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Introduction

Theimpactofeconomicglobalizationonhumanresourcemanagement(HRM)andemploy-

mentissuesinEastandSouth-EastAsiancountriesisgrowingdaybyday,changingpreviously

stableworkplacesystemsintheregionandtriggeringnewformsoforganizations,workand

careers.Thereareanumberofcontextualandstructuraldiversereasonsforchangeswithdif-

ferentkeydriversineachcountry.InJapantherecessionaryconditionsofthe1990sunder-

minedtraditionalemploymentpracticesandprecipitatedchangesinthebusinesssystemthat

hadbeenunderwaysincethe1980s.Afteradecadeofrestructuring,Japaneseeconomy,in-

cludingserviceindustry,isnowcompletelyintegratedintotheglobalbusinesssystem.Thisre-

quiresaHRMsystemandlabourmarketattunedtothenewsituation.Althoughitstarted

slowlyIndiahaswitnessedaboominforeigndirectinvestment(FDI)forthelast5years.

Competitiveadvantageshavebeencreatedinsomesectorssuchassoftwaredesignandbusi-

nessprocessingbutcompetitionfromothernewcomersintothosefieldsandthearrivaloffor-

eigncompaniesintheIndianlabourmarketforceslocalcompaniesinpursuitofefficiencyto

rationalizetheir且RMpractices.Moreover,thefailureoftheIndianeducationsystemtopro-

videforskillsandknowledgetothevastmajovityofitspopulationisabigchallenge.In

ASEANcountriesthenecessitytokeeporrecovercompetitiveadvantagesinattractinghigher

value-addedFDIanddevelopingitsownexpertisepushtowardsanupgradingofthelevelof

humancapital.InMalaysia,Indonesia,Thailand,opportunitiesforfruitfuluseofforeigntechnol-

ogiescontinuetoprovideanattractiveoptionforgrowth.But,aninitiationofsomeinnovation

effortscanprovidethenecessaryaccumulationoflearningsothatfutureindigenousinnovation

willbeeasier.Thisrequiresmanymoreskilledandknowledgeworkersthantheeducational

systemcansupplyforthemomentandbettermanagementfromlocalcompaniestooptimize

theirtalent.InChina,millionsofforeignandlocalemployersindependentlydeterminewages,

hours,andworkingandlivingconditionsinChina'shugefactoriesandfactorydormitories,as

millionsofpeasantscontinuetomigratetoitscitiesandmillionsofyoungworkersenterthe
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jobmarketeachyear.Theuniformityandcontrolandthebasicstabilityinherentinlabourre-

lationsanchoredintheworkplace,`danwei',isfastbecomingamemory.Chinaresortsnowto

theindividua!employmentcontractasthelegalframeworktoreplacedanwei-basedindustrial

relationsinasystemthatwaslongdominatedbystateenterpriseandtheplannedeconomy.

Butinparallelcommonalitiesintheissuesappearinthewholeregion.Publicauthoritiesand

companieshavetocopeatthesametimewithanageingoftheworkforce,changingattitudes

ofyoungerworkersvis-a-visworkingeneralandtheirrelationshipswiththeirworkplace,a

lossoffaithintraditionalemploymentmodelscoupledwithanxietiesconcerningtheimpactof

thenewones,andabreakdownofthetraditionaldividebetweenprivateandpublicsectors.

Despite _itshugepopulation,EastandSouth-EastAsiaisalreadysufferingfromashortageof

skilledlabour.Thedecliningbirthrateisaloomingdemographictime-bombthatwillreshape

Asiansocietiesandemploymentsystemsthroughadeclineintheproductiveagepopulation.

AccordingtoUnitedNationsestimates{mediumvariant),followingJapanproductiveagepop-

ulationwillpeakinthenext10yearsorsointheotherdevelopedcountriesintheregion

(SouthKorea,TaiwanandSingapore)andshifttoadownwardtrendthereafter.Thailand,Ma-

laysiaandChinawillfollowafteralead-timeof15years(UnitedNationsPopulationDivision,

2005).Theprioritiesinthewholeregionthenwillbetoincreasecapitalinputsandtotalfactor

productivityandraiseworkforceparticipationratesforwomenandtheagedandstrengthen

humancapitalingeneral.Inordertofacilitatethetransitionare-conceptualizationofHRMis

underwaytoestablishthebasisofrewardandevaluationsystemsontheonehand,and,on

theotherhand,theaccesstohumanresourcesandtheflexibilityoftheemploymentsystem.

SimilartowhathappenedinEuropethelast15years,localdifferencesarelikelytoremainin

placeatthelevelofoperationalpractices.Thewaythesamepracticeisviewedandimple-

mentedcanvaryfromcountrytocountryandevenfromcompanytocompany.But,aspointed

outbyBensonandRowley(2004),HRMchangesinEastandSouth-EastAsiaarebecomingin-

stitutionalizedatthepolicyandarchitecturallevels,i.e.,thoseofpolicychoicesorstrategicde-

cisionsandmanagerialroles.SomedevelopmenttowardsdirectionalconvergenceinmostEast

andSouth-EastAsiancountries'humanresourcemanagementpracticesandemploymentsys-

ternsisobserved.Theuseofcertainsimilarmanagementtoolsincreasesinafewareasof

HRMinthewholeregion.Thosechangesatcorporatelevelarebackedbyregulatoryinitia-

tivestakenbynationalgovernments.Theyallpointinthedirectionofthefacilitationofthe

creationofamoremarket-centeredbusinesssystem,thisimplyingthepossibleshifttowards

moreradicalchangesin且RMpracticesintheyearstocome.

However,whatisintheprocessofcreationofnewHRMsystemsremainsunstable.Until

thefinancialcrisis,mostAsianlabourmarketsweretight,evenextraordinarysoasinKorea.



TheDevelopmentofaStableandSustainableEmploymentSysteminEastandSouth-EastAsia3

Systemsallowingeasierredundancydismissalandtheuseofatypicalworkerswereintroduced

aspartofthepost-crisiseconomicrestructuringprocessinmostcountriesintheregion(Ben-

sonandRowley,2004).Thoughthesemovesimprovedtheflexibilityofthelabourmarketsby

allowingemployerstolayoffworkers,theyalsobroughtasharpriseinunemployment.The

unemploymentrateofqualifiedworkerssubsequentlyfellastheeconomyrecovered,butthe

numberofcontingentworkerscontinuedtogrowandunemploymentremainshighforsome

categoriesofthepopulation,notablytheyoungandtheleastqualified{WorldBank,2004).Re-

centindicatorsshowthatthegrowthoftheAsianmiddleclassiscontinuingdespitepocketsof

povertyandunbalanceonthelabourmarkets(Miura,2006).Nevertheless,thatdoesnotmean

thatAsiancountriesandcompanieswillnothavetotackledelicateissuesintheyearstocome

inordertocreateastableemploymentsystem.

AsinEurope(andprobablywithsimilardifficultiestofindoutlong-termsolutions),Asian

companiesarealreadyandwillincreasinglybeconfrontedtotheproblemofinternalconsisten-

cy:howtoconciliatenumericalandfinancialflexibilityandemployees'commitment;howto

createrewarddifferentialsstronglyrequestedbythemostdynamicemployeesandbasedon

objectivemetricswhilstkeepingmotivatedalltheworkersfromcoretoperiphery,eventhose

whoarenotthe.bestperformers.CompaniesareputtinginplaceHRMrulesandsystemsthey

claimallowafairevaluationandrewardofperformance,givefreedomtobothpartiesinthe

workrelationshipsandleadtoanoptimizationofhumancapitalefficiency.But;theystillhave

toshowthattheevaluationandrewardsystemsarefairandconvinceemployeesofallcatego-

riesthat`objective'rulesandmetricsarenotjustmakingtheminterchangeablecogsinama-

chineneglectingtheirhumanbeings'attribute(Caspersz,2006).Thefeelingofbeing`forgotten'

orofhavingone'sjobsubmittedonlytocostimperativesmaybestrongamongtheempioyees

whoarenotconsideredasstrategicallyimportant.Itmayevenbesointhecaseofthecore

strategicemployees,thoseforwhomaredevisedhighcommitmentHRMstrategies.Thead-

ventoftheknowledge-basedeconomythatAsiangovernmentswishtodevelopwillmakeof

knowledgeworkersstrategicassets.AsintheUSAtheyarelikelytobemoreassertivethan

theothercategoriesofworkers.Theywillaskforahigherdegreeofmanagementopenness

fromAsiancompaniesintermsofaccesstostrategicinformationandevenparticipationto

management(Debroux,2004}.

