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Introduction

(A) Aims of The Study.

This paper covers one phase* of therfindingseoﬁwe.researeﬁ pregect
on industrial organization. . The primary objective_pf.fhie‘phaee iefto
sort out the outstanding socio=cultural features embedded inithe
managerial ‘operations of small -industrial establlshments in kwun Tong
T a newly developed industrial community of Hong Kong. It is 1mportant

to redognizée that this paper is basically informative end exploratory
in’ nature. - Thé -authors** plan to prov1de an account of the data

in Kwin Tong, ‘and: thenh to offer. analytloal oomment on oertaln .aspects
of the® findingsi’¥ To be more concrete;--the paper has three purposes
(1) to- ‘present: a ‘descriptive account of the organlzatlonal character—
'istics of these small industrial concerns; (2) to formulate a com-
prehen51ve profile of entrepreneurs who rlay significant roles in these
concerns; -and, (3) to discern, tentatively and hypothetically,Acertain
"patterns of mahagement' or '"managerial styles" which May throw some
”Ifght on the patterns that may be traced to Chinese cultﬁral_influence
or the "Chinese touech" .in small factory management. In'aﬁ analytical
U'sense, two key attributes dre employed as the independent variables,
factory size (c.f. section B of this chapter) and;the ethnicity-of“the

‘entrepreneurs (¢.f. chapter IV and V of this paper).

* Another phase of findings of the research progect has been presented
in a report written by Dr. Victor Mok, with the title -:rThe:Small
Factories in. Kwun Tong: Problems .and Strategies For Development

. published by the Social Research Centre of the Ohlnese Unlverolty
_of Hong Kong in 1974, Cr

xx Ambrose Yeo-chi King, Ph. D., is the Principal Investigator of.

-7 'Organizational Study ,of Kwun Tong Industrial Community Research
Programme. under the auspices of the Social Research Centre, the
Chinese Unlver51ty of Hong Kong. Davy Hak-kim Leung,. BiS.5c«, 1s

the Research Assistant of. .the Programme. The Senior author is

;i primarily responsible for the design of the present study. The
junior author has worked with him in every stage of the:study-
ranging from interviews on ficld to the writing of the report.
This paper remains a product of their co-authorship. Acknowledge-
ment is extended to C.K. Liang, Ph.D., for his valuable advice in
methodology, Mrs. Sue Myers, B.A., and Raymond Tak-shang Lau, M.A.,
for thoir help in editing the papsr.,
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In recent years the intellectual climate infﬁhé~s%udy~bﬁﬂiﬁdusfrialu
4gation Nas somewhat shifted. - Thanks to - the .efforts:and stimulation of
Scholars 1ike Hoselitz (1959) and Staley (1962), a genuine concern for
the role’of’Sméll-SCale“iﬁduStryminuthe\pnecessggfwebQmomiﬁtﬁawelopmﬁnt
‘has gradually emerged. Tn-Hong Kong a number of writers have likewise:
dedicated their efforts to this subjects To cite a few  examples, Dwyer
and Lai {1967 ).présént an . analysis. of the geographical distribution -and
the performance of ‘small industrial: units:in Hong. Kong;-Sutu:(l9%49
distinguishes intrinsic and:extrinsio. factors affecting .the development
of ‘small fa@torles;sMnk:£19?Aﬁumakes;a~cdmprehensive:SurWey»of the
economic functioning of small industrial: undertakings .in Kwun Tongy
King ‘and Man (1974).ioffer adoritical review.of the role of small.
industrial concerns in the imdustrializsition of Hong Kongj Barbara
Card (1972) using éifieldwoxkgapproach'giveSJQn insightful scrutiny -of
the dinternal ‘drganizatién cof.a siall. factory in Hong Kong. All-of:.
these works have -provided wseful ‘empirical  data and analytical congepts
dinithe study of ismall rindustrial concerns in Hong Kong. However; &n
thesd Wwritings 4 detailed:profile of Hong Kong's small scal.eiindustrial
entreprereur has .rarely, if ever,:been&given;wdSiﬁaéNthe;develogman&_of
‘entrepreneurskip has been ‘considered a significant factor in the process
of industrialization, the:presént .authors wigh.to praovide; based ow:the
empirical data gained in Kwun Tong, some preliminary ideas to fill this

information gap-.

"it"is"généféiiy }eﬁggﬁizéd'#ﬁat”eﬁtféﬁféﬁeurs'jﬁ”sméil"eéiablish_
ments are more Yikely" to undertake a. managerlal role in addition  to
thelr roles ‘as owners or partners.: Tn order to understand more about
this. phenomenon, the present authors embark on thelr 1nvest1gatlon from

the - organlzatlonal perspeotlve, 1.,e° to elaborate ;an outlineg of organ-~

1zat10n charaoterlstn,cs"‘andi 1n addltlon, to report oertaln practlces

adopted by entregreneurs ln the- superv151on of subordlnates on factory
premlses.' Upon completlon of these two descrlptlons the authors attempt

to disecern. certaln patterns of management-or managerlal styles in

;.L‘

operatlon,
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(B) . Definition of Small Factory

The - search: for a definition of -the. Y'small industrial unit’ ;that is
‘acceptable to all scholars. has proven torbe a.difficult if notllmp0551ble
task. Two approachesi lunctlonal criteria and quantltatlve measures,
have been dlstlngulshed 1n deflnlng N small factory, The former approach
suggested by Staley (1962) takes into account a numb er of functlonal
characterlstlcs manlfested by the small factory, €.8. relatlve llttle
sbe01allzat10n in management (”one man” management), laok of aooess to
oapltal, close personal contact of top management w1th produotlon
‘workers, no speolal bargalnlng strength 1n buylng and selllng, often of
‘relatlve close 1ntegratlon Wlth the communlty ‘and dependence ofi nearby
markets and sources of supply.A Although thls llst of functlonal ’
characteristics is lengthly and detalled the present authors do not
“tend to'employ'lt’to be the' defifiition of "small. factory! in tliis papers
Ki'g and Man” (3974} have ‘already pointed out -that” such approach met only
“paises the problem of measuterient, bit also leads-£b'a risk of confusing
size with performanée,*

Another approach the quantltatlve one, seems more’ promlslng and is
more. commonly used by the students “of small factorles,_ The quantltatlve
crlterlon 1noludes a multlpllclty of 1ndlcators, sucn as the number of
‘employees,vthe magnltude of fixed assets and capltal 1nvestment the
iquantlty of output and the amount of energy consumptlon eto. Among
these measures ‘the numbel'of employees has been employed most commonly
to 1ndlcate nsize! of a factory, espe01ally by the writers who have
contrlbuted to the study of small factorles 1n Hong Kong.. Coyle (1930)

noted that

M eeecanns struotural form (of an organlzatlon) is 1tself
affected by the number of those 1nvolved. The addltlon of
new units in the process transforms 1t not onlj quantltatlvely,

but also qualltatlvely,”

_’,The authoro' oontentlon, llke Coyle s, is, that the quantltatlve
Cagpect of human elements 1mposes qualltatlve effects upon the structure
of an organization.’ ‘The number of employees as a driterion used to dis-

tlngulsh size of a factory has been cons1dered, in a soclologloal sense,
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more appropriate for comparative purposes in the study of industrial
organizations. Therefore number of employees is adopted in the -

definition of "smail factory' din this paper.

Following suth schema the authors are confronted by a perplexing
issue - the line of demarcation. There is no uniVersally accepted
yardstick to designatefwhaﬁ size -~ the number of employees of an
establishment, belongs to the ﬁSrma'll" category. The demarcation line
is subject to the relativity of different economic circumstances
(regions). In this aspéct, the authors would follow the limit set by
previous writers, %o define 'small factory'- as an industrial establish-
ment currently. employing less than 50 persons. It must be admitted

that this line of demarcation is somewhat arbitrary.

King and Man .(1974) in their recent work on the role of the small
factory in Hong Kong have broken down small factories into three sub-
groups: mini-, midi- and maxi-small factories. The ationale for such
a subdivision is based on their intention to distinguish economic
performarice and the organizationai characteristics such .as -degree of
specialization and level of hierarchialization. Their attempt has
proved fruitful in.so far as the differentiation within small factories
(by size) has been demonstrated as significant as the differentiation
between small factories and factories of larger size not only in terms
of economic performance but also in terms of organizational character-
istics and managerial styles. Theilr purpose coincides in part with.
one of the tasks to be followed up in the present paper and hence -the
same operation is re-introduced here. The sub-groups of small

factories are demarcated in accordance with the following schemes:
(1) Mini-small factory : 1.- 9 employees
(2) Widi-small factory : 10 ~ 19 employees
(3) Maxi-small factory :-20 - L9 employees
As will be shown, this differentiation operation has significant

bearing on the discussion of management patterns in small factories.



(C) Data Acquisition And ReSeafchaMethod“»

Data gathered for the discussion 1n ‘this paper have been based on
two sources: (1) a secondary analysis of flndlngs of the Kwun Tong
Factory Survey conducted under the ausplces of the Social Research
Centre in l97l*° (2) lengthly and depth 1nterv1ews conduoted with
owners of 15 small factorles durlng the first and the second quarters
!of 1974 and the 1nterv1ews w1th owners of twenty small factories
conducted by fourteen students of New Asia College of the Chinese

University of Hong Kong.

The purpose“of the Kwun“long Factory Survey is to investigate
the aspects of productlon, management marketlng,'employment, 1nterna1
structure, capltal, 81ze (number of employees) and ‘distribution of
1ndustr1es of factorles in Kwun Tong. Following tne strategy of
stratlfled sampllng technlque (aocordlng to 1ndustr1al types) the
:Survey researohers set up a sampllng frame contalnlng 500 cases in
which 346 cases were successfully 1nterv1ewed at the conclu81on of
the data collectlon phase.' Among the total of 346 252 factories
employlng less than 50 persons met the quantltatlve crlterlon of the
"small factory” deflnltlon. Aocordlngly, the authors resolved to
include data drawn from thls group 1n their studye Notlng that the ]
I—prlmary obgectlve of the Factory SurveJ is to study the 1ndustr1al N
m'establlshments in’ Kwun Tong prlmarlly from an economlclst‘s v1ewp01nt,
the authors have undertaken a critical renumeratlon of the data
gathered in the Survey to select a number of relevant 1tems to supply_

1nformatlon for the analy51o of the present study.

* See

© Victor Mék, The Nature -of:Kwin ‘Tong as’&n Industrial Community: An
- Analysis of Tconamic, Organization, Social Research Centre, The.
Chlnese Unlver51ty of Hong Kong, 1972.

'“V1ctor Mok, The Orgaﬂlzqtlon and Management of Factorles in Kwun Tong,
‘Social ReSearch Gentre, The Chinese” Unlvers1ty of” Hong Kéngy 1973%

“Victo#IMoky +The'iSmall Factories in’ Kwun Tong: Problems” drf: ‘Strategies
for Development -Social Research Cenfre, The Chinese Uniyersity .of
Hong Kong, 1974

‘ T‘Ambrose Klng ‘and Peter Man, The Role of Small Factory in Economlcn
" Development: The':Case of Hong- ‘Korg, Social*Research Centre, The
Chinese University of Hong Kong, 197L4. : -
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The second phase of data acquisition was carried out (1) by the
‘authors themselves consisted of interviews with owners of 15 small
factories in Kwun Tong, and (2) by the Chinese'Uuivereitv students who
conducted 1nterv1ews ‘with owners of 20 small factoriesi Ali,ﬁb? samples
have been selected Wlth regards to their approprlate size. Each\of the
owners of these establishments was given a lengthly and unstructured
1nterV1ew.l Subaeots of 1nqu1ry 1ncluded 5001al background ideology of
the owner, the management practlces and the organlzatlonal oharacter—

istics of the factory.

