to understand the factors beh ind the success and fai lure 

of creative trans lation  of qua l ity i n  these two locations (Chapter 6 and part 

7 .4 . 1 of this chapter) . Th is enab led us to provide a more critica l analysis of 

the overa l l  p rocess summarised i n  Figu re 7 ,  and the identification of 

factors determin ing creative translation of ideas across cultural 

boundaries, i ncl ud i ng cu ltu re-clash management, creative development of 

new working p ractices and norms ,  and mechanisms of managerial control 

i n  o rgan isations (part 7 .3) .  

These elements shed a new l ight upon the p rocess of ideas translation to 

trans lation are requ i red where the knowledge is tacit and the degree of 

reconstruction is substantia l .  However, even the most complex type of 

translation is poss ib le if the new idea p rovides a usefu l alternative to the 

existi ng one,  and if it becomes successfu l ly val idated by the organ isational 

actors . This k ind of creative translation , as shown by means of the 

examp le of bu i lt- in qua l ity , can contribute not on ly to the increased 

efficiency and qua l ity resu lts of the company, but also to a new shape for 

the loca l  identity of the ind ivid ua ls i nvo lved in this process . The latter 

element was exemp l ified by the change i n  the va lue system of the Opel 

Polska employees and the effect upon the local environment (chapter 4.7 

'further trans l ation waves') . 

Eastern Europe. As seen th rough the case examp le of General Motors , 

creative trans lation of ideas is possib le p rovid ing the process includes the 

elements out l i ned in part 7 . 3 .  As stated there ,  more complex forms of 
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Reverse trans lat ion has been identified as an area that needs more 

research i n  the future. It is an  important extens ion of the model of Travels 

of Ideas' as the translat i on  of ideas between Eastern and Western Europe 

can be expected to i ncreas ing ly take p lace in future years. 

Moreover, the re is g reat scope and need for research combin ing the 

ethnograph ic methods with those derived from PCP in the exploration 

l 

of 

o rgan isationa l  and local cu ltures if the research is to revea l  the mean ingfut

description of va l ues and shared assumptions i n  the particu lar cu ltu re 

stud ied . It is important that the futu re research into the process of 

translat ion wi l l  focus on the actual process of va lues and practices 

creation  i n  add it ion to the study of cultu res of the parties i nvo lved in the 

p rocess . 
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