TheBasisofaNewEmploymentSysteminAsia

7`heAdoptionofWesternHRMConcepts

Beginninginthe1980s,Asiancompanieshavebeentryingtorevamptheirhumanresources

management.Theseattemptswereprompted,first,bythediversificationandexpansionof
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theirbusinessactivities.Theincreasingneedforspecializedknowledge,whichisvitaltodeci-

sion-making,andformoresystematicmanagementrequiredthenurturingofhigh-levelprofes-

sionalmanagers.Asaresult,itbecameincreasinglynecessarytodevelopmanagementsys-

ternsforsecuring,trainingandofferingthemattractivemonetaryandnon-monetarypackages.

Thesecondreasonbehindthesearchforbetterhumanresourcesmanagementwastheinflux

offoreigncompaniesintomanyAsiancountries.Inthe1954s,themassiveentryofAmerican

companiesintotheEuropeanmarketissaidtohaveprovidedthecatalystforthemoderniza-

tionofEuropeancompanies.ThisisprobablybecausethearrivalofAmericancompetitors

gaveEuropeanbusinessestheopportunitiestolearnnewmanagementmethods{modeleffect)

andallowedthemtorecruitskilledpersonnelwhohadquitfromrivalcompanies(transferef-

fect).LessinKoreaandJapan,butcertainlyinChinaandinSouth-EastAsiancountries,the

numberof"trained"managerswhohadonceworkedforforeigncompanieshasmarkedlyin-

creased,beginninginthesecondhalfofthe1980s.(Takeuchi,1999).

ThegrowingnumberofthosewhohavestudiedatEuropeanandAmericanhighereduca-

tioninstitutions-bothamongcurrentandprospectivemanagementpersonnel-arecreatinga

corporateclimatereceptivetoWestern{American)standards.Asianstudentsaccountedfor

59%offoreignstudentsinAmericanuniversitiesin2005.4Asiancountries,India,China,Korea

andJapantoppedthelistofthecountriessendingstudentsintheUnitedStatesintheyear

2004(NichibeiKyoikuInkai,2005).Afterreturninghome,theytakeupvariouspostsascandi-

datesformanagerinforeign-ownedcompaniesandmajorlocalbusinessgroupsoftheircoun-

tries;theyalsoentergovernmentserviceascareer-trackbureaucrats.Foralongtime,Japa-

nesecompanieshadalotofdifficultiestointegrateMBAholdersintheirorganizational

structure.Thisismuchlesstrueanymore.Managersbornafterthewararenowtakingthe

reinsinlargecompanies.Theyhaveworkedabroadduringtheircareerandareshiftingthe

strategyoftheircompaniestowardsanapproach(externalizationthroughM&A,optimization

offinancialportfolio,andintellectualpropertyrightsstrategyforexample)requiringexpertise

andamanagerialdriveunknownamongtraditionalJapanesemanagers.Likewise,successorsof

majorfamilybusinessesinSouth-EastAsia,too,oftenstudyabroadforthesamereasons.Gen-

erally,AmericanandEuropeancompaniesAsiansubsidiariesenjoyhighpopularitywithhighly

educatedAsianstudents,notjustwiththosewhostudiedabroadbutincreasinglyalsothose

graduatedfromtheelitelocaluniversities.Contrarytowhathadbeenexpected15yearsago

theJapanesemanagementstyle(andmorespecifically,theHRMpracticesandworkorganiza-

tion)isunlikelytoeverbecomethetemplateintheregion.Thereisalmostnocountrywhere

thenumberofstudentswishingtoenterJapanesecompaniesexceedsthatofstudentshoping

toenterAmericanandEuropeancompanies.Japanesecompaniesthemselvesarechanging
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theirpracticesinJapanitself,andparticularlyintheirAsiansubsidiaries.Themanagement-

styletheyadoptisclosetotheAmericanoneinmanyrespects(JieYuandMeyer-Ohle,2006).

TheUnitedStatesarethetechnologicalandmanagerialleadingcountryinmanyfieldsand

Americancompanies'managementpracticesareconsideredbymanyasthe"bestpractices",

whicheventuallyothercountriesandorganizationswillhavetoadopttocreateandkeepcom-

petitiveadvantages.Themostadvancedtechniquesutilizedinhumanresourcemanagement

suchasthebalancedscorecard,theSixSigmamethodofproductionprocess,the360degrees

evaluationandhumancapital-relatedaccounting,haveallbeeninitiatedinAmericancompanies

andareonlynowadoptedbyEuropeanandAsiancompanies.Inrelativetermmorestrategic

importanceisgiventohumanresourcemanagementinAsiaalthoughitmaybetooearlyto

saythatitwillfollowthesameprescriptiveapproachbasedonstrategicintegration,commit-

ment,flexibilityandqualityadoptedbylargeAmericancompanies{Legge,1995).Competency-

basedtalentmanagementsystemsarebeingintroducedtoensurethatthe"right"peopleare

placedinthe"right"rolesdoingthe"right"things.Byclarifyingspecificstandardsforthere-

quiredcompetencyandusingthestandardsascompanies'basisforhumanresourcesmanage-

ment,thisconceptfacilitatescompaniestorecruitandtrainthepersonneltheyneed.Adopted

alongsidewithsalaryannualizationschemes,itgivestheopportunitytodepartfromthesenior-

ity-basedsystemprevalentsofar(Debroux,2003).Themanagementbyobjectives(MBO)

system,inwhichtherolesforindividualemployeesaredefinedandmeasurabletargetsareset

onaregularbasis,hadalreadybeenintroducedinmostcountriesintheregioninthe1980sas

amethodoforganizationalmanagement(evaluationofpotentialandcareerdevelopment).It

wasrevisedinthe1990stolinkmoredirectlytargetachievementevaluationtomanagers're-

muneration(BensonandRowley,2004).How,theschemesaregvaduallyextendedtonon-man-

agerialpersonnel.Changesarealsoobservedintherolesofthehumanresourcemanagement

functionanditsrelationshipstolinemanagement.AtTaiwanSemiconductorManufacturing

Companythehumanresourceinfrastructureissystematicallychangedfromfunctionoriented

toanewfluidnetworkorientedsystemthatprovidesnotonlycost-efficientservices,quickand

effectiveinformationbutalsostrategicallyfittedhumanresourcepoliciestoitsinternalcustom-

ers(Hsi-AnShih,2001).ThepercentageofAsiancompaniesdevolvinghumanresourceman-

agementresponsibilityawayfromspecialiststowardslinemanagementseemtohavebeenin-

creasingsincethe1980s(Debroux,2003;Pei-ChuanWu,2004;Khatri,2004).LeadingAsian

companieshaveaflatterhierarchicalstructureandempowermentschemeshavebeenputin

placeinsomeofthemostsuccessfulofthem(BensonandRowley,2004).Onthematterofthe

rolesandexpectationsfrommanagersintermofinitiativesandrisk-taking,adherencetoaset

ofstandardizedrulesstillseemstobethenorm(Bensonand.Rowley,2004}.Thislooksafar
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cryfromwhatStorey(].992)hadcalled`impatiencewithrule',the`cando'outlookassociated

totheAmericanstylehighcommitmentmodelofHRM(Guest,1995).Nevertheless,anumber

ofcasessuchasthoseofSamsungElectronics(Umashanker,2005),Matsushita(Khan,2005)

andmorerecentlyLenovo(JieShenandEdwards,2006)seemtoindicatethattopmanage-

mentmayencouragechallengingdiscussionamongmanagersdisrespectingthehierarchical

rulesinsomeinstance,thisinordertobreakconformismandcreateadynamicsofchangein

theorganization.