In the present study, the data, with the exceptlon of a few cases
conduc ted by the students, have ‘exclusively been gathered 1n Kwun Tong.
'Therefore, 1n a strlct sense one can hardly generallze in any dlrect
way from’ such an 1ndustrlal Communlty whlcb 1s a part to Hong Kong
5001ety.' Recognlzlng the 11n1tatlon of the data acqulred the authors
are not 1ncllned to extend thelr conclu51ons from the case of Kwun Tong
to that of the whole Hong Kong 51ouatlon. "However the authors do
reellze the referentlal merlt of thelr study to those who are preparlng
themselves to study small 1ndustr1al concerns 1n Hong Kong.i King and
fChan (lg73) have demonstrated that Kwun Tong 1s not a communlty 1n the
sense’ that 1t can hardly be dlfferentlated from the other parts of Hong
Kong, and eoonomlcally, Kwun Tong is rather a "functlonal and 1nsepar~
able" part of Hong Kong. Mok (1974) echoes the same argument to assert
that problems of small faotorles 1n Kwun Tong bear much 51m11ar1t1es
‘w1th those of Hong Kong as a whole.: Therefore;_the flndlngs of the

SE ok

’present study mlght Well have some bearlngs on the organlzatlon and
e

management of the small 1ndustr1al concerns of whole Hong Kong.

(D) Structure of The Study

Apart from the Introductory Chapter, Chapter I of this paper gives
*1al conceyﬂe~1n Hong

..ﬁ,‘ et ST

.‘a brlef review OFf the llterature af smallrlndus
Kong in general, and in Kwun Tong in partlcular.' Chapter II descrlbes
a number“of organlzatlonal charaoterlstlos of smaIl factorles in Kwun

Tong. Chapter IIT presents”a proflle of the entrepreneurs in. these

" small factories vn~termsdof their 8001al background and.busmness

1deology. Chapter Iv presents a proflle of the entrepreneurs in terms

S thelr managerlal* gtes and praotlcesq Chapter V offers conclu81ons

based on previous analysiss-



CGhapter I

The World of Small Factories

Tﬁe‘fapid'in&ﬁéﬁfiaiizatfbh witnesked in Hong Kong has been
characterlzed by a hlgh 1nvolvement in export (mostly manufactured
goods) by a slgnlflcant portlon of its working ‘poplil #tion beihg
engaged in manufacturlng 1ndustr1es, and by a diversifidation Gf
products and the proliferations "of a multitude of industrial "
establishments. = In 1973, the .domestic.exports of Hong Kong which
consist mostly of manufaotured 1tems 1nclud1ng textile products,
plastic goods,‘electronlc products and various types of hardware and
consumer god&é{‘dﬁdﬁﬁt %o HK$l9 Wl willion', The industrial sector
is'manned by approximately forty per.centof the entire working
population of the-societys. .To a certain-extent this tremendous
labour force has been absorbed by a total:of 127,837 industrial
undertakings; as indicadated by statistics dn mi@119742.

The underlying factors which account for this miraéulous
economic growth. have been-discussed by a number Qwarﬁﬁers,l@nong
whom the economist Szczepanik (1958) presents a comprehensive account
of the historical circumstances ogceurring.during-the post-war years
which had & vital effiect on the.entire econony -of Hong Kong. .He;
suggests thatithreeievents made g remarkable contribution to this.
industrialization process: "(1). the .decline :in.the :traditional source.
of-dncome, Tse.sthe fading significance.of ;entrepotstrade, (2) the
influxofilabour, capital+and entrepreneurialpotential. from Mainland
Ching,..and.(3) ‘the laissez~faire institutional--framework. of.Hong
Kong. The:first and:the second:events occurred;almost concomitantly.
during 1948401953 while:the third has'been: thelcenventional :poligy -
of Hong: Kong:Governments During the . .early. fiftigs the«secial:

~instability-in ‘Mainland-China pushed waves of .immigrants to-Hong
Kong, while‘at:thesgame: time-the United Nation- Embargo .Ack.-on trade .
with China'wagiinreffeats and.this.idirectly undermined the entrepot
tradei of "Hong: Konga'i Aggordingly, whe:feclining entrepot- trade failed
to accommodate the influx of immigrants. The failure of this tradi=-

tional commercial enterprise to cater to the newly increased working



population which brought in capital and entrepreneurial ability as
well ta the society, together with the '"lalssez falre! policy of the
government ‘that - imposed neither.neg&tive restraints nor positive
incentives, fostered a shift of economic foci from.a commercial to an
industrial base. An important characteristic of this developmental
process is noted by Szczepanik (1958),

"The cconomic ‘developinent of Hong Kong has not been

directed by any ‘over=all national plans. Instead

of appeals to natlonal prlde or imposition of over-

‘riding national aims to benefit future genérationms,

self-imterest has heen,phe Prime~mover sassseeees'"

Théabtualization of this self-interest could be noted in the
founding of new industrial establishments. A number’of industrial
undertakingé;Wefé:Béganyiﬁﬁthié‘édnfext; many of these newly dreatéed
entreprises were small, familial concerns combining “entrepreneurship

with labour and-capital. .

From thls brlef and seemlngly over-simplified nistorical
rev1eW, it is obv1ous that small 1ndustrlal units ‘have been: playlng
a slgnlfloant ‘role ever since the very beglnnlng of the ‘e¢ onomic -
development of Hong Kong, Until recent years, ‘wheén local “industrial-
ization has approached massive scale, the place of small industrial
units has been promlnent within ‘the over-all economy Owen and Brown:
(1971) stress that the achieverent of Hong Kong s industrial growth ’
has been a result of a Yproliferating multitude of ‘small and primi-
tlve firms" while Dwyer and Lai (1967) echo the same theme. King
and Mar (1974) in their recent work present concrete evidence
indicating the 51gn1floant“role'of small‘factorles, especially those
the writers have dubbed 'maxi-small" ones in terms of economic
performance. ‘ﬁeféfe'tﬁcvgufhorsjéébark on *ﬁé‘deécriptive'ﬁndljéiﬁ"of*
entrepreneurs and the organlzatlonal characteristics of these small :
establlshment, £'% Seéns worthwiile fo re-examine briefly the general

conditions of such undertaklngs in Kwiin Tong and Hong Kong (1nclud1ng s

v P
:-.‘. L

Kwun Tong)



(A) The Relative Size, Employment and Performance of the Small

Factory Sector

B. Hoseldts (1968) has noted that especially in the developing
countries the small industrial concerns account for a éonsiderable
portion of the over-all industfiai activity. Tire Hong Kong instance
is not an exception. 'In accordance with the data presented in Table
1 one can observe,that in both theé.case ¢f Kwun Tong and Hong Kong -
(including,Kwun Tong), the.small industrial. sector occupies an over-
whelming portion of the over~all industrial sphere (Kwun Tong 70+%6%;
Hong Kong 89+.1%).. Another obvious.fact in both cases is that the
mini-small .category (with.1-9 employees) is the largest among all
the categories of factory size, either in terms of absolute number

or in terms. of relative percentage (Kwun Tong 38,9%; Hong Kong 64.5%):



Table 1 : Size and Number of Factories
in Kwun Tong and Hong Kong#*

gZ;tgiy* Kwun Tong (1971) | Hong.Kong (1974, Jun,)
Size . . ™~ | Number | % | Cum. % | Number- % | Cumi %
-1 -9 -1 623 28.9 | 38.9 17,952 | 6L4.5 | 64,5
10 --19 - 236 | 1b4.7 | 53.6° L,466 | 16,0 80«5
.20 - L9 c 272 | 17.0 |1 70,6 2,405 | 8.6 89l .-
50 - 99 .- - 235 .| 14,7 | 85.3. | 1,207 | b3 | 93.b4 .
100 - 499 - . 203 12.7 | 98.0 981 |. 3.5 | 96.9 -
1500 + - ¢ d0 34 1 2,1 1001 - 0 129 | - 0w5.| 97 4
Teﬁpdrarilyf : Co : R IR
- ¢eased- .. AU A 697 [ 25 | 9949
operation
Total 1,60% | 100.1 27,837 | 99.9

Source : Kwun Tong - computed from Census of Manufacturing
Establishment, Hong Kong Government, 1973.

Hong Kong ~ computed from Hong Kong Monthly Digest
of Statistics, August, 1974, Hong Kong Government
Census and Statistics Department.

Information concerning the small factories in Kwun Tong was gathered
in 1971 through the Census of Manufacturing Establishment conducted
by the Government. Part of the data concerning the Hong Kong case
have been updated monthly by the Census and Statistics Department

of Hong Kong Government., Since 1973, the economy of Hong Kong has
been affected by a number of deleterious events including the energy
crisis, world-wide inflation, shortage of raw materials and severe
competition. The economic stagnflation has consequently led to the
close~down of many small factories and has forced many existing
small concerns to shrink their work force. It is believed that the
mortality rate of small factories is higher than that of larger
factories. 1971 Data concerning the number and employment in small
factories in Kwun Tong may therefore over-represent the empirical
situation in 1974; while the data concerning the case of Hong Kong
are more updated to reflect the situation in Jun., 1974,



- The second task to be undertaken here is to pinpoint the per-
centage. of the labour force engaged in the small,industrial sector.
The situation in Kwun Tong and Hong Kong sre presented in Tagble 2.

It is obvious that the portion of the labour force engaged in the
small factory sector of Kwun Tong can hardly be branded az significant
but merely 4 substantial portion' (14.6%); in contrast the over-all
Hong Kong situation reveals a higher percdentage (%4.6%). Within the
‘small factory sector proper, the maxi-sm&ll category is the ome
employing the largest portion of the labour force; this pheénomenon

appears in both cases (Kwun Tong 8.3%; Hong Kong®1l3.9%).

Table 2 : Size and Fmployees of ‘Kwun'
Tong and. Hong Kong Factories-

No. of ‘

cmtzryk“ Kwun.???%h(;97l) , Hong Koqg (1974, Jun.)

Size Number | %. .| Cumy % | Number % Cums %
1-9 3,400 | 3.2 3.2 | 65,2660 11.07 11,0
10 - 19 3,235 36l 6.3 5%,705 95k | 201
20 - 49 8,767 | 8.3 | 1k.6 | 82,246 | 13.9 | 34,0
50 - 99 16,589 | 15,7 | 30.3 82,304 | 13.9 | 47.9
100 - 499 42,405 | Lo.2 | 70.5 | 187,329 | 31.7 | 79.6
500 + 31,067 | 29.5|100.0 | 112,940 | 20:%3 | 99.9

Total 105,467 | 100:0 | ﬁ=!~590,79o 1999

Source : Kwun Tong - computed from Census of Manufacturing
Establishment, Hong Kong Gevernment, 1973+

Hong Kong - computed from Hong Kong Monthly Digest

of Statistics, August, 1974, Hong Kong Government
Census and Statistics Department,

The economic performance of small industrial concerns is
investigated with attention to two measures in this paper: the
Mmeasure of annual total sales and the measure of produotivity per

worker. The first aspect denotes the value of annual total sales



éi an %Sﬁéﬁlisﬁmﬁnt"whilé'fhé‘Second‘one is obtained by dividing the
value of apnual total sales of all factories by the niimber of employees

thebe FTactoriés bripldyed throughdut the Years  Though this haasUre o1

productivity is undoubtedly ¥ery crudeifif'still gives some” {@&as f the

performance. of .én.establishment.

Table 3 shows that to a certaln _extent, the pattern of sconomic.
Performance of the small factory sector 1n Kwun Tong corresponds to.
that of its counterpart in. the overnall Hong Kong complex. The. annual
total sales of the small factory seotor oonstltute a not-too~substantlal
portion of the grand total of the 1xole 1ndustr1al sphere (Kwun Tong
13.3%; Hong Kong 26, 7%) In both cases, the category of max1~small
factories receives the hlghest rank w1th1n the small factory sector
(Kwun Tong 9.0%; Hong Kong 12.2%)s The shares of output . of mini- and
midi- categories in Kwuﬁwfogé;aro noticeably lowi the performance of

these categories in Hong Kong at large is of a slightly higher magnitude.

Table 3°: Hize 4nd Total Sales of Factories
in KWun Tong and Hong Kong, 1971

”Kwun Toﬁg : Honé Kong

HK$ '000 [.. % |. HK$ rO0Q %

149 56,148 | 1.6 | 1,360,706 | 7.5

10 -~ 19 90, 358 2.7 | 1,254,818 | 7.0

20 ~ ko . . | 8953867 9.0 2,193;543 | 1242

50 - 99 515,931 | 15.7 | 2,285,121 | 12.7

100 ~ 499 1,348,670 | 40.9 6,139,085 | 34,0
500 + o 1. 989,820 | 30:0 | y915,hh7 | 267
Total | 3,29%,19% | 99.9 | 18,048,720 [ 100.1

Source : Computed from Census of Manofaofuring Establishment,
. Hong Kong Government, 1973,

Table 4 supplies information on the producfivity berAworkeerf‘
small industrial concetnb in Kwun Tong and Hong Konge It is observed"'

that for the small industry" sectorS the product1v1ty per worker in



Kwun Tong 15 generally higher than that in Hong Kong as a Wholeg Yet

.the phenomenon that max1 snall category aohleves hlgher product1v1 y”

'than the other two categorles in the small factory sector 1s ev1dent
: : B P (U
1n both cases. The product1v1ty per worker OT the small factoryrw

vsector in Kwun Tong, except 1n the m1n1 small factory sector, is

Almpre551ve when compared to the over—all Hong KOng 51tuatlon.

Table 4 : .Pro&uoﬁiﬁity Per Worker of Kwun Tong
B and Hong Kong Factories, 1971 -

Produc tivity

(per worker)| ° -Kwun Tong® B Hong Kong
Stee | ) | e
10°-197 0 27,931 TR 2875ke T 1 207985 |- 21,410
200~ k9 ] z3ETe - o espsi b
~ 56 - 99 - 31,101 = 27,080 ¢
11007~ 499 0 | 31,805 |- 31,6047 1°1130,470 |- 29,639
500 + ] 31861 | 29,940 ~ |
- Average 31,230 S 264866

Sourceﬁ: Computed from Census of Manufacturlng Establlshment,.
S Hong Kong Government, 1973 SR g

.:&B)myGeneral”ViewﬁonAthe Small FaCtory~Sectorru .

70n the basis ofafi’invdstigation into the problems relatedito
developmeént’of smill:factorted i87 Kiiud Téng, Mok ‘(1974) suggests thik
these small“fi¥ihs haie been "acting As 4 biffer to ‘4dd some- f1exibili-
ties to thé-éitire eéonbmy in d-why that they are ohby~to’ &e¥yfip afd
closé downvt™ Hid asséition s properly valid when Stelfiotes® that iall
fastortesiars partioularly affésted by fluctuations in’ the® ecohBiie"
‘elimatet 2’ tine 6f prosperity one can Witness a mushrodmiig’of TR
small undérfakings andalso their vigorbus dperationsg’= over=timd !
production, hiring more temporary workers, etcq; when' the“saturation

point of the booming industry/industries is reached or in times of



adversity, ‘many of these small corceras will either'fadehoﬁ%‘of‘existeneeu
or tend to Gheck their production sczle to mafkedmdegrees, thus cau51ng .
a considerable lay~off of production workers. This unstable sltuatlon |
of the small factory sector in Hong Kong s 1ndustr1al complex has cer-
tainly been accountéd for by the dlsorderly export markeﬁlng trends and
excessive competxtion from Local and overseas SOUrCeS. The Wworld-wide
economic stagnflation since 1973 has significant bearing on this sector,
too. A recent research on thevemploymeht/unemployment‘situatieh of
public housing residents in 12 public housing ereas of Hong Kong (Mak
and Kan, 1974) estimates, on basis of the finding of a. sample SUrvVey., .
that in mid-1974 there were at least 28,988 unemployed WOrkers(W1th1n4(
the ten major industries (which in total involve 85.6% - 529,186‘of the
working population) of the over-all industrial sectorof Hong Kong; and,

another group of 179,161 individuals engaged in these industries has

constantly been given iheﬁfficienﬁzterms,of employment which accordingly
lessen consiaerebly thelr incomnee. heeording te this researqh;repoft,
the proportion of drop-outs of factories is suﬁstantial as indicated
by the considerable number of unemployed labour, even though reliable
statistics counting the exact number of lay-offs of 1ndustr1al under-
takings are not available. The investigators stress that even these
figures of unemployment may uhder—represent the critical situvation Qf
industrial concerns in Hong Kong, especielly;jef small-scale, family
runned plants. In this light the small factory sector is more flexible
than the over-zll economy- in a maé%éépef%ﬁéb#ive, But for the entre~
preneur of a small concern, with his entgeprise beiﬂg sensitive to

these euvironmental contingencies, he-has:to develop e,Setvgﬁwmenggepialfﬁ?
strategies ‘that are sufficiently flexible to cope with the situetiqn
at a glven t111eu For a. small 1ndustr1al concern, the. opeﬁations .such

as the establlshment of worklng’relatlonshlp with a larger flrm (or a
sub—contract relatlonsh;p), the securing of sufficient overhead or
working capital and the eetting?up of conneotioﬁe for marketing - its
products, relate to a certaln extent to the bu51ness 1deology of its ... .
owner - the entrepreneura How an entrepreneur maintains. the functioning.

of his small conoern, elther 1n normal or 1n precarlous 81tuatlons,

becomes a'problem of vital 1mport1nce._



Ghapﬁer. II

Organizational CharacterlstCU of Small Fscitories

This chapter attempts to provide a descriptive accocunt of the
‘internal structure of small industrial undertakings in Kwuxn Tong. The
internal structure is scrutinized frem an orgaaizétional porspesctive
so that several structural attributes aie given detailed descriptions.
Tt is the contention of the authors that managerial practices :end the
éuthority relationship in the small factoriés can be better understood
through an examinatiom on the following [ive orgenizaiional atiributes:
(A) the division of‘lébour; () ithé hierarchical structure; () the.
forms of internal communicatiom; (%) the pattern of decisica-making;
and (E) the number of administrative staff. An examination of these
five organizational attributes can help in measuring the degree of
bureaucratic/non-bureaucratic tendency in the fmternal structure of
the small factories. In addition to a factu 1 description of these
attributes, an analysis of their relationships with Ifactory slze
(differentiated by the sub-classificaticn scheme) is also undertaken.
For this purpose a series of contingency tables and chi-sguare tests
are included. In the presentation of data, the two setis of - information
gathered from the Kwun:Tong Factory Survey (1971) and the interviews
conducted by the authors in 1974.are incorporated to emrich the content
of analysis. The 20 cases obtained from the s*udents! fieldwork are

not included in this chapter's analysis,

(K) Division of Labour

Division of labour refers to a situation in which organization
~ tasks are distributed among the separate positicns as official duties
in an integrative fashion, In the present study, the extent of the
division of labour is-indicated by the nusber of horizontal divisions
within an establishment, Table 5 and Table 6 preseat the data con-
cerning factory size and number of departments in small factor es of

Kwun Tozig.
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Table 5 : Number of Horizontal Departments in
' Small Factories of Kwun Tong by
Factory Size, 1971
No., of
No 2 -3 | &k or more v
Department. | p:44 65 on Departments | Departments’ Total
Size % 9 % % N
1 ~9 (Mini) 8345 9.9 6.6 100,0 (121}
10 - 19 (Midi) 574k 22.9 19.7 | 100.0  (61)-
20 ~ 49 (Maxi) 36,2 261 Y, 100.0  (69)
Total 6h,2 17.5  18.3 100.,0..-(251)
¥ = 16,992 (pr< ,00L) Gammra = 0,605
Source : Kwun Tong Factory Survey, 1971.
Table 6 Number of Horizontal Departﬁents in
Small-Factories of Kwun ‘Tong by '
Factory Size, 197L.-
~ i Nos of- i . S 4 ,
' N No 2 -3 'L or more :
Depa;tment Division | Departments | Departments Total
SlZ_e % ) % %- 95 N_
1 -9  (Mini) 75.0 25.0 0.0 100.0 (L)
C oL
10 = 19 (Midi) 7540 25.0 0,0 100.0 (&)
20 - 49 (Maxi) 0.0 k2.9 57.1 100.0 7)
Total 40.0 33.3 26.7 100.0  (15)
¥ = 10.178 (P << .05) Gamma = 0.893

Source : Interviews conducted by the authors, 197k,
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Considering the over-all small féctory sector, it is obvious
that the majority of cases included in the sample (64.2%; L0.0%) are
characterized by an absence of any division within tﬁeir drganizations,
A substantial fraction of the small factories (17.5%; 33.3%) are
characterized by a rudimentary form of departmentalization which
consist§ only two to three horézgntal departments., Another substantial
portion of small undertakings (18.3%; 26.7%) have a more sophisticated

departmentalization which comprises four or more departments,

The two sets of data also reveal a tendency for the number of
.hgrizon§?l departments to vary positively with factory .size. Such a
relationship iszhela with a statistical significance yielded by the
contingency measures (X2 = 46,992, Gamma = 0.605; x° = 10.178, Gamma =
'0,893) in. Table 5 and Table 6. As shown, the majority of cases in the
mini-small sector (83.5%; 75.0%) are characterized by an absence of any
department within their internal structure; within the midi-small
category, those undertakings bearing no .departmentalizatiion occupy a
very substantial portion (57.4%; 75.0%). The maxi-small category
differs strikingly from its mini-small and midi-small counterparts as
over half of them (63.8%; 100.0%) contain internal differentiation.

The simple form of departmentalization in the aover-all small
factory sector is also indicated by the estimated average number of
depaftmetits in the sampled factories. In Table 7 the &ata shows that
the estimated average number of horizontal :departments in the over-
all sample of small factories is small (2.3; 2.3). Therefore it is
conCeivaHIe“tha%‘departMEntaIization in- these small -factories is of
a rudinentary form. The estimated average number ‘of horizontél -
departments ranges from a small value (L.3; 1.3) Ffor the mini-small
sector to a slightly higher one (2.5; %.3) for the maxi-small category.
The positive relationship between factory size and the degree of

departmentalization:can therefére be recognized.
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Table 7 : Average Number of Departmentsin Small Factories
of Kwun Tong by Factory Size, 1971 and 197L4.

Average NOo‘Of

Department : ’ ’ :

-} Factory Survey (1971) | Interviews (1974)
Size

1.9 (S 13
10 - 19 | '19 ‘ 1.3, (
20 - kg 2, 5 , o 3. 3.
Over-all ‘ 2.3 (W =252) 0 1 2.3 (W = 15)

k'Sourcé : Estlmated from data of Kwun Tong Factory Survey (1971)
o © ' and 1nterv1ews conducted by the authors (1974). -

In short, it is evident that the majority of 'small factoriés’
sampled have a simple form of task dlfferentlatlon, aé‘ihﬁicétéd"by
the meagre number (or,’ int'some oases, total abEence) of horizontal
lelSlons within® fhelr: drgéﬁlzatrOns. The relatlonshlp between factory

size and‘départmentallzatlon is‘a p081t1ve one.

(B) Hierarchicailst#uéturé L

| Hierarohicgl;structurg;ig defined-as the status ranking systew.,
within an organization... Regular activities required. for -the. fulfilment
of organizational objectiyes, are-distributed:in a. fixed way among- these
statuses as offigial duties. Each of these statuses. .. known.as a ...:
hierarchical ‘level;.is attached with a.particular span ofnauthgyiﬁy
which enables_the holder of a‘gigigsgtoigonduct activities. that fall ..
into the scope of his official dutigs.. The ozganisation of the
statuses follows a hierarchical:principle, i.e. lower offices are .
under the control and supervision of higher. ones... The.control and
‘supervision imposed from a high stratum may pass through a certain
number of lower stratum to reach the lowest level of the hierarchy.
In the present study the investigation of hierarchical structure of
small factories is undertaken by adopting two indicatoré: number of
hierarchical levels and number of strata an owner has to pass through

to control production workers,




Table, & = - Number of Hierarchical Levels in Small
Factories of Kwun Tong by Factory Size,

C197L,

of
Level

No.