ACaseofRelativeConvergence

ThereisanarrowingofdifferencesinAsiancountriesinsomeareassuchastheuseofvari-

ableandperformancerelatedelementsofcompensation,orofflexibleworkingpractices.InJa-

panaselsewhereintheregioninthe1990s,acriticalre-evaluationoftheHRMmodeltook

placecuttingdownthenumberoffull-timeemployees;putting,moreemphasisonrelianceupon

abroadcategoryofatypicalworkers;launchingearlyretirementforelderworkersandoffer-

ingmorejobandcareersopportunitiestowomen.InChina,moreandmoreHRMpractices

basedonflexible,individual-basedemploymentcontractsareadopted.Recruitmentismore

basedonthemarket;selectionputemphasisonmeritandmotivationofemployeesandonma-

terialrewardsratherthanapledgeofjobsecurityandbenefitsinkind(JieShenandEdwards,

2006).Thetrendtowardsmoreperformance-drivenrewardssystemswithlesscompany-subsi-

dinedwelfareservicesisnowmorenoticeable,particularlyasthestatesectorwitheraway.In

South-Koreatoothereisashiftfromanorganizationconceptemphasizingcollectiveequality

andcommunitytowardsindividualrespect,individualequityandmarketprinciples.Lifetime-

employmentandseniority-basedremunerationhaveweakenedvis-a-visflexibleemployment

{BaeandRowley,2004).

Nevertheless,reformsoccurredwithoutincreasingsignificantlywagedifferentialsamong

managers.Onthewhole,theyremainsmallbyWestern(especiallyAmerican)standardsin

countriesthathaverevampedtheiremploymentpracticesthelast15yearslikeJapan,Korea

andTaiwan(TowersPerrin,2003).InChinatoo,despitethestrongdrivetowardslabourmar-

ketderegulation,thepaysystemstilldemonstratescharacteristicsofanegalitarianculture

(FangLeeCooke,2004).Intermofjobmobilitythesituationremainsnuanced.InJapan,mobil-

ityofmanagersover35yearsoldisgrowingbutisstillcomparativelyquitelow(Debroux,

2006).InKoreaandinSouth-EastAsiancountriesamid-careerjobchangecarriesalmostno

negativesocialimage,largelybecausetherapideconomicgrowthofthepastcreatedagreat

manyjobsofattractiveconditions,andafairlymobilelabourmarketintheprocess.Inthecase

ofemployeesofmanagerialpotentialthereisthegrowinganticipationofnewlyrecruiteduni一
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versitygraduatestochangejobsinthefuture,andtheincreasingorientationtowardacquiring

specialtiesbeyondthecontextualskills(``contextualskill"isdefinedastheskilltoshareinfor-

mationeffectivelywithinacorporateorganization,"functionalskill"isdefinedastheskillto

processaspecifickindofinformationandapplyitacrossandbeyondcompanies-Aokiand

Okuno,1996)ofacompanyillustratessomeofthechangestakingplaceinemploymentpractic-

esinthosecountries.

TheNecessityofaNewHRMSystem

TheShortco〃 珈gs(～ftheEducationalSyste〃2

1nalargenumberofEastAsiancountriestheeducationalinfrastructureandsupportsys-

ternshavefailedtokeepupwiththedemand.Tocopewiththeissueisanurgentproblembe-

causeanumberofthemcouldusethedemographictrendattheiradvantageinthefollowing

20yearsorso.Becauseoftheircurrentfailingfertilityrates,thelargenumberofyoungpeople

livingtodayinEastAsiancountrieswilltranslateintohigherproportionsofpeopleofworking

agethanthoseofnon-workingageforagivenperiodoftime.Thisdecreasingofthedependen-

cyratiocanboosteconomicgrowthbutitgraduallyclosesatthecurrentyoungcohortages.

This`demographicwindowofopportunity'closedalreadyinJapanatthebeginningofthe

1990s.Itwillalsoclosewithinthenext10yearsinKorea,ChinaandThailand.ThePhilippines,

Malaysia,IndonesiaandVietnamstillhaveabout25to35yearstotakeadvantageofthewin-

dowbuttheywillbeunabletodoitiftheydonotupgradesignificantlytheskillleveloftheir

manpower.{BloomandCanning,2004).ThisisachallengeforpolicymakersbutalsoforAsian

companiesregardingtheirrecruitment,trainingandretentionpoliciesandpractices.Asian

companiesmustmaintaintheircompetitivecostadvantagewhileattractingthebesttalentand

offeringchallengingcareeropportunitiesthatmatchthoseofferedelsewhereintheworld.The

problemisnotlimitedtomanagerialpersonnel.Itconcernsalsoalltypesofskilledworks,in-

cludingforinstancetheoutsourcingsexvicejobsfromindustrializedtoAsiandevelopingcoun-

tries.LowercostlocationssuchasIndia,thePhilippinesandChinaarenowattractingout-

sourcingofmuchhighervalue-addedservicessuchasmedicaldiagnostics,treasury

managementandsoftwaredevelopment.Thereisalsogrowingoutsourcinginhighervalue-

addedfieldssuchasarchitecture-relateddesigninacountrysuchasVietnam(Bibby,2003).

Inallcases,theshortageofskilledworkersisthemostlimitingfactorforgrowth.Inthe

wholeregionthereisalackofwelders,skilledmachineoperators,plumbersandothertypesof

personnelwithtechnicalskills.Thailandputspecialemphasisontrainingengineersandscien-

tistsinacountrywherestudentshavetraditionallypreferredliberalartdegrees.Itwilltakea

majorpolicyshifttoencouragemorestudentstopursuescienceandengineeringdegrees.Ma一
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laysiamakeseffortstoimprovethebreadthandqualityofitseducation,andtoprovidemore

relevantvocationaltraining.SeveralnewuniversitiesweresetuptheIast20yearsinboththe

EastandWestpartofthecountry.Malaysiahas .alsoencouragedforeignuniversitiestoset

branchesinMalaysia.Nevertheless,thousandofyoungMalaysianshavetogoabroadfortheir

highereducation.InarecentsurveyoftheinvestmentclimateinMalaysia,about50%ofcom-

paniesbelievedinadequateworkerskillswerethebiggestobstacletobusiness(WorldDevel-

opmentReport,2006).fndonesiamustcreatemorethan2millionjobsayearforthenewen-

trantsonthelabourmarket.Itfacesahighunemploymentrateofyoungpeopleunder25and

therapidpopulationgrowthhasplacedaheavyburdenonaneducationalsystemunableto

copewiththeproblem.Thelowlearningachievementinthiscountry(butalsoThailand)has

quitenegative.effectoneconomicgrowth.Itexplains_whyyouthunemploymentis6togtimes

higherthanthatofadults(WorldDevelopmentReport,2006).

Infact,someAsiancountriesputonthemarketalargenumberofengineers.Butthereisa

mismatchbetweeneducationandmarket.needs.InChina(Lynton,2006)andVietnamabout

80%ofthenewgraduatesinengineeringreceiveaneducationalmostwithoutpracticalappli-

cations(TruongQuangandLeChienThang,2004}.Theycannotbeutilizedasengineerswith-

outacomprehensivetrainingfocusingonworkinindustry.InChina,thecountry'spoolof

youngengineersconsideredsuitableforworkinamultinationalcorporationisabout160000-

nolargerthan.theUnitedKingdom's.ThisdespitethefactthatChinaproducedabout600000

engineeringgraduatesin2005,comparedto70000intheUnitedStates.Thedifficultyiscom-

poundedbythefactthatitisverydifficulttofindpeoplewiththecombinationoftechnical

competenceandindustryknow-how{Lynton,2006).

Chinaisalsoconsideredtobeshortofsome750000professionalmanagers(Lynton,2006).