Size-

No
Stratification

%

2 -3

Levels

%

L or more
Levels

%

Total

1.9 Omai)
10 - 19 (Migi) "
20 - 49  (Maxi)

85.2
5547
34,8

11.5

361

3747

100.0
100.0

3:3 .
8.2
27.5

1100.0

(122)
(61)
(69)

Totall

~6h,7

2k 6

PRISRs

£ R T R

100%0

- (252)

 :X2.: 58’§é7

(P =<<.o01)

Gamna, = 0,658

»Source. . cKwun Tong Factory Surveys; 197k

;Tabféugﬁ}

‘Number ‘of Hierarchicdal LéveFs in Small’

Bactories of Kwun .Tong :by Factony Size,

L 1974.

- Now s
wpleevel

Size

 No

%

. -
1 Stratification [

Leé¥eld

%

1 Levels

4 or morg

% i % i

 Total.

B

9 (i)
10.- 19 (Migt)

L -9

20 - b9, (Maxi), -

. 7-5«0 - kR
50’0__ AT I

28,6

T

2%.0

25,' O_;r :' -

RTEN ’57 ".]:1 -

0.0
: 25’0

100,0 .
100.0; -
| 1000 -

()
()
(7)

Lo

D DR

L2647, .

.33.3.. |100.0.

. @s)

e X2 ‘= 5,107 -

st (DT B

L ramma £ 0.73L

'SOprpe ErIﬁ%erviéwéycbn§ﬁotéd by fhé’éutH5fS; 1974}4“u.““
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As shown by the data in the above two tables, the majority of
small factories in the sample (64.3%% B0O.0%) =mre lacking of hierarchical
structure in their organization. Approximately a quarter of the small
undertakings. (2416%; 26.7%) boast two to three levels of hierarchy in
theirsinternal structure. ~The findings of the Factory Survey show that
only & small fradtion of small establishments (11.1%) are noted for
haﬁing féur or more levels of}hierarchy while the interview findings
yield a higher portion (33.3%). It is clear that most of the small
‘industrial unitszsampled in Kwun Tong are of a simple hierarohical

.structure.

With the over-all samples of the small factory being classified
into mini-small, midi-small and maxi-~small cateéories, the relgtionéhip
between factory size and number of hierarchical levels can be ldentified,
The findings show that number of hierarchical levels varies positively
with factéry size. This positive association between two attributes
is a statistically significant one (X° = 58.927, Gamma = 0.658; X° =
5,107, Gamma = 0.731). Within the mini-small category the most frequent
cases are the ones in which; other:than the-prominent position of the
owner, no -status-stratification 4s-detected (85.2%; 75.0%). Within
the midi-small sector, the undertakings in which hierarchical levels
are found constitute a very substantial portion (44 .3%;50.,0%)s The
majority of small factories in the maxi-small category (65:2%; 85.7%)
are noted for thevexistence. of hierarchical levels within their organ-
izations.

Data in Table 10 show that the average number of hierarchicdl
levels in ‘the over-all small sector is relétively minimal (1.7; 2.4).
With the factorieb being classified into mini-, midi- and maxi-small
categdries5 the average number of hierarthical levels increases
progressively as size increases. As shown by data of the Factory
Survey, the averafe nunber of hierarchical levels ranges from 1.2
in mini-small category to 2.6 in maxi-small category; from interview
data the fange is.similar: from 1.3 in mini-small ssctor to 3.l in
maxi~-small sector. The relationship between f%gpgry gizg_apd number

of hierarchical levels i1s in due course noted as a positive one.
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;ﬁébléjiézj,+§#§ragé%ﬁu§b€rwof~Hiéfarchicéi Lévels
‘ ﬁii%ﬁméli*FééﬁbrieS*ofiKWun Tong
~byFactory Sizey=1971 -and 197k,

” _ T A
Average No. _ ' 7
of bevel: | pactory survey (1971) | Interviews (1974)

i

Size -

1 - 1.2 : 1.3,
210 =19 17, I A R
© .20 -3 k9. ol 2.6 - 521

o

¢ Over-all Lop L7 o (we=2s2) | 2.k (W=15)

Source : Estimated from data of Kwun Tong Factory Survey (1971)
no and -the interviews. conducted by thé atithorsl (1.974),

In general, the simplicity of the hierarchical structure in

small factories.ls easy to note; a positive relationship.hetween

factory silzefwnd: number: gf: Hierarchical’ levels is also apparents

The second way to measure the hierarchiical structure of the
small factories is to examine the number of strata an owner needs to
negotiate to control production wdfﬁéié;‘dThe precisehnumper of.sf?ata
an owner' passes ‘through to control Xhe peﬁéonnél,mEyAQbfisef the
hierarchical channelling of advice ané superviéion wirthin an .organ-

iZéinH:“”Tabi@mIi”éﬁd“Tébi@fi?“pr@Videwdata“ré}evan%wtﬁwéhis~issaéa
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Table 11 : Number of Strata an Qwner Needs to Pass
,fhréﬁﬁh —£5 Control” Prodnctlon Workers in
Tﬁmiﬁr'F“ﬁdelés bf Kwun "Tong by Factory
Size; T

No. of -

. Btrata | 0. “|:2= 27 3 and more | Total
Size al % % %. % N,
1-9 (Miii) | 8h,b 12.3.’f . 3.3 1oo 9(1225
10 - 19 (Midi) 54,1 32,87 13.1 100.0  (61)
|20 - 49 (Maxi) 33.8 38.2 7 28.0 100.0  (68)
Total | 65.5 | 2k 12,k | TU670 (251)

Xa‘ 3’« 54075‘? . A (P < cOOlA) I - Ga.mma = Oa61+7

Source : Kwun Tong Factory Survey, 1971.

Table 12 @ Number of Strata an Owner Needs to Pass’

P -~ ¢ "through to Gontrol Produéticd/ Workers in
Small Factorles of Kwun Tong bv Factory
:8ive, 197k,

' Nq;Joflmp h h
CBtEatas 0 B GRS T o> -3 gnd méret:: iTotal

Eimet Ty Rk "% . 7SN R _'% Lotme e % Lo N
1 -9 (Mini) 75.0 25.0 0.0 100.0 (4)
10 - 19 (Midi) 50,0 25,0 25.0 100.0 (4
20 - 49 (Maxi) 14,3 28,6 57.1 100.0 (7)
Total 40,0 26,7 33.3 100,0  (15)

= 5,107 (P=Z43) Gamma = 0,731

Soupge : Interviews conducted by the aythors, 1974,
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The data in Table 11 and T&ablé:l2 show that the-majority (63:3%;
H0.0%) of .ewners. in small establishments control their, production
workers in a direct way without passing through any intermediaries
A substantial fraction (24.3%; 26.7%). of .them, however, do have to
channel their control and supervision through one or two strata to
reach the production workers. The data of the Factory Survey reveal
that only 12.4% of the cases follow the practice of passing through
three or more strata to control their production workers; the inter-
views findings indicate a higher portion of bwnéfé (33.3%) who foL1owW
this routé. From this simple pefcentage distribution it is obvious
that most of the owners in the sampied‘smali factories exert their’

control directly on_production workers.

The data also reveal.a positive.relationship between factory
size and.the number of.strata an ownér;needs,to‘pass fhféﬁgﬁ £o éXef£
his control on:production werkers. According to ;e findings, . the
proposition that increased factory size is accompanied by an increase
of the number of strata an owner has to pass through to control his
workers seemsy at 1easf'téntativery; fedsibles. In thé mini-small
category the majority of owners (84.4%; 75.0%) %end to control their
production workers without passing through any strata. In the midi-
small category those owners Who'céntrol their worker's by thanwelling
their directives through one. to three.strata cemprise a quite sub=-
stantial proportion 45.9%; 50.0%). Ih ‘the mexi-small sector most
of the owners pass through at leaé% one strata to céntrol their workeérs
(66.2%; 85.7%). The positive relationéhip between factory size and
the number of strata an owner has to pass through tdé control his
production workers illustratesvthat the existence of hierarchical

structure is more likely to bévaccompahied by increasing factory size.

Having completed the descfiptiye account of the two indicators
of hierarchigal structure, two propositions are evident. (1) Fer the
..small factories sampled, éhe wajority are characterized by a simple
hierarchical structure composed only of an owner-worker distinction,
with direct, face-to-face owner's control over production workers,

(2) The relationship between factory size and the complexity of

hierarchical structure is a positive one,
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(C)  Forms Used . in Internal Communication

§

The 1ntéfaél communloetlon systems of an organlzatlon are two-
fold, verbal and wrltten.‘ T’ thls seotlong'bne authors atﬁempt to
identify whlch “form of commuﬁlcatlon plavs ‘a’‘mote domlnant ‘rolé w1th1n

the small factorlesu

It is. assumed that the verbal form allows a certaln degree of
flex1b111ty, 1nforma11ty and. nersonallstlc behav1our w1th1n the orgah— 
izational process while the ertten form -_”1n blaok and whlte” -
comparatlvely 1nd10ates 5 degfee of 1nflex1blllty, formallty aﬂd
1mpersonallst1c behav1our1 If a hlgher portlon of 1nternal conmunlcaa
tion within a factory is in wrltuen form thea the organlzatlon tends
to be formal and bureaucratlc, in oontrast if a hlgher portlon of
1nternal communlcaélon is verbal it 1nd10ates tﬁat the structure of

the factory is less bureaucratlc o¥ noh- bureaucratlc in nature.‘

Table 13 and Table 1& present data whlch 1llustrates thls 1ssue.'

Table 13 : Forms Used in Internsl Communication in
o © Small Facttories of’ Kwun Tong bv Factorv :

Size, 1971 ..
Form of. .. 4 oo o . NI
Communlca~.:v . More .| . . |.More 1. o .
tion 7| Totally | Than | Half- | Than Y Totally|  gporal
. Verbal .| Half. | half | Half® .. | Written| . ~OF
B N P, Verbal ‘ Written) o .
Size N PV S R S R % % N
1-9 (mni)| 95.0 | 0.8 1.7 | 0.0 | 2.5 [100.0 (120)
10 - 19 (Midi).} 833 | . 33 .| 5.0 S 1.7 6.7 1100.0 (60)
20 - 49 (Maxi) | 75.4 8.7 8.7 1.4 5.8 [100.,0 (69)
Total | 86.8" 5.6 L o8| b 100,07 (249)°
X =18.387.. (p‘«:‘oa>

Source. : Kwun Tong [ Factoryz8urvey,=1971.
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“Table 14 : Forms Uséd in Internal Communication in
: Small -Factories .of Kwun Tong by Factory
Size, 197k,

Form of B S :
. Communica~ | ~Totally | Half- Totally . Total
tion Verbal half Written
Size ‘ ' % 1 % % % TN
1 -9 (Mini) 10040 0.0 0s0- | 10080 (k).
10 - 19 (Miai) -~ | 75.0 25.0 | 0.0 | 100.0 (&)
20 - &9 (MaYl> 1 57.1 28.6 | 1k.3 1} 100.0. (7)
Total . 733 | 20,0 | 6.7 | 100.0 (15)
K =25886 - (Not Significant)

Solrce : Interviews cahaﬁsﬁéa”sy"thé“aufha?s,‘197#.