Thissituationiscommoninmanycountriesintheregion,reflectingtheprevalentconceptof

managementexpertisesofar.ForalreadyaLongtimeintheUnitedStatesandmorerecently

inEurope,studyinmanagementissubjecttoaprocedureofprofessionalaccreditationmaking

ofexpertiseinthefieldacertifiablebodyofknowledge.Althoughitisgainingmomentumwith

neweducationalinstitutionsspringingupacrossAsiainordertoteachspecializedandgeneral

managementskills,theideaofconsideringamanagerasa`professional'isveryrecentinAsia.

InNorthAmericatherearesome700schoolsaccreditedbytheAmericanAssemblyofColle-

giateSchoolsofBusiness,producingabout150000MBAsperyear.WesternEuropeproduces

around25000MBAperyearfromabout60schoolsequivalenttothoseintheUnitedStates.By

contrastAsiahasabout20schoolsofcomparablestandardproducingabout10000MBAper

year.Veryfewofthoseschoolscouldcompeteintheinternationalmarketplacewithleading

businessschoolssuchasHarvard,Wharton,MIT,INSEADorIMD.
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Chinamostacuteproblemistheshortageofseniormanagerswithleadershipcapabilitiesfor

suchjobsasmarketing,salesandhumanresourcesmanagers.Thereisaprettylargegenera-

tionalgapbetweenpeopleinthe20sand30sandpeopleover40inthatrespect.Amongthose

inthislattergenerationfewhavethepotentialtobecomeseniormanagersbecausetheyhave

beeneducatedandworkedinatotallydifferenteconomicenvironmentmakingitdifficultfor

mostofthemtomaketheshift.HongKongandSingaporesufferfrom,thescarcityofgood

salesandmarketingpersonnelandtheydonothaveenoughpeoplewiththerequisiteskillsfor

theknowledge-basedeconomiestheyplantodevelop(Mercer,2004).Inmanyfamily-owned

businessesinSouth-EastAsiathereisonlyasmallclassofprofessionalmanagersoutsideof

thefamily.Thisisprogressivelychangingascompaniesareforcedtoprofessionalizetheir

managementbycompetitiveforcesandsuccessionissuesbuttheshortageimpedetherestruc-

turfingofmanyofthosegroups.Oneoftheprofessionsthathavebeenthemostneglectedso

faristhatofspecialistsinhumanresourcemanagement.WiththeexceptionofthePhilippines,

Singapore,且ongKongandMalaysia,whereHRMprofessionalshavebeenactiveforawhile,

theemploymentpracticesandtheemphasisputontheinternallabourmarketintheother

marketssuchasJapan,KoreaandChina,madethatmanagementofpeoplewasnotperceived

asrequiringcertifiedspecializedknowledge.

Indirectly,itcanevenbearguedthattheagingoftheworkforceindevelopedcountries

couldhaveanimpactontheAsianlabourmarketsinthisrespect.Shortageofworkersand

professionalsarealmostinevitableintheWesterndevelopedcountries.Asthepopulationages,

theywilllookoutsidetheirownborderstofillvacantpositions.Whateverthelaboursupply

shortcomingsexposedhereaboveAsia'stalentpoolhascontinuedtoincreasewithrapidpopu-

lationgrowth,rural-urbanmigration,andincreasedinvestmentineducation.Asiancountries

putonthe.marketmillionsofyoungengineersandotherknowledgeworkerseveryyear.They

havebecomeamajorsourceoftalentforjobsintechnologyandhealthcare.Itislikelyto

spreadoverotherindustriesanditcanbeexpectedthatWesterncompaniesincreasinglytry

tolureawayAsiantalents.Employeescanbepoachedeasilybynext-doorcompetitorsbutalso

fromcompanieslocatedontheothersideoftheworldbecausethelabourmarketforhigh-

skilledpeopleisbecomingverytightallovertheworld.Germanyforinstancemaybeahigh

unemploymentcountrybutatthesametimeitfacesastructuralshortageofhighskilledtech-

nicalpeople.

HighskillWorkersandtheshifttowardsKnowledgelndustry

Intheforeseeablefuture,anumberofdevelopingAsiancountrieswillcontinuetobasepart

of.theircompetitiveadvantageonarelativelylowlabourcostformanyoccupations.Neverthe一
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less,thetrendtowardtheemergenceofaknowledge-basedeconomyisclearinthemosteco-

nomicallyadvancedAsiancountriesdrivenbyglobalizationandcommunicationtechnology.

EveninthosethatarelessadvancedsuchasMalaysia,Thailand,ChinaandevenVietnam,re-

locationoflabour-intensiveactivitiestonearbycountriesisgainingpacebecauseofadeclining

competitivenessinthemanufacturingofiowtechnologyproducts.Itresultsnotonlyfrom

wagegrowthbutalsofromtheriseofthecontractmanufacturerssuchasFlextronicsand

Solectronthatmanufacturetoorderandenjoyverylargeeconomiesofscope.Thisexplains

thewillingnessoflocalgovernmentstoattracthighervalue-addedFDIanditreinforcesthene-

cessityforlocalcompaniestoadoptHRMpracticesattunedtotheneedofrecruitingandnur-

turfingamoreskilledandefficientworkforce.

Asiancountriesareeagertodevelophigherlevelinnovationsystemsinvolvingresearchin-

stitutions,universities,andbusinesses.Governmentsdevelopplansandprogramsinorderto

connecttheirresearchinstitutionswiththeinternationalinnovationsystem.Singaporewas

oneofthefirstcountriestoshiftawayfromcapital-intensivesectorsandmovetowardsa

knowledge-driveneconomy.Ambitiousprojectsareemergingorareenvisionedforthenextde-

cadeinIndia,SouthKorea,TaiwanandChina.LeadingAsiancitiesarecreatinglife-science

centers/hubssuchasSingaporeBiopolis,ascienceparkforbiomedicalandotherknowledge-

basedindustries,orHyderabadwithitsprojectoflife-sciencetomatchitsITIndustry.China,

KoreaandTaiwanarebuildingbiotechnologyclusterstoattractbacktotheircountriestheex-

patriatescientiststrainedoverseas.Malaysia,TaiwanandHongKongareimpressedbyanum-

berofChinesesuccessstoriesandareeagertoemulatethem.Formaluniversity-industrypart-

nershipsarestillrareinAsia.1nChina,universitiesandresearchinstituteshavecontributeda

greatdealtothegrowthoflocalindustry.Someofthelargesthigh-techcompaniessuchas

LenovoandTongfangareuniversityspin-offsestablishedtomakeandmarkettheirinventions

(WorldBank,2006).

ThegrowthofEastAsianeconomiesover4decadeswaspropelledbytherapidgrowthof

theirindustrialsectors.Recentchangesintheinternationalorganizationofrnanufacturingsug-

gesttheneedtoreducerelianceonthesector.ManufacturingbasedonR&Dcanprovidethe

basisforcontinuingsometypesofmanufacturingbutservicesectorsareboundtogrowasa

percentageofnationalincome.InEastandSouth-EastAsia,manyservicesareprovidedrela-

tivelyinefficientlyandtheirTotalFactorofProductivityisstilllowerthantheOECDaverage.

FollowingJapan,Korea,SingaporeandTaiwanlooktoinnovation,notonlyinmanufacturing

butalsoinservices.Therefore,thereisastrongneedforexpertiseinfinance,marketingand

legalaffairs.Suchexpertisemixinghard(technical)andsoft(managerial)knowledgeisallthe

morerequiredthatR&Dcenteredmanufacturingmeansthatagrowingproportionofthecom一
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panies'assetswillbeinintangibleformrepresentedbyintellectualproperty.