Data in Table 1% and Table 14 shows that in an overwhelmlng
majority of small factories (86.7 73, 3%) the internal communication
is exclusively.verbal. :Only in a not-too-substantial. fraction of thg .
small factories (iB.}%; 26..7%).:is: the mritten form. of internal com-
munication adonteda This proves that verbal communication plays a
dominant part in the 1nternal orgqnlzatlonal process of most small
factories sampleds The statlstlcal relatlonshlp hefween factory 51ze
and forms of internal communlcablon 1s, however, weak; regardLess of
the faotory size, the inférmal means of verbal communiCatﬁQn/is the
dominant form. (95, O/ -100,0%; 83 EN, 75.0%; 75.4%; 57.1%)i in the
exchange of messages and ideas w1th1n these small organlzatigns. Oge'
thing is almost certaln' 1n the mlnl small factorles the prevalent

form of 1nternal communlcatlon is verbal.

(D) DeoiSioanakiﬁE} !

The process of decision-making on important issues of the small

factories is investigated through an”exadihation’of whetheri™(1) -

decisions are solely made bysthe owner himself; or (2).decisions.ars;



20

made by the owdefr and game.mandgerial staff:infokmal$y or the owner and
all the personnel in a formel meefing. Table 15 and Table 16 provide
data relevant to this point.

Table 15 : Patterns of D,ecis,ipnama&i_,’gg":i.ﬁi;Sm;é;ll {E‘Eléfﬁ@fi’??
of Kpun Tong by Factory Sizei 1971

Patt Oﬁner:and a ,
FatLert.. Owner Tew Managerial] Formal ] Total
_ ,.lAlone [Staff Meeting | -
Size o % | % % | ‘% N
1 -9 (Minij 87.7 7k 4,9 100.0 (122)
10 = 19 (Midi)| 65.5 23,0 11.5 | 100.0 (61)
20 - 49 (Maxi)| 15.6 36,8 17.6 | 100.0 (68)
Total 7069 9,1 . | 10.0 100.0  (251)
% = 38,871 (P <<C.001)

Source : Kwun Tong Factory Survey, 1971.

Pible 16 ¢ Patterns of Décision-making in Small Factories.
-of Kwun.Tong by Factory Size,;l974.

Pattern Owner and a
Owner Atone | few Managerial Tobalk
i Staff .
1ze . :
%: ’ % k % N
1 -9 (Mini) 75.0 ' 25.0 " 100.0 ()
10 - 19 (Midai) | 50,0 ' 50.0 100.0 (&)
20 - 49 (Maxi) - 57.1 ' 42.9 | 100.0 (7)
Total 6040 4o.0 100.0 (15)
X° = 0.566 (Not -Significant)

Source : Interviews conducted by the authors, 1974+
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A The. two Sets‘of data.reveal that 1n the majorlty of cases
' the owner himself; yet, in a substantial pértion of the small factories

uston lmportant :sues are made solely by

(29.1%;: 40,0%), the process of deolslon—maklng is shared by the owner

with a few gerlal staff,, Table 15 reveals & ctendeyloy thEt|as

Lfactory 51zeuincreaees, ‘the- llkellhood that de0151ons are made by the
owner and a few managerial staff or by formal meetings w1th total staff
'also'tendsmto*iﬁcreaseawm{n"thewminiwemallweeetienymenlywa~small fraction
‘of ‘¢d8es are .Seeh to participate in a.Colleboratery;patterngofzdecision-
ifmakiﬁglflE 3%)54n the midi-small section this gopperative practice

. represehts quite’a substanﬁlal proportlon (34.5%)5: in the.maxi;small
'categoryﬂcver‘half“cf the—establishments -are-characterized- Jby- such
pr&@&leesi(54m#%b. But {this reletionship is not confirméd by the data
‘shown~in-Pable-16% | |

The crucial role an owner plays in the managemerit of his small
concern is verified by the above analysis, as the prevailing pattern
of decision-making in the small factory can be identified as a mono-

pollstlc one centred on the owner - the small entrepreneur. It is

also revealed ti"” Vevlncreaseﬂwf:factory size the pattern of

decision-making is likely to shift from an owner-centred basis to one

. involving partlclpatlon of managerial and administrative personnel.
A
l

Another 1tem concernlng the pattern of decmslon—maklng‘deals

with the questlon.of delegating authorlty, 1 e. durlng a lengthly
reriod of absence of the owner, by whom the deolslons on 1mportant
‘Issues are"made*M“Three“types of app01ntees are~ord1ﬂarily*éelegated
authority: during theiabsenae of theuowner. kinsfolk; special individuals
appeihtedvby the owner andithe e?istent”managerialfpereonneliof the
organization. . The first group oémpriees the spouse) children and in-

- laws of*the“OWﬁerv—~The secon@mggoup"includes“theeempereeﬁsewho are

"'employeesibutldo not‘hold’aihigh;raﬁked‘position in the formal struc-

making by the owner. The thlrd group 1ncludes those who hold high-

ranked p051t10n (probably next to the owuer) 1n the formal organlzatlonal

etructure.‘ Table 17 and Table l8 present data relevant to this questions
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Tabiell7'f Moés of'Appointée‘(in Absence of Owner) in
Small- Factories of Kwun Tonpg: by Factory Size,

Type: of

Appointee

Size

‘..Ki,ns'f olk

Person

%. %

A Special

Maragerial|

Personnel -

%

oA

Total

% N

1.« 0
10 = 19
20 - 49

(Midi). .

(Ma}ci ) i < 23:05

29.6
..47;A
- 38.5

28 ‘a l

18.5
2h,5
4o.0

1000 108) t

10Q,0: 7 (572 4
100.0 +~ (65) |

.. Total

ﬁ?t# 1:

36.5 - |

L 26,1

L 10000 - (2309

i

2

X° = 222284

(P& «00L)

Source i Kwuh Tong Factory Survey, 1971.

Table 18Vf1'Tﬁﬁés‘Of'Abpoinfbe”(in'Absehce of Owner) in

+ Small -Factories of Kwun Tong: by- Factory Size, . -

1974

> Lype of

Appoint

Size

- Person

% %

'Kinsfolk  A Special”

Managérial:

Personnel | :
H % E B N.‘ R

%

| Total

1 = 9+ (Mini)

10 =19 (Miai)

.20 =~ k9

7560
50,0

'fMﬂKi) .

25.0
- 5OQO

28,6 | c-1h.3

0.0
0,0

57,1

()
(7)- |

100.,0
::I—',OOOO
lOQa O

SRR

Total -

1646

26.7 -

26,7

100,0 (1504} .-

XEQ: 6;982" RN

Co(p=-,05)

Sogicéi;wipﬁefyieW%hgéﬁéﬁqtéd bylthe‘auﬁhors,vl975;fi
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In the over—all smallfsbbory ‘sestory -a-SubsbanmbisE Feaction of
owners (37:4%; 46,6%)- are inclined to. designate their kinsfolk to take
over.the tolé of decision-maker:in:their own absence.:. It,indicates That
intthis gfoup oflsmalli undertakings the’owners! kinsfolk.téndwte play
“a part in thé managerial operation of the organizations.:~ Anothér less
substantial portion: of owners (36.5%; 2647%) tend to.designate a special
.peérsonyiwhile slightly: more than.aﬂquarter“of*the,ownérsi{26zl%$‘2647%)
‘ rely automatically .uponimanagerial personnel.bormaker decishensiduring
theirrabsences, From:the abbverstatisticalndistribution, it ig-¢lear
that the formal managerial.apparatus can hardlycbeiseen as-an iimportant
part of the authorlty in small factories. Kinsfolk and owners'
app01ntees,~both of whom~%en&“%o lack L_rmal'permenant p051tlons in the

small factorles do, however, on occasion play.impértant management roles.

The melationship between factory size and types of app01ntee is
a cons1stent one, in which more than half (51 9% 75.¢ O/) of: owners in
the mlnl “small factories tend to designate their klnsfolk in their
absence; while a high Eroportlon of owners in max1—§mall factorieés
(#O;O%;WE?:I%%Ftendswtﬁ”reiy‘DL éheir*manageriaf'%Grsoanei

T

In short, the most preValllng pattern of deolslon—maklng found
1n the small factory sector 1s an owner-centred one, 1.en deolslonsl
’made solely’ bv thé owner. In “the small factories, klnsfolk and special
‘appointees of the owner play important roles in !the absence of the
owner. With factory size being considered, the owner-centred pattern

. df'déciéibn:éékihg is found prevailihg in smaller concerns (mini-small
category) -and the -dominant role of .Kinsfolk and special appointees are
also identified in t@esg_sgal;gxﬁundertakings. wgn;c¢ﬂtpa§t, decisions
in most of the largerwcéncéfns‘(espéciéliy fhosg‘in maxi—émall category)
are made by the joint-effort of owner and a few managerial staff or by
resolution through formal meetings. In most of tknfﬁnaxirsmaii“cat@gbry

~.Tthe managerwal personnel ténd to take oveér- the role @f ‘decision=makér



(E) - The Nuymber of Administrative Staff

" The number of administrative staff in an organization indicates

whether there is an existing administrative apparatus within the organ-

ization: fthe more admihistrative staff are counted in absolute terms

within ‘the organization, the more sophisticated the asdministrative

‘apparatus the organization comprises; on the contrary, a meagre humber

" of administrative staff, or the absence of such personnel*; indicates

the absence of any adrinistrative apparatus (Melman, 1951). -Table 19

snd Table 20 give an accbunt concerning the nuitber 6f administrative

Cstaff of ‘the small factories in' Kwun “Tong.

Table 19 : Number of Administrative Staff in Small

Factories of

Kwun Tong by Factory Size,

19715
No. of » ‘ , o v
Administra- | dmini UL L or' e
No Administra 1-3 4 or Total

D tdverr

Staff

tve Stafd

S morer b

Size - “%: : ﬂ%:wvw ”m%= % ;N
1 -9 . (Mini) . 7843 .. 20,0 1.7 . 100.0 (120)
10 = 19 (Midi) Ch5,9 3767 16.4 {100.,0  (61) -
20 = 49 (Maxi). 1549 52,2 31.9..] 100,0 . (69),
. Total 532 35.21,}”,ii§,6 | 100.0 (250)
X5 & 76,893 0.721

(p=<,001) -

S&ﬁfcé":.Kwuh Tbﬁg Fégtéry Survey, 1971.

¢ Tp-many small- factories in- Hong Kong, thé owners hire ao administra-
tive staff; they simply assume the administrative function. on. their

OWD o

. Garma =
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Table 20 ;3 Number of Administrative Staff in Small
Factories. of Kwun Tonp bv Faotory Size,

5197ﬁmrue.“
,_No, of. 7 L L . ,
Admlnlstra—“ No Administra- B .

x e Sl tive’ Staff o 1=k ggt%;”
Size ~Staff N ) . %, % N
1 -9 (Mini) |@ 95,0 .- . 250, . 100.0. ()
L10 - 19, (Midi) 50,0 50,0 | 100.0 (&)
20 - 49 (Max1)_ o 1he3 85.7. | 100.0 (@)
Total . | o0 | 60,0 |100.0 (15)

X2 2 k137 . (P <C.20)"- - Gamma = 0,756

Source : Interviews conducted by ‘the authors,” 1974,

As shown by the data in the above tables, iﬁ”é‘ﬁerngﬂ%stantial
" portibns (5312%; 403 0%) of the sampléad smalli factories, the owners assume
“~the. rolesofradninistrater - on their own ‘and theyshavet! mot? employed any
~administrative. personitel. . The data also indicatfernchatythernimber of
afministrative.staff tends-to increase as fachory:bife takes a larger

v seale. Most: of ‘the cases in ‘the mini-small categoryil{?8.3%; 75.0%)
ahd'approximatelyihalf of the ¢ases in the-midi#sm@&if@étegmry”(45‘9%;

7 50,0%) dré of no administrative staff, in- which ithe owner's: take up the

»wadministrative fuactions. -On the‘contrary,wwithiﬁimh% waxi=sinall

to the management of at least _one of the admlnlstratlve Qersonnel. In
-due c@urse the, authnrs 1Jont1fJ a, go<1t.vn rolationshi ip.bgiween factory
size and nunber of admlnlstrativo porsonne},J

From the above analysis two things have been. clarifieds (1) for

the over~all small factory sector, the absolute number of admlnlstratlve

\Fstaff in’ each ot the under%“”

1ngs 15 a “emall’ one, and (2) the number of

A I g
hadmlnlétratlve staff rélates” p081t1vely with’ factory size. z

EE ST
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Chapter III

Profile of Sheil Entrepreneurs
(1) Social Background and Business Ideology

A comprehensive profile of the entrepreneurs in the, small
factories of Kwun Tong is obtalned by a descriptive account af their
social background, business ideology, management styles apd managerial’
practicess’ Thischapter -only deals with the social-background -and-the
business ideology of .these small entrepreneurs.