Gradually,Asiancompanies(outofJapanesecompaniesthatreactedalreadyquitealong

timeago)arewarminguptointellectualpropertyrights.Thevalueofintellectualproperty

goesbeyondpuremonetaryvaluesuchasthewaycompaniescanmakemoneyfromlicensing

theirintellectualpropertyassets.Itcanaddtothevalueofacompanyinthewayitpositions

itselfinthemarket.工nstitutionssuchasSingapore'sIPAcademyandIndonesia'sSocietyofIn-

tellectualCapital,havealreadybeensetuptoassistcompaniesinmanagingtheirintellectual

propertyassets.InChina,thereisalsoanawarenessofthebenefitsofintellectualproperty

amongcompanies.However,thedevelopmentsstillhaveadefensivenatureastheymostlyre-

volvearoundinstitutionscreatinginventoryofassets.Thesuccessofapro-activestrategycan

onlybebasedoneducationatthecompanylevel.Thisrequiresanunderstandingofthenew

rulesthatarecomingfromtheknowledge-basedeconomy.Companiesneedpersonnelknowing

howtosystematicallycreate,manageandleverageintellectualpropertyaspartofthevalueof

theirorganization(Tan,2006).So,theyneedtobeabletopromotevaluesandnormswhich

emphasizetheimportanceofsharingknowledge,commitmentandtrustwhiledevelopingcom-

pensationandcareerdevelopmentstructuresthatcannotonlymotivatebutalsoretainknowl-

edgeworkers.Asmentionedbefore,managementofknowledgeworkersisdifferentfromthat

ofotherworkers.Theirknowledgeisdirectlylinkedtothestrategyoftheirorganization.

Therefore,itcanbeexpectedthattheywillbeincreasinglydemandingintermsofmonetary

andnon-monetaryreward,askforamoreactiveroleinthestrategyconceptionandrequest

moreandhigherlevelinformation.ThiswillforceAsiancompaniestochangedramatically

theircorporateculture.

TheCaseoハ0勿e78吻Manage〃zθ 窺

Thispointrelatesindirectlytotheissueofdiversitymanagernent。Workplacediversityin-

volvesrecognizingthevalueofindividualemployees'differencesandmanagingtheminapro-

ductiveway.ButinAsiaitisoftenmorecommontoseeemployeesbeingexpectedtofitintoa

uniformcorporateculturewhereindividualitycanbecomestifled.Evennon-discriminationpoli-

GiesarenotcommonwithinmostAsiancompanies.ThesortsofpoliciesfoundinWesternmul-

tinationals(andoftenmandatedbylawinhomecountries)arenotverycommon.Inmanyre-

spects,thelawinmostcountriesinAsiaisincompleteinitscoverageofdiscriminationissues

(Welford,2006).Moreover,whatpoliciesdoexistsometimespromoteaparticularnationalor

racialidentityaboveothers.EvenwhendiversityisdiscussedinanAsiancontextittendsto

concentrateonthegenderissue.Ittakesplacewiththebackgroundofloominglabourshortage

thatmaybecausedbydecreasingbirthratesandagingworkforce.Asiancountrieswillbe
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confrontedtotheissueofchangingworkorganization,sothatitcanaccommodatetheneedsof

femaleandelderworkers,whilealsocontemplatingthepossibility.ofrelianceonimmigration.

True,genderdiscriminationstillexistsinsomeAsiancountriesalthoughthemostblatantex-

amplesofit(forexamplethedefactoobligationofquittingjobformarried .womeninJapan

andinothercountriesorthelackofaccesstotrainingandcareerdevelopmentschemes)are

fadingaway.Morewomenenterthelabourmarketandstayaftermarriageandbirthgiving.

Femaleemployees'participationrateonthelabourmarketisboundtocontinuetogrowinthe

followingyears.Morewomenarepromotedtomanagerialpositionsandsocio-culturalchanges

intheregiondepartingfromthetraditionalfamilystructuresmakesbelievethatthistrendwill

reinforcefurther(YukongdiandBenson,2005).

Butdiversitymanagementisnotlimitedtogender.Itcanbeexpectedthatmore _peoplein

AsiawillmakealternativeschoicesabouttheirIifestylesandworkingpatterns.工nalmostall

countriesintheregionthoseissueshavenotbeenconsideredasofgreatimportancesofar.In

thecaseofsexualorientationforinstanceitcanevenbesaidthatthisaspectofdiversityhas

beenpurposefullyneglectedbecauseitwasconsideredassociallyunpalatable.Inthecasesdi-

versityhasbeenconsideredinbroadertermsitwasmostofteninareactiveway,i.e.,state-

mentsofnon_discriminationpolicyonthebasisofgender,raceorreligion{Welford,2006).The

ideaisnewinAsiathatiftheregion'semergingmultinationalcorporationsreallywanttobe-

comeglobalplayer.s,theyaregoingtorealizethatinaglobalizedworld,havingaworkforce

withawidediversityactuallymaystrengthenthecompanyinmanyways.Ifoneexaminesthe

profileofemployeesinsectorssuchasinformationtechnology,financialservices,thelaw,con-

sultancy,accountancyandacademia,theunder-representationoflargesegmentsofthepopula-

tioninthosefieldsiseasilyapparent.Apro-activeapproachtodiversitycouldsimultaneously

reinforceeconomiccompetitiveness,addresslabourmarketshortagesandopendoorstoca-

reersfortraditionallydisadvantagedpeople.

TheConditionsofCreationofSustainableEmploymentRelationships

TheShiftTowardaハTew、Psyo乃0109蜘1Coπ 伽c`

Asaresultofthelabourmarketreforms,careerpatternsaremorediversified.Itcannotbe

deniedthatthebeliefsheldbyanindividualandhis/heremployeraboutwhattheyexpectof

oneanotherarechanginginallcountriesintheregion(BaeandRowley,2004).Thereisa

trendtowardsmorecontingenttypeofrelationships,moredrivenbytheexternallabourmar-

ket,andarapidfadingawayoflong-termjobguaranteeasanimplicitsocialcontract.Asian

companiesarenotanymoreperceivedasbenevolentemployersinthemindoftheemployees.

But,everywheretheyexpecttobetreatedfairly,rewardedequitably,providedwithgrowth
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0pportunities,toknowwhatisexpectedfromthemandbegivenfairandconstructivefeed-

backontheirperformance.

AsexplainedbyBaeandRowley,Rousseau(1995)developedathreefoldtypologyofpsycho-

logicalcontracts:1)relationalwithhighmutual(affective)commitment,highintegrationand

identification,continuityandstability;2)transitionalwithambiguity,uncertainty,highturnover

andterminationandinstability3)balancedwithhighmembercommitmentandintegration,on-

goingdevelopment,mutualsupportanddynamics.Inpre-crisisinAsiatheseniority-basedrela-

tional-typeHRMwasdominantalbeitwithvariantfromcountrytocountry.Thiswaspivotal

forvariousHRMpracticessuchasrecruitment,evaluation,training,promotion,payandtermi-

nation(BaeandRowley,2004).HRMAsiantraditionalmodelwaswidelyseenasbasically

`non
-adversarial' .Qpenconflictsleadingtoactionssuchasstrikeswereconstrainedbyculture,

ideologyorlaw(TorringtonandTanChweeHuat,1.998).Conflict-managementwashandledin

avarietyofwaysintherespectivenationalcontextsbutlargelycongruentwithcommonval-

uesinAsiansocietiesregardlessoftheirpoliticalsystem.Therespectforauthority,thesearch

forsocialharmony,theimportantroleofpersonalrelationshipsandsocialconnectionsappear

amongothersimilarexamplesintheIndonesiaPancasila(FivePrinciples)emphasizingwork

inharmonyandconflictavoidance;intheThaiconceptofmenpenraireflectingthedesireto

keeppeacefulrelationships;orintheNationalSharedValuesinSingapore,remindingpeopleof

theneedformutualrespectandtolerance(TorringtonandTanChweeHuat,1998}.

Therefore,thetransitionfromaworkandbusinesscultureputtingmoreemphasisoncollec-

tiveendeavours(Hofstede,2001)towardsanotheronebasedonindividualismisindeedachal-

lenge.Inpost-1997Asiaflexibility-basedtransitionalHRMmassiverestructuringeffortsoc-

curredwithagrowingnumberofmergersandacquisitions,managementbuy-outs,spin-offs,

outsourcing,debtforequityswaps,downsizingandearlyretirementprograms.Theperiodbe-

tween1995andthebeginningofthe2000s,wasoneofadjustments.BeitinJapanwithSogo

andDaiei,orinKoreawithHyundaiMotors,JinroorKoreaTelecom,publicauthoritieshadto

putsomecompaniesundertheirprotectioninordertoavoidsocialtrouble.Forthesamemix

ofeconomicandsocialmotivesforeigninterestswerekeptatbayinKorea,Thailand,orinIn-

donesia.Bothforeignandlocalcompanieswereforcedtomakecompromiseswiththepublic

authoritiesandtheunionsinordertocontinuetheirrestructuringreforms.

Theprocessisnotyetoveranduncertaintiesarelikelytoremainintheforeseeablefuture.

Whatisobservednowisaslowbutunmistaleablemovetowardsabalanced-typeofpsychologi-

calcontractbasedonmutualinvestmentandsupportadoptedbylargeforeign-andlocalcom-

parries.RespectforcontinuityandfearofsocialunrestdidnotstopAsiancompaniestoalready

adoptfromtheearly1990sonwardnewHRMsystemstoenhancefairnessinthesenseofex一
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elicitrecognitionofindividualachievement,rationalizationandefficiency.Thenewurbangen-

erationsintheAsianmiddleclassdonotseemtohavetoomuchproblemswithamanagement

culturewherepromotion,payandotherorganizationalbenefitswillbebasedonindividualcon-

tributionsratherthangroupcharacteristics.Theydonotbelievethattheylosetheircultural

identityinacceptingnewworkingnorms.Onthecontrary,theriseintheiracademicstandards

andtheirmuchlargerexposuretotheworldismakingthemmoreassertive.Paternalisticcor-

poratecultures,withsymbolssuchasseniority,companysongsandslogans,nolongerappeal

tothosewithindividualtalentsandambitions.Theyeagerlysupportamerit-basedevaluation

andrewardsystemreplacingtheoldoneoftenperceivedastaintedwithpatronageandrela-

tionships.

Foreigncompaniesareincreasinglyadoptingfortheirlocalmanagershumanresourceprac-

ticesblurringthelinebetweenthemandtheexpatriatesintermsofrewardandcareerdevel-

opment.ThehighcommitmenttypeofHRMtheyintroduceforbothcategoriesofmanagers

makessensebecausetheyareoftengraduatedfromthesameuniversitiesandbusinessschools

anddeservethesametreatmentintermsofrewardandcareerdevelopment.Alargedifferen-

tialincompensation(beyondwhatisconsideredasreasonableashigherlivingcostasafor-

eigner}wouldbeconsideredbylocalmanagersasrunningagainstequityprinciples.Inthisre-

spect,multinationalsbecomeimportantagentofchange.Becauseworkingforaforeign

companyisnowlargelysociallyacceptableforthelocalelite,competitionforthebestworkers

isbecomingtoughbetweenlocalandforeigncompanies.Thisforceslocalcompaniestooffer

similarpackagesasforeigncompaniesinordertorecruitandkeepthebesthumanresources.

TheproblemisthatthoseHRMpracticesaremostoftencreatingabalancedpsychological

contractonlyforthecorestrategicworkers.Atthesametime,itmostoftenresultsintheen-

largementofthewideninglargegapalreadyexistingbetweenthesalariedeliteandtheother

workersinlargecompaniesandinthewholesupplychain(BaeandRowley,2004).Thetwo-

tiersystemputinplacebythecompaniesthemostcommittedtodevelopanewHRMsystem

isdesignedtoachievetwoapparentlycontradictoryobjectives.Thedevelopmentofakindof

employees-managementpartnershipprofitableforbothpartiesinalong-termperspectiveis

consideredasakeysuccessfactor.Employees'involvementisencouragedandtheyareem-

poweredwithdecision-makingresponsibilitiesthatimpactoncompanyperformance(Tourer,

2001).But,theschemesarecreatedconjointlywitharelentlesspursuitofcost-reductiveflexi-

bilitypractices.FormanyemployeesinJapan,China,IndiaandSouth-EastAsia,rejectedfrom

thecoreofstrategicemployeesorforthosewhoperceivetheirjobasincreasinglythreatened

bytheadoptionofperformance-basedsystems,itisverydifficulttoassimilatethenewperfor-

mancedrivenworkculture.Recentstudiesshowthatthefeelingisstrongthatthattheyare
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treatedjustasanotherfactorofproduction(Caspersz,2006).Thisisdespitetheattemptsto

developastrongcorporateculturethatwouldreplacetheformeroldpaternalisticone.Thisis

atrickyissue,allthemorethatanimportantcharacteristicoftheemergingHRMsystemsis

preciselytheirfocusonaddressingchangesinthecontextofintegratingHRMpoliciesforboth

classesofpersonnel.So,leadinglocalandforeigncompaniesdevelopincentive-basedsystembe-

stowingmaterialrewardsinordertomotivateboththeirblueandwhitecollar'workers:The

resultssofararenotalwaysunsuccessful.Workersarepleasedtoseetheireffortsexplicitly

rewardedandtoreceiveconcretegratificationsforit.Inmanycompaniesconsultativemecha-

nismshavebeenputintoplace,creatingaratherhighorganizationalcommitment.But,doubts

remainontheireffectivenessinthelong-termifitisfocusedonlyonshort-termmaterialincen-

fivesanddoesnotcopewiththeissuesofjobsecurityandmeaningfulcareerdevelopment

hand(Caspercz).

Empowermentofnon-managerialpersonnelcannotbedonesoeasilyusingdirectcompany-

individualemployeesrelationshipsasinthecaseofmanagerialpersonnel.Ithadbettertobe

doneindealingwiththemasagroupandstandardizedmethodsusedbecausetheiroccupa-

tionsarelessspecialized.Butthissupposesapositiveapproachvis-a-visunionizationtohear

their`voice',somethingthatmanymultinationalsandlocalcompaniesareoftenreluctantto

consider.Asaconsequence,thereisariskofreducedeffortonthejoboroutputandlower

contributionsintheformofloyaltyandcommitment(Gough,HollandandTeicher,2006).Job-

hoppingofskilledworkersisalreadyaseriousprobleminMalaysia,ThailandandIndonesia.In

factoriesbutalsoinworkplacessuchascallcentersandbusinessprocessoutsourcing(BPO)

theturnoverrateisquitehigh,duetothelackoftalentdevelopmentinitiativesandcareer

structures(Lynton,2006).

Thiscreatesaviciouscirclebecausehighlabourmobilityreducesthemotivationofcompa-

niestomaintainorimprovein-housetrainingandeducation,andmayevenhindertheirefforts

inthatarea.Giventheunderdevelopedstateofspecializededucationinmanycountriesinthe

region,increasedlabourmobilityseemstohavenotonlywidenedthesupply-demandgapfor

manyskilledjobcategoriesbutalsocreateddisparitiesinthequalityofmanagers.Arecent

survey(WorldBank,2006)showsthatlabourmarketregulationsinEastandSouth-EastAsia.

tendtoberelativelyflexible.ComparedwithotherregionsandtheOECD,theregionhasthe

lowestindicesfordifficultyinrecruitingandlaying-offaswellasrigidityofhours,recruiting

costsandlaying-offcosts.Indeed,labourflexibilitymanagementpracticescanhelptoattain

costadvantageintheshortterm.But,theresistanceactivitiesthatarelikelytoemergeifcom-

paniesfocusonlyonthisapproachmayhavenegativelong-termimplications.