Social baokgfeﬁnd inclides sex, age, éthnicity, education and’
former oooupafional dtatus. Business ideology indicates a set of’
jideas and prlnClples held by an entrepreneur which reflect his bellefs,“
1nterests, valie oriéntation and commitments in running an establlshmentc
Business 1deology will be dealed with in several aspects, such as the
motive to found a small firm, the essential principles upon which the
entrepreneur malntalns and operates his small concern, and the value
orientations in handling bu81ness and economic relations wzth.people

from external agencies, etc.

The - deseriptive dnalysis Will be ‘supported by an .incorporated
body of data gathered from the Kwun Tong Factory Survey (1971) and the
interviews conducted by the ‘anthors in 1974; and, in addition, some
empirical “information supplied by feurteen'sﬁudents of New Asia College.
of the Chinese University in their self-conducted research réports, |
under tlie supervision of. the senior author, will also be compileds. .
The effect of therentrepréneurs' ethnicity and size differentiation
of these small feotories onvsdme.selected=topics will be :discusseds .

At this Juncture, 1t should be remlnded that in thls paper an
entreprensur is referred to &8 the owner of an undertaklng.' In the
following pages;‘the two words;'”owner” and “entrepreneur" will be

used interchangeably.

(a) Background

Table 21 and Table 22 present the data concernlng the background
of the entrepreneurs., ThlS 1ncludes 58X, age, ethnlclty, place of
birth, education and former oooupatlonal status of the samples 1nvest1—

gated in Kwun Tong in 1971 and 1974,
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Table 217 % Background ThAformation. of EntrepFéneurs
~In Shall Fhctories of Kwin Tong, 1971*
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“Eihniaiiyw &

Cantonese

%

Ch:iu-;chow3

Shanghainese

%

Total
%

2h.1

l 100.0 (N

= 224)

Education

Mqéecxuﬁdaryf'w_

s ;%,

Poste-™
secondary

1 Total.

%..

3Ll

B

= 214),

Place.of.

| Birth-- """

Hong,Kgngé;

L o b

i Migrated |
. before=

31949 -

3ho3

27.1

(w

= 210)

Source 3

Kwun Tong Factory Survéy, 1971.

The ddta o?cﬁwun Toné'Factorﬁ SurVe&ido not include sex, age, and
former occupational BTATUS 6f THe SHtreprenciurs..

i
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' Table 22 :

Background Information of Entrepreneurs

win SmatleFacterids of Kwun Tong, I

28

l

Female |

— Male Je Aotal
Sei L A
100.0 0.0 lOO.Q (N ;715)

Age

1200729

%

PR 3.0 B -A.39‘ NtFO .;.LFg -

. 6’0‘.&; - 6.9 -

6.7 | 200, | 46,7 | 153 | 13.3 | 100.0 (N = 1b)

Ethnicity -

Cantonese

% .

q.
ChHivu=¢how

y
%

CShanghainy se
%o

“Totali .
%

H0L,0

“I%TE“

L6 7

20050 ~(F=-15)

N
'

Primary.

of ..%l.f\ i
g 0

'Secondéfﬁ;

%

- Post-
‘isecondary

%

Total
%

Education

333

U462

2040

.100.0 (N .

i1

15)

Place of
Birth

Hong Kong

%

before
1949
%

Migrated |

Total

yi

20.0-

40,0

i

15)

Former
Occupationall
Status

Owner

%

Production
Worker or |
Teohnician

%

Managerial
Personnel

%

Total
%

26,7

3343

40‘0

100,40 . (N

15).

== Bn Lo

Sourae : Inferviews conducted by the authors, 1974,
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All the entrepreneurs - owners of the small ooncerns included
1n this 1nvest1gatlon, are’ males. A magorlty of these small entre-
preneurs (46 7%) are in” ] thelr fortles. The mean age of these entre-
preneurs is 45 3 and w1th1n the whole group the age dlstrlbutlon
ranges from 28 to 66 Tables 21(c) and 22(e) reveal that a significant
fraction of these sampled-small entrepreneurs (65.?@ 80 . 0% b) are
immigrants ffBﬁxMaihlandLthna;lSQmeﬂQiﬂtth;arriVéd at Hong Kong
before 1949 (38.6%; 40.0%) while the others settled in Hong Kong after
>l949 (27.1%; 40.0%). Only a relatlvely small portion_ of the sample
(34.3%, 20,0%) have been born in Hong Kong . As regards” to ethnlclty,
this sample of small entrepreneurs consists only f three groups. the
>Cantonese (5h.5%; L0,0%), the Chiu-chow (21.4%; 13. 3%) and the
Shanghalnese (24 1%; 46 7/). o

Level of‘educatlon attained by these small entrepregeuré is
of & very.wide.rangei a substantial portion (51.4%; 33.3%) received
only primary education; another substantial portion (34.1%5ﬁ96-7%)
did .attend secondary. school _and only a smaller fraction of the cases
(14 .5%; 20.0%) had received post-secondary education. A5 revealed by
the interviews the authors have reoently conducted some small entre-
preneurs (three out of a total Llfteen, 30. OA) had been 1ntroduced to
mechanization or managerial. operations (acgounting and bargaining, etc.)
in their adolescengei _ Thiisigroup of small entrepreneurs includes the
ones. Who entered apprentlceshlp in addltlon to their school education

and those who had been led by thelr elders to learn from famlly bu51ness.

The eduoatlon of the owner is related p081t1vely Wlth faotory
.size.“LAs“ﬁhownlhywthemdatawpresentedd;n“TableswaiﬂandléﬁqmeSt.Of
- mini-small factory owners received only primary education (68.8%;
10040%); nearly half of the pidi—sﬁallbfactofy owners (42.5%5;50.0%)
reeeivpdxﬁecondgry education; the majoglty of owng;guin the‘me§i~

small . factories. (46.0%;. .71..4%). have an edugational etlaigment.gf

- - secondary level, and the proportlon of these maxi-small fagltory owners

-who have_received post=secondary . tralnlng.L24 Oml_aﬁll%lmlﬁwhlgher

than the corresponding proportions.in the other fwo categories.
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In short, the educational attainment of the small entrepreneurs
studled has been revealed to be a low one whereas 1n averare these

entrepreneurs were eduoated merely to the prlmary 1evel. Wlth factory
size belng CLaSSlfled it is revealed that the educatlon level of the

_owners varies p051t1vely Wlth increasing factory ‘size.

‘Table 23

“Bducation of Ownérs-+in Small Factories

of Kwun Tong by.Factory Size,»19?1.

Source : Interviews conducted by the authors, 197k4.

Educetlon “J’vPri&ery Seeohéary FPost- “Dotal
S . o " :,,,SQCOQdaFY
. Sl_ZG' % '.% %.,.. Ja : N
1 -9 (Mini) 68.8 25.0 6.2 ' |ioo.0 (112
10 - 19 (Midi) 3k .6 h2.3 23.1 100,0° (5237
20 = 49 (Maxi) 30,0 L, O | odi24uor Tl 100.0 (50)
Total 51,k 1 185 100,01 (21L) -
2. . e .
X = 30,70% (P=,001)
Source ;.Kwﬁn Teﬁé'Feotbry Sﬁrvey; 1971; u
Table 2k Education of theé Owners in’Small Factories
.of Kwun Tong. by Factory Size, 1974.
“Education i oo b i L il G Pastd Coo
o Prlmery Secendary secondary Total
Size % % A N
1ie 9 - (Miai) | 100.6 0,08 o 00,0 27 [1100.00 )
10" = 19 (Midi)" 250" 500" 25,04 - | 100.0 L&)
207% 49 (Maxi) © |7¢ 0.0 L b 8.6 [ 100,00 (7)Y
| Total - 3333 4657 20,0° {|2100,0. - (1B5F
2;.,' . . o Lot s i
X='= 8,987 - (P=<,1)
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“As regardﬁto £ormet ocodpatlonal status, three different types
can’ be dlstlngulshed () owners* *{2) production workers or tedhnicians

"1n factorles, (3) admlnlstratlve or mahagerial personnel in- industrial
undertaklngs.’ '

_ (1) Owners‘ Approx1mate1y one-fourth (26 7/) of the entre-
preneurs reoently 1nterv1ewed by the authors fall 1nto thls categorj.
These respondents have been owners of small 1ndustr1al concerns ever
51nce they commlted themse7ves to economlc act1v1t1es.. The maJorlty

of these small entrepreneurs (1n number, three out of a total four)
isimply 1nher1ted the bu81ness from the elders of thelr famlllesa Thls
form of ownershlp tran51m1551on elearly denotes the famlllstlo
1nfluence in fosterlng the perpetual flow of 1ndustr1al act1v1t1es to
the Second—generatlon entrepreneurs. All the small factorles character=
ized by thls 1nher1ted ownershlp were brought 1n from Malnland Chlna

in the early flftles and this 1nd1cated partlcularly the lmpact of the
massive inflow of capltal and- 1ndustrlal-assetsairemwtse Moinland in
the'eerly fif%ies.:'As:poihted'out by somé' economists (Owen; 19733
‘Szczepanik“i958): this influx ‘of labour,  capital and entrepreneurial
sklll follow1ng the 1949 Revolution in "China, led to the imbhediate "
expansion of textile industry whiéh spearheaded Hong Kong g 1ndustr1al—
1zat10n.> Half of the entrepreneurs were educated merely +a the primary
level (50.0%) whlle the "other half had attained secondary” school (50.0%).
Belng the person 1n-charge of ‘the productlon Firms, they werd famlllar
W1th the productlon, marketlng processes, “the financial problems and
admlnlstratlve affairs of their conceérns; the acquisition of expertise
is secured through guldance of thelr elders and their life- ~long practlee

in thelr buslness.

(2) Productlon Workers and TeehnlClans. One—thlrd of the owners

(33. 3%) had been ordlnary productlon workers or technlclans in 1ndustr1al
undertaklngs before they establlshed th 1r own small concerns.v The
maJorlty of thls group (three out of a total flve 1n number) had been
worklng 1n some large 1ndustr1al undertaklngs (w1th more than 50 ‘
employees) for a qplte 1engthly perlod - flve years or more. In

general, thelr pos1tlons in those large establlshments had to a large
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-extent. been related to.mechamicalyopenetiQnswand therefore ‘they acquired
a.certain, amount of knowledge of mechanlcal dev1ces. The 1eve1 of
»eduoatlonal attalnment of these small entrepreneurs is 1n averaﬂe 1ow
the majority of them (three out of a total five in number, 60,06) dld
not pursue any formal schooling beyond prlmary level. Thelr experlence
and flrst~hand knowledge.oﬁ.mecnaglcal dev1ces certain}y furnlshes them

%he role of technlcal superv1sor in addltlon to the role of owner in

ef; so far as the 1n1t1a1 engagementAof‘these‘

thelr undertaklngs."
'small entrepreneurs koY 1ndustr1al act1v1t1es had almost exclu51vely
been et éﬂev%echnlcql level thelf experlence in handllng the’ v1tal
Lprocesses of marketlng, flnance and admlnlstratlon of'an eetabliohment
has been mostly secured by thelr pragmatlc endeavour 1n runnlng thelr
Lsmall buslness,: Compared to those entrepreneurs of an ascribed owider

‘status, these ent:epreneurs are new—comers to the sphere of entre~

(3) Managerial Personnel Over half of the ownexs, (60 O 3]

1ncluded 1n the studf has been managerlal ar. admlnlstratlve personnel
jln some larpe 1ndustrma1 establlehments (w1th moxre than.SO employees}
Their dutles in those large undertaklngs are chlefly aSSOClated w1th
~the non-technlcal realm. These entrepreneurs are generally well— .