Whilemanyfactorscancauseincomedisparitytoincrease,theriseintheGinicoefficient
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canbeattributableinlargeparttoincreasesinthenumberofcontingentworkersandtothe

stagnationofpurchasingpowerofthenon-coreemployees.Thereis.nothingwrongpersein

thecurrentindustrialrestructuring.Asiashifttoaserviceeconomyhasbeenaccompaniedby

ariseinthepercentageofwomeninthelabourforce,oftenaskingforparttimejobsandthein-

creaseinthenumberofcontingentworkersisanormalphenomenoninamoderneconomy.As

amatteroffacttheGinicoefficientsinEastandSouth-EastAsiaarenotparticularlyhigh.Ja-

panis,nexttoDenmark,oneofthemostegalitariancountryintheworldat24.9.Amongthe

morerecentAsiansuccesses,thelowestGiniisKoreaat31.6,thatis,aEuropean-likewealth

distribution.IndonesiaandIndiaarealsointhe30s,whileChina,HongKong,Singapore,the

Philippines,Thailand,Malaysiaareinthe40s(Miura,2006).AftergrowingforawhileinKo-

readuringthe1990s,theGinicoefficientstabilizedduringthelast5years.InChina,althoughit

isgrowingoverall,theincomedisparityinthecoastalareas(themostdevelopedones)isactu-

allyshrinking(WorldBank,2006).But,althoughthesituationisindeednotalarmingitcanbe

deniedthatthereisaproblem.Aggregateddatamaskbigdiscrepanciesatregionalleveland

accordingtotheworkers'status.Thegrowinggapbetweenthedifferentcategoriesofworkers

andthesubsequentfeelingofeconomicandsocialinsecurityitcreatesisapotentialsourceof

politicalandsocialproblems.

Itisliabletocauseabacklashagainsteconomicreforms,especiallyagainstthoserelatedto

labourregulations.NoAsiancountryhasasocialsafetynetascomprehensiveasthatofthe

WesternEuropeanWelfarestates.Astructuralfeelingofinsecuritymaycauserecurrentindus-

trialunrestandhaveanegativeimpactonconsumptionandinvestmentclimate.Thedownsiz-

ingoforganizationsandchangingrecruitmentandretentionpracticesinChinaismoreorless

containedforthemomentbytheStateapparatus,buttheworriesitcreatesisboundtogrow

strongerwiththegrowingaccesstoinformationofthepopulation.Indonesiaisincreasingly

plaguedbyrampantindustrialdisputes,asisKoreainsomeindustries(automotive,transporta-

tion,shipping}.ItisexpectedthatasimilarpatternwillemergeincountrieslikeIndiawhere

manyoftheSOEfirmshavesurpluslabour.Inviewofpastexperience,downsizingwillbe

stronglyresistedbothbytradeunionsandpoliticalparties.ExceptinJapanstructuraluncer-

taintyinthesocialposition(andevenpossiblepauperizationofthelowerstrates)ofthemiddle

classmembers(andofthosewhohadnotyetreachedthatlevelbuthadatleastsucceededto

entertheformalemploymentsector}wouldhavemoreseriousconsequencesthaninEurope

andtheUnitedStates.Upper-middleclasspeoplemayhaveahighsavingratebutindevelop-

ingAsiamembersofthelowermiddleclassandthoseWhohavejustputafootholdinthefor-

malsectordonotsitonassetsaccumulatedforseveralgenerationsasindevelopedcountries.

Becausetheyownlittleanychangeintheirjobprospectmayhavefarreachingeconomiccon一
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sequencesforthemandtheirfamily.

TheLimitedPerspectivesofaRegionallnstitutionalFramework

Forthetimebeing,thereisnodistinctlyAsianarrayofhumanresourcesmanagement'prac-

tiresandbroad-basedregulationsthatwouldresultfromtheregionalinstitutionalenvironment.

TherearenoAsianinstitutionsimposingsocialconstraintsthatwouldhavesignificantconse-

quencesontherunningoflabourmarketsandemploymentpractices,suchasintheEuropean

Union.Atcountrylevel,exceptinJapantherearenointerdependentsocialpartnersworking

togetherintripartiteforumdealingwithlabourissues.InEurope,tripartitedialoguebetween

publicauthorities,labourunionsandcompanieshasbeenatthecenterofthelawsandregula-

tionsrelatedtolabour.Forawhile,ithadshownthataninstitutionallyrichenvironmentisnot

necessarilyincompatiblewithsuperioreconomicperformance.Itmaystillbesoundercertain

conditions.ButthesocietaltraditionscannotbedefendednowinAsianomorethanitcanbe

doneinEuropeanymore,atleastintheusualway.ThetripartitesysteminEuropecouldonly

developinanenvironmentwheretopmanagementinlargecompaniescouldtakedecision

withoutthinkingsomuchaboutshareholdervalues.

CreatingastableAsianinstitutionalsystemfunctioningonsimilarlinesastheEuropeanone

basedoncollectivebargainingandco-determinationisnotarealisticoption.Theshiftincorpo-

rategovernancesysteminAsiatowardsamoreshareholderdrivenisoccurringevenbefore

suchpartnershipcouldbeenvisioned.AddedtotheageingofthepopulationthisforcesAsian

companiestolookforinnovativesolutionsinordertokeepsimultaneouslysocialstabilityat

corporate(andthereforesocietal)levelandtheeconomymovingsmoothly.InJapanthein-

houseunionsremainthemostprevalentorganizationsrepresentingtheworkers'voice.China

allowstheexistenceofonlyonenationalunion,whichfunctionsstrictlyaccordingtothewishes

oftheCommunistParty.But,inIndiatherearemanylocal,regionalandnationalunionslinked

topoliticalpartiesthatgenerallyfunctioninanadversarialway.Whatisobserveddoesnot

pointtowardamoreactiveroleoftheunionsintheshorttermatleast.Theirdeclineisob-

servedinmostcountriesintheregion.Thereislittlepromotionofcollectivebargaininginthe

privatesectorcounteractingthedeclineoftheunionslinkedtopublicsectors(Bensonand

Rowley,2004).InsomeSouth-EastAsiancountriessuchasMalaysiaandIndonesiathestate

hasuseditslegislativeandexecutiveapparatustoprohibit,curtailoronlyallowstatespon-

soredworkerrepresentation.Forinstance,Malaysiabannedthecreationofunionsintheelec-

tronicindustryuntilrecently.InIndonesiaunionswereuntilrecentlycontrolledbythestate

andtheiractivitiesconfinedtomattersexcludingremunerationanddeploymentofWorkers

(Caspersz,2006).
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Inmoregeneralterms,asobservedbyWarner(2003)relativeregionalconvergencemaybe

achievedbytheimplementationoftheILOstandards.So,localpracticesmayconvergewith

theexternaltemplates.AsinEuropetheStatemayberetreatingfromdirectinvolvementin

companies'managementbutemploymentrelationsmayevolvetowardsamoreexplicitregula-

toryframeworkoflabour-marketsthatcouldbelaid-downbystrongerlabourregulations.Ina

recentdevelopment,theInternationalFinanceCorporation(IFC),theprivatesectorarmof

theWorldBank,andtheILOagreedinAugust2006tocollaborateindevelopingaglobalpro-

grammeforbetterlabourstandardsinglobalsupplychains.CalledtheBetterWorkProgram,

itwillconcentrateonsectorsincludinggarmentsandfootwear,plantations,electronicequip-

ment,andlightmanufacturing,andaimtoimprove.andpromotethebusinesscaseforbetter

workingconditions.Thepartnershipwillfocusoncreatingtoolsformonitoringlabourstan-

dardsandremediation.systems.ThetoolswillbeimplementedindevelopingEastAsia(alsoin

theMiddle-EastandSouthernAfricanincloseconsultationwithlabourauthoritiesandsupple-

mentedbycapacitybuildingservicesforofficiallabourinspectors,aswellastrainingonbest

labourpractices{CSRAsia,2006).

Itremainstobeseenifthesituationcanmovefurtheroninthatdirectionandifthereisany

chancetoseemorethanmerecosmeticchanges.Freedomofassociationisoneofthehistorical

pillarsunderlyingtheILOphilosophy.ButifmultinationalcompaniesinAsiaplaytheroleof

changeagentintermofcorporateresponsibilitypolicy(CSR)intheregiontheygenerallystop

shortofencouraginglocalworkerstocreateunions.Someofthemprovidealevelofremunera-

tionandwelfaresignificantlyhigherthanlocalcompanies,evenforlowerlevelemployees.Nev-

ertheless,their`unitarist'policyismostoftenanti-unioninprrinciple.Theyprefertoprivilegea

reinforcementofcorporatecultureandcommitmentratherthanthedevelopmentofstructures

thatcouldleadtoadversarialrelationshipswiththeiremployees.Thestrongoppositionby

multinationalcorporationssuchasWal-Mart,MicrosoftandNiketotheprojectofnewlabour

lawinChinaperceivedas`pro-union'andtoclosetoakindofEuropeanwayofthinkingistypi-

calofsuchattitude(Ho,2006).