. educated: half of then'were eeucated to. the secondary level (threet
.dout of a. totel ch 1n nunber, 50 OA) Whlle the rest had even extended
. thedr educatlon :to post-secondary level. (three out of a total 51x‘1n
number, 50, O/}‘L Apparently their fair educatlonal hackgroundvcorresponds
,w1th thelr hmghnranked occupatlonal status as maeeéerlal personnel 1n
-the. large faotorles. These entrepreneurs had conelderable, and even
sophisticated knowledge of the marketing, flnanClng and productlon g
perspectlves of an 1ndustr1al concerne. EVen though these small
'entrepreneurs are also*famllrar*W1th the technlcal espects “in pro-
.%ductlon process, thelr attentlon focuses malnly on the managerlal

el e

1ssues such as the establlshment and consolluatlon of bu51ness

relaclonshlps, the economlc conslderatlons 1n productlon and e

promotlon of producﬁ mafketln etc.ﬁ Inmo her WOrds, admlnlstratlve

and commer01al operatlons of “an establlshment are “the major conoerns

of these entrepreneurs.
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Except for,thoselwhq,direﬁtly:inhsrited their small indusirial
concernsy rthe other two groups of entrepreneurs - those with managerial
experience and.those-with technical or worker experience - had,beegn
mostly former .employees:of.-some large industrial undertakings-(with
more than 5Q.empleyees), . Bosed on this;ifinding, the authors. are
inclined to .think:. that fthe larger industrial undertakings might:be:
set up small industyialnaogcerngﬂare fostered and inspired,  As-for
the reason why -there:is, a.sireng tendency..of entrepreneurship mebility
from:the large,industrial units to the small ones, :the authors:think
that the answer might probably be associated with-particular social
values in the :Chinese culture. :It.is the authors' wview. that the.
mogivelgf thgﬁenpngppengurs to found their own small -concerns involves
sseme. soclko-cultural faectors otﬁer;than their economic 'consideration.

:This. issue will-be discussed.in the following section. .

(B) Businesé Ideqléﬂ?

(1) Motive to Participate: A motive is :a‘speciific goal=

-oriented impulse -upon which-g person acts in.a certain manner: ox
undertakes a-certaln line of action in erder-to achieve some ends..

It is hypothetized that a person's motive 7in becoming an entrepreneur
(an owner.of a factory) is explicitly or.implicitly related to the -
soecial vaiues whiqhﬁare.hgid by the -zctor -or which ,can be inferred
-from what,hegcqnsiégr§_mepited and commendable. : Monetary dncentive

the lucrative.nature of a particular industryy ssurely is onel.aftither
impoftant,ﬁactors that appeals to an entrepreneur  for hisparticipations
yet other. than -monetary incentive,. there are:two types. of sbcial values
which seem to.account for an entrepreneur's motivagtion to undertake
economic activities. The-ascribed entrepreneurs:are ot dincluded:in

the discussion of these factorse - . - . .. O
The' first "type of motive L5 identified as an impulse ‘%o

- ‘accomplish’ concreéte goals which indicate a socially respected status

and which demonstrate the fulfilment of an entreprensur's career by’

. bis middle age. ,4s noted by -some entrepreneurs -interviewed, in the

- Chinese commercial-industrial-realm -the saying !'being an employer.is

anyhow, better than being .an employee" :has been so. cherished that it
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becoliss 4 prominsht zoal pursued by -mahy workeérs: Thé meritorious
nature of beihf an -owner,’ ds Pointed out by ‘& Tespondent in the itter-
view;liS‘charactéfizéﬁ“bY‘dné”%‘odmplété“adthbri%y‘aﬁd control ‘6¥ an
industrial tnif by which ifiddmé can dccrue ‘to the ‘rufiner in'a Hore
self-sustained “and explo&abié’fashibn'Wiﬁhou% beiﬁg fiked by a ‘salary
system‘liké—%héwdhé*éﬁbﬁicablektb*émpidyéésl In this respect, bulng

an owner involves the aéqu1Q1tlon of not only Loertain amount of”
concréte economic: and soéidl - dssetsy but, moré important, it indicates
also’ a source Of ‘56614l réspect-and status ‘Hohievement. - It is probably’
becanse of this implicetion, the status of an owner wsually elicits
social Tecogniti®n’ &nd Hdmiration® from others Within or cutside the
industrial spherei [ In ‘dne’ bourss, the idea b'f:'eétabl"ishi'ng's’om"é>Jcl'1":'L“r1‘gJ§-i
%%xéé sih yihp)-accomplished; as
held byimany industrisl workers, is an explicit’ manifestation of this

of oneself ~:having ones career ( :
social value. Notr& small portion of -the respondents in the inferview
claim that as a person has reached middle age, the notlon of estqbllshu
ing "something of his own' naturally appeals to hlm, SRTEELE Totive

to found an industrial firm may~rest on:thVdvaeut@mdemenstra%e his
worth in’the- éjes of his-péers ih particular aiid insociety in geherals
Being middle aged ané the fulfilment o6f*career - g yihp" are 6fted
regarded as two insepaiable things by many Chinése businessmen; and
becoming the owner of a faétory at bﬁe‘é:middleiagé”méy’ﬁrOPérly mheet
such a criterion. fThedshangEAiﬁesé'entfeprenéursgfas586mpared’witﬂ"
their Cantohese ‘¢ointerparts; are especially inelinéd”to uphold this™
particular form &f achiévemén't oriéntation = theé desire to becomé an
owner. One of the Shanghaineése interviewees tell the authors that
”&'ShanghaineseAat forty who has Hot yet made himsél¥” Gwner of a™

firm is afailure, a- goodifor=ndthing"., This ‘person ‘E18F1y" stlpulates

that the acquisition of oWner status, to the Shanghainese’bd31ness men;y -
is a proper, socially defined objective to be’ pursueda In thig’ %oken,
it is conceivable that an impulse to acquire .ownership of a fagtory
may be.based on a person's.drive to establish his careger.in a socially -
recognizable fashion.

At this junéture,’ tHé Alithors fdel that this kind‘éf’“aéﬁféééé'”
ment nme: AY is an: expllclt oharacterlstlc in the- personalxty systemn 6f R

the Chinese’entreprensurs which™in a way is parallel to the achlevement
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.need of the traditional:Confucian: literati:who had Peen disposed by
_epeg?ge{tobsugceed‘in the civil‘serviee~éxaﬁiﬂé¢i®nébiI£$&S contention
of the. authors that:the general Chinese. personality can hardly be
Tppen@ed;for%iﬁsw;aokingfQfttheaﬂneEd.forﬂachievemen%“, to use
McClelland's (1960) . terminology; rathier, in’ study of this achievement
~orientation.in Chinese:societyy one’ should ask:the questions ‘Yike:

he:- general kinds of achievementsériéntation the soclety

what are.tl
- valued,.what are:the specific desirésfor: achitevement-manifeésted

;;ﬁdeologigai%y and atﬁﬁhaabehaViouralDkeveldbyfdiﬁfefent“ébciel
categories.in  the society, -and howithersocial “itigtifutional datum

has influenced such different achievement orientatlons,'etc;

"The second ‘type of ‘motive relates to the pursult of personal
- development and thie new- exper:uencen Thls motlve has been assoclated
~with -the former occupatlonal experlenCe of the small entrepreneurs.
" Not a -small portlon of the entrepreneurs 1nvest1gated 1n th_s study
. recount that their prevlous occupatlonal experlence (before they
founded. their own ceoncerms) in- some other larget: factories had been
. coloured by.the stern controls of superior office and by the lack of
.promotion opportunities.. The migidycoﬂtrol‘éfithe-bOSS'('§§F§§ louh
,‘éeee)vhed.lef@(yepy;lijkle, if any, room: for theé"actualizatidn’ of
wi their ideas;.together with the bureaugratic’énvironment of the”large
. factories, this stern pattern of oontrolsffomﬁhighéf”effices‘héd
- forbjidden. the employees.to-go béyond thevestablished disciplines
~as regards tq one's official duties. in-thé opérational processs
- Some ofithe respondents meted that on their. forter- employment they
‘had had very little.chance to get promotion. since promotlon
;*Qgpqrtythlesﬁhadebeen1monopollzedfbysclesemrekatlves of the. owner
.- and by those with formal,prbfessiogaifquélifi@aﬁieﬁeﬁﬁ“f%~hadTBEen
. nepotism-and rigid requirement -of formal dualifications that"severely
checked their promotion opportunity drk the Targe industrial nder-
| takings and these even imposed on thetmis feariof dismissal from the
factories as.they- were- getting old. Under such constiaints, it was
natural that the.idea:of-getting more. freedom and autonomy to develop
the capacity, oneself would come:to . their minds, To -become an dwner
of a factory is. one. of the ways to actualize the idea, = The Chinese

A . IR
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proverb - 'rather. than being placed.at the buttock of an ox, it is better
to stay.at:an.fowl's beak ( .o Eﬁ'f@—iﬁ_ﬁ§ ) - expresses A

that it is better to lead in. g, small p051t10n than to be plaoed in a

high position but under a higher leader, to these small entrepreneurss>

was really.authentic. ~If one. is: a subordlnate 1n a larwe 1ndustr1al —

unit one-is usually subgect to varlous klnds of constralnts and conse—
quently he himself has only.a: 11m1ted amount of freedom to develop hlS

capacity. In. contrast, being an owner of a flrm 2 person can Droperly

TLT

exercise dominant. influence on.the operatlons of the flrm and ln due

course he 1s free to actualize his ideas, and 1n1t1at1ves. As 61ted by

e

a respondent,Aln case one owns. hlS factory he needs not "1ook at the
face of the ‘boss before he acts“' it does not matter to have a smeil -
undertaklng ln the 1n1t1al staoe, but the most 1mportant thlng is the

guarantee of self—autonomy and freedom to develop oneself. " This drive”

for new experlence, as stlmulated oy an” unea51ness of belng subgect o

oontralnts, hee foetered the deslre to ‘be an owner of a factory-
. . * R T LS N SRS -
- The 1mpulses.io acguire the. owner status, elther for the pu

of gaining something soclally reoognlzable or. for the purpose of
freeing. oneself forwselffgevelopment can also be 1u014ed by thc .
concept of enterings a.trade. ( }\,ﬁy yahp hohng) i As revealed by e
some of the entrepreneurs,. a person who has been employed in an, 1ndus—A
trial esteblishment for some years. and Who has, been famlllar Wlth the:;
current operatlons dn that partlcular 1ndustry can hardly refraln fromi
feeling that he, himself could. 11kew1se run a factory, . of the same type '
but at a smaller. scale in grder to derive 1ucre£r;erprof1t from that v
industry. The Chinese proverb ”e_person looks up, to the hlgh places.