ThePerspectiveofDialoguebetweenEmployeesandManagementatCorporatelevel

InanumberofAsiancountriessuchasSouth-KoreaandJapanthereareexamplesofwork-

placeinnovationstowardsahighperformanceworkorganizationinvolvingallworkers.In

South-KoreanleadingcompaniesLGEIectronicsandSamsungSDIbothmanagementandem-

ployeesdevelopedmorecooperativeandparticipativeemployeerelations.Thewillingnesswas

todepartfromthetraditionalpaternalisticandauthoritarianstylesandattitudes.AtLGEIec-

tronicstheunionandemployeeswereeffectivelyinvolvedintheprocessofworkplaceinnova一
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tion.Cooperationoftheunionleadershiphelpedtoestablishanewworkproductionsystem.LG

adoptedateamproductionmodewithalabour-managementpartnership.Conversely,non-

unionizedSamsungSDIintroducedaleanproductionmodeemphasizingTQMandSixSigma.

AdoptionofahighperformanceworkingorganizationconceptwasslowerinLGduetounion

resistance.Thecompanyadoptedabottom-upapproachwithinvolvementoffrontlineemploy-

ees.Teamproductionmodewasmorestronglyinstitutionalizedintheunionizedsettingandit

isprobablymorelikelytopreventeasyabandonment.Butifactiveparticipationoftheunionin

workplaceandcollectivebargainingwaspursued,itwasnotpracticedinthestrategiclevelin

productdevelopment,newinvestmentandcorporaterestructuring.Attheopposite,Samsung

SDIadoptedatop-downapproach.Thecompanyoperatessuccessfullyanextensivesystemof

opencommunications,informationsharing,andnon-unionemployeerepresentation.Itcultivated

welltheattitudinalaspectsofemployees'relations(labour-managementcooperation),butits

structuralandinstitutionalaspects,employees'participationthroughformalmechanisms,have

notyetfullydeveloped.Therefore,itmayhavenotpenetrateddeeplyintothemindsetofthe

employees(BaeandRowley,2004).

MatsushitaElectric,theworld'slargestconsumerelectronicsmakerstartedin1998a4-year

programmeaimedatstrengtheningthecompany'scompetitiveposition.Itrevampeditscom-

pensationpolicyandremovedalmostentirelythetenureandageelementsinwagesetting.

Thiswasmadewiththecollaborationoftheunion(Debroux,2006).Theperformanceappraisal

processwasmademoretransparentandMatsushitabegantoencourageindividualityandrisk-

takingamongitsstaff.Itcreatedalargerwagedifferentialamongmanagersbutthecompany

maintaineditsphilosophyofneverletthebest-paidemployeeearningmorethantentimes

morethanthelowest-paidone.Forthefirsttimeincompany'shistory,Matsushitaresortedto

staffreductionin2000-2001.Some130000utof290000employees,mainlymidlevelmanagersin

Japan,weregrantedearlyretirementpackages.Thiswasrnadewiththecooperationofthe

union.IntheUS,MatsushitaLaid-off100employeesatcompanyheadquartersin2002butim-

mediatelyopenednewpositionsinotherpartofthecompanywheredisplacedemployeeshad

theopportunitytoapplyforthosejobs(Khan,2005).

Conclusion

Inmanagement-labourrelationshipspotentialstrategiesarealwaysmulti-pronged.Theycan

varyfrom`responsibleautonomy'to`consultative'and`control'appliedtodifferentgroupsof

employeessimultaneouslywithinthesamecompany.Itmaynotappeartobeproblematicfor

thetimebeinginmanycompanies.Theyareperformingwellanddonotsufferfromsevere

problemswiththeirworkforce.Nevertheless,itmaybeaskedwhetherany.modelmayremain
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effectiveinthelong-termifitalmostexclusivelyfocusesonmanagementneedsforhumanre-

sourcestobeprovidedanddeployed.Thecreationofadualstructurewhereworkersareei-

ther`empowered'astheyrequiremulti-skillingandthereforecontinualtraininganddevelop-

ment,oピdeskilled'becauseallwhatisrequiredfromthemistobecheapandhavetheability

toquicklyrespondtomarketdemandswithminimumdisruption,isboundtocreatehugesocial

problemsifitisnotcorrected.Thatiswhyitwasarguedinthetextthatitmaybecomeim-

perativeforemployerstoaddressemployees'(allofthem}psychologicalcontractneedsina

newperspective.AspointedoutbyGough(2006),thereisfertilegroundforalternativeap-

proachesandstrategiesforlabourtosupportandprotect.

Itdoesnothavetobethesamestrategiesinallcountriesandforalltypesofactivities.As

mentionedpreviously,convergenceisobservedinallthecountriesintheregionatthelevelof

theprinciplesonwhich且RMsystemsshouldbebasedupon.ButHRMbecomesincreasingly

sophisticatedandmultidimensional.Thatisalsothereasonwhydivergencemayalsobeanop-

tioninAsiancountries,withdiversitymoreorlessweightinginthebalance.AsWarner

(2003}pointedout,Asianbusinesssystemsalwayssawthemselvesasdistinctandtheymay

beabletofindidiosyncraticsolutionstotheproblemsdescribedinthetext.Itcouldbeforin-

stanceinthetreatmentofatypicalemploymentintermsoftheextenttowhichitisprecarious

orstableorintherevampingoftheeducationalsystems.Asiancountriesarelookingforsolu-

tionsfittingtotheirneeds.Differencesunderstoodinthecontextofnationalculturesandtheir

manifestationinhistory,law,institutions,labourunionsandorganizationstructuresareob-

served.Thereisnothingwrongaboutitperse.Thisdoesnotnecessarily(althoughitmaybe

thecasetoo,ofcourse)reflectsinstitutionalandorganizationalinertia.Nation-wideinstitutions

changemoreslowlythansub-setsofcompaniesatorganizationallevel.Thisisrequiredbythe

needsforcarefuladjustmentstothesocio-economic,culturalandpoliticalrealityonthefield.

LargelocalandforeigncompaniesareabletoputintoplacenewHRMsystemsfocusingon

theirspecificneedsbecausetheycanignoreanumberofsocialandpoliticalconstraints.There-

fore,theycanobviouslyreactfasterthanlocalpublicauthorities.But,itwouldbewrongfor

themtoletthestateapparatusalonetosolvetheissuesresultingfromtheimplementationof

theirpolicies.Firstofall,thestatesmaybeunabletosolvetheproblemsontheirown.Second,

itmayforcethemforsocialandpoliticalreasonseithertoimplementpoliciesthatwouldbe

detrimentaltoeconomicwelfare(recoursetoprotectionismforexampleinordertoprotect

categoriesofpopulationthatdonotfitanymoreintothejobstrategiesofcompanies)orthat

couldthreatenthedemocraticfabric.Asaresult,itmayendupwithgovernmentscurbingciv-

itliberties,forexampleinimposingrestrictiontotherightofassociationinordertokeepthe

businessenvironmentcompetitive.Theissuesofnurturinghighskilledworkers,ofdevising



TheDevelopmentofaStableandSustainableEmploymentSysteminEastandSouth-EastAsia21

stableandefficientHRMsystemsforthemareverycomplexandbothpublicauthoritiesand

companiesdevotehugeresourcesinthisrespect.Demographicpressureisstrong,theunem-

ploymentrateofsomesegmentsofthepopulationisrising,andafeelingofuncertaintyperme-

atesthepsycheofmanyworkersinbothdevelopedanddevelopingAsia.Thereforeitisthe

responsibility(andthelong-terminterest)ofbothpartiestoworktogethertocreateaHRM

systemthatwouldbeefficienteconomicallyandfairsociallytoallsegmentsofthepopulation.
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