( }\Ei;rf]fﬁ ). —-which dindicates A person 5 de51re for promotlon

30 BT S UL

is realistically .true to SAVeryones Belng a veteran of & partlcular

industry. (. 3 hohng) an, actlvemmlnded person can hardly be contended

with his.employee. status for too long as he w1tnesses that the 1ucra~
tive yielding-of the. ;ndustry has, been swept by the factory owners.h:
Furthermorey. the berson may have an urge . to establlsh his reputatlon
in the 1ndustry, thh regaras to hls frultful experlenoe. Taklng
those successful egtrepreneure An the 1ndustry as hlS referents orjiz
significant others, these spall, entrepreneurs strlve to Jfound LheerU>
own concerns. It is impression of the authors that many small entre—s
preneurs start their business with a sort of "why-not try'" or "why-

not=-me' psychology.
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vo WiTliam Thowads® fout wiBhes,  thé deésire fo?® recognition, the
Idesire fOr neviékperience, thé désiré” fer'mastéry and'the desire for
security (Thomas and Zéahiecke, 19187 are rélévant to- the present
" analysis.  The-urge td achieve ‘the status of {dwier, as explicitly
. ‘manifested by the Shanghainese entrépreneursi i8 coriceived as a
“ldesire for: reeognltloﬁ.»‘Thé-aEquiéitioﬁ*éf*OWHéf”é%étus“Serves as
& meand to- demonsfrateone's capadity tb establisHiHiEcafeer so as
ito elicit Social-PécogniticHy and, thé bwnéPship ofEnfindustrial
*“firm“indfeatés the pdséessiansandvcéﬂ%falféf 56£é Ednéfeté 4nd solid
econduically énd'masﬁery*pSyoﬁélogically. “Another 1mpetus, the desire
| 67 ‘Hew--experienca; may ‘be Exemplified by the fact that many small
“entreprencdss sbandenéd thHéir employment in large factories in order
to try‘something TeW-of their own, ‘The-basic rationale of these
entrepreneurs to 'éstablish their own-businéss rests on'the discontent
., with their former employee.positions-eun.one hanazaggga drive to
experience new -things ogfﬁhe¢o§her.uk@heydesirq;fep;theﬁnew;experienCe
.of being owner underlies the entrepreneurs' jidea-of -founding an

'A'est%b1%§hmeht‘." NI R NS A T B

©.(2) The Attitudé ‘toward Business: From-the interview findings,

" fhe-authors dfstinguishf€Wo‘t§béé“éf'éttitﬁdés toward business as
Fiadifested by thie-sifall éntreprfeneurs: the risk-taking type and the

- staBilifyoridnted &ypé,: The ‘risk-taking type, as exemplified by the
“‘Shanghaindse ‘entrépreneurs in this gtudy, explicitly indicates their
‘willitigness-and readiness to take risks - preparing to be confronted
With uncertain ard precarious situations in order to ‘Hdve" a rapid
success in business:wdlhé stability- oriénted type, b5 manifested by
“the Cantonese’ entPepreneurs, preéfefrs a stable tand" gradual advancement

“of tleir business instend oF a- rapld and rlsky one,

. The Shanghalnese ent;eﬁfeneurs have‘%een known for thelr rlsk—
taklng - ﬁ T meﬁh hlm) splrlt. ks no%ed by a respondent in the
i} 1nterv1ews, the Shanghalnese buslneesmen are apt to stake thelf
“'1nVestment 1n ﬁ élngle opporuunit§ frgm {"ch, as they enlmerate,

R i Ly

they can accrue a lucratlve Droflta For an 1nstance, 1f a Shanghalnese

-1~;

"‘entrepreneur regards a partlcular deal as oon51derably profltable,
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he will strive actively .to pick it up even.though his-available capital
is-inadaquate to cover the basic coest of produging the quantity of .
commodity desigrated:in.the .deals Itris a,common saying that "a ..,
Shanghainase;haviﬁgttenkﬁhousaﬁd~dellars.haegthe;gut.gg take up ;a
business order.whigh requires a capital of.fwenty.thousand dollars or .
more'. -Qriented:towards an- advepturer:s viewpoint -a, Shanghalnese
entrepreneur ‘plaees much empha51s on. the .geizure of.chances ak crltloal
moments rthat he considers worth t?YlQEr~Wé%l%:l%aViH8 other.problems

to be-dealt with:afterwards, In.fhis.token:his, cHande of gebting
lucrativeqreturgs;is»in;some;Segee?prECariQueg:fgding;éopsiderable,
profit yieldings .on one;hggdgﬁgndegge:griﬁrqaiucogseQuepderofvfeil;ng,
on the.other. This mentalitylof:fiegingioneeeiffinrugoegtaig situam. .
ticns dn order to.promote one's business is something .of a. gambling. ..
naturej as a respondent noted, a Shanghainese can "climb.as high as

cen be, -but he is also risking a-severg;fall.

The madjor concerns of a risk-taking Shanghaingse enttépreneur
dre twofold: (1)-to“acquire first-hand market infordation in order to
explore and‘calculate lis chaiices 6f getting high Tucrative profits -
from an immediate and heavy investment; and (2) to establidh socidl -
.relations with his buginess oounterparte s0.as to .demonstrate-his
prowess in industrial produotdo;he;d in due codreewgoﬁgonsolldate his.
"business .connections.: _According. to the. findings;of .the.interview, .
baastful ( -F paau)vls}a!epeolrro gheracterlsplqtpf;thgwghaggbglgese
businessmen.. :The "paau character. has twoicpnnotétioqeﬂinveoc%el.J
contextss Firstly, it.indicates that the Shanghainese businesgmen. - .
are 1nol1ned to.live lavishly,.especially- ‘with their generosity in - . .

spending. on-sacial, ~gatherings suoh as;feasts and dinners with. business

friends. .- This generous.mauner. (. ‘hoi-pasil) is.manifested ..
particularly in the .soclal gatherings .of the entrepreneurs where one.
can properly acqulre a con51derable amount of updated market :Lnfo:c‘ma~=
tlon and make acqualntance of many other bu51nessmen.' Secondly, it
1ndlcates the boldness and self—oonfldence ot the Shanghalnese entre; 
preneurs to undertake those produotlon orders whlch seemlngly lle -

beyond thelr oapac1t1es" The Shanghalnese entrepreneurs, as noted

et

by one respondent 1n the 1nterv1ew,'are apt to show to other people

their prowess and capabllltles in runnlng 1ndustr1al flrms in order




to conv1nce their patrons to entrust them with productlon orders of
‘larger quantltles. HoweVer, it 1s Y general v1ew that once the
“Shanghalnese entrepreneurs secure such productlon ‘orders ‘they will
try with' every effort to- have ﬁhe“orders acoompllshed.' A fespondent
describes the working splrlt '6f a Shanghainede enmtrepreneur’ who is
engaged in a profitable deal as a sort ofrﬁsﬁaking’ana'eombet”rk el
2k bok saak) nature.* It is interesting to note that ‘this specific

X

connotatl; ; the practices of rlsklng and hard-working.

In general, the- Shangha eseeentrepseneurs are progress~oriented omd
ambitious in running their industrial concerns. Thev are varticularly

obsessed by a risk-ridden mentality..

_ The CantoneseAenfienreneurs,'in;contrast tq their Shanghainese
counterparts, .are oharacterized by a stability-oriented mentality in
handllng business deals. They are, in general, less willing to invest
all thelr aVallable capital in a 51ngle deal which is seemingly a
profitable one: " As described by a respondent in the interviews, in
deeiding whether he should accept a business deal a Cantenese entre-
preneur would rather consider the capacities of his production factors
at hand, than the appeal of the-lucrative yield-of -the deal. A
Cantonese entrepreneur wouid.certainly accept the production orders
from hlS patrons which 11e within the sCope of hls capability; a
Cantonese entrepreneur w1th “ten thousand dollars of capltal rarely,
if ever, picks up a deal which requlres a basic cost of twenty
thousand dollars. Gradual and stable advancement in buSlness with
a smaller amournt of proflt plough~back rather than the one requlrlng
rlsk—taking but probably wlth a lucratlve return, appeals to- the
Cantonese entrepreneurs. They are not 1nept to take ‘chances ‘in
boostlng their bus1ness, but they are more cautlous, ‘more conservatlve,
so to speak, It is & w1dely shared view that the Cantonese entren
-preneurs aré cautious and’ Suablllty~or1ented ( 7& E Wan Jahn) in
running their 1ndustr1al undertaking; in a sense they are not bold

( i m% mouh daam); in another sense they have furnlshed themselved

with a solid standing ( ;u‘giai‘?T wan jahn wan da) when having'
their business prormoted in a gradual fashion;v‘fnlshof%4 the Cantonese
‘entrepreneurs areé in general inclined to uphold a stablllty orlented
mentality in undertaklng bu51ness deals; they would con81der their
capabilities carefully before they become engaged in new and

unexplored business relations,
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Data in.Table 25 §how,;haﬁ,;heVmajority~onShanghaigg§§fgpﬁre? o
preneurs (71,4%) are inclined to,adopt a. risk-taking appreach in running.
their small concerns; while.all.the Cantonese. entrepreneyurs:{100.0%) .- .
included in this study prefer a stability-oriented:-approach.in handling:
their business operations.

‘Table 25 & T&pes 6% Attitudé‘ﬁoﬁafd4Bﬁsinesstb#u
' © 7 Bthnicity-of Entrepréneurs in Small
. Factories of..Kwun .Tong, 197k,

Stability- |
orlented _

Risk~
. taking

. ™ - U /I:ELy-pe R HRO t[\}rpe
Ethnicity ™. | A SRR

Approach

Shanghainese . | 7l.k.

Cantofiése™: 040 10030 100:6%  (8)
PofaT " 100,0°  (15)

B6V7

8 404 (P<§: 01)

Source. : Interv1eWs conducted by the- authors, 1974

However;‘it.is.empiricallywnot.true<thatAall the“ShanghaineseiJ
entrepreneurs can be classifed as a rlsk~tak1ng type ;or. all the. N
Cantonese entrepreneurs. can be ¢lassified.as a stability- erented type‘,
For a theoretical. discern Off”lde@l<ﬁxpe”x such classification is .
meaningful, . There, are somgﬁpyyerﬂShgnghaineseientrgpgeneggs who carry .
on their buginess cautiouély to avqid,riskingvtheggelfes»atiafgingkew:,
deal; those_Shanghginese_entreprenegps;argAtgrsomg extent oriented.
towards a Cantonesé style of doing business.-. favoring graudal .advance.
and stable growth.. There are also some Cantonese entrepreneurs who
are apt to react swiftly to seize chances in business trgﬁséot%gna;“:ﬁ
yet Qompa:edkwithvpiskgtakin§;8h@qghaingsg.enﬁpeprepgur§$?th§§e.‘ A
ambitious_oantqqeggfgggﬁless_agtiyefin;explpring opportunities on. . .. .
their own; agd‘theyiggug%lylkégpttpeipPQQSinesg‘in_a stable.onder ..

LT 7. . .y PR . R e P .
) [ E R R



 while waiting for opportunities. The authors have an impression that

the Shanghainesé:and Cantonese entpepreneuye»have:to some extent
fModified their values;?ideologieegand behaviogy»patterns‘to one another;
“Hence, ‘in some cases a speoifigAtypeﬁoffriek—taking?mentality,ﬁor
~stability-orientedimentality) ig:;;perceivable but in.other caeee it is
“not-explicitly manifestede ioy i Lo

......

(3) Eoonomlc Ratlonalltv ‘This section is concerned with the

qnestlon of Whether a’ simall’ entrepreneur is oriénted to deal with his
_bu51ness counterparts in terms of a rational and universalistic. ‘pattern
pof behaviour or in terms of the SpGlelC ‘nature ofihis relationships
W1th these people,' Three types bf" brganizing principles inibusiness
: relatlonshlps, namely ”gaam—chlhngwf( FuEE )i dffectivity,  Mseun
‘yuhng" ( f—*ﬁﬁ ) ~‘ored1t and the coneo1ous distinction of: particu=

larlstlc relatlonshlps and monetary affalrs, ‘are ‘to-be discussed below,

. The flrst organlzatlonal pr1n01p1e 1n terms of whlch the small
t_entrepreneurs are orlented 1n deallng w1th other persons 1n bu81ness
is an exp11c1t dlstlnotlon between monetary relatlonshlp and spec1al

types of personal or 8001al relatlonshlp. The Cantonese proverb

""monetary affalr is monetary affalr, acquiathtance is acquaintance

=Y Aid the" ‘Shanghainese Proverb: "personal - faviour
is personal favour,'clear reckonlng of account is necessary' ¢ A T 5 A
‘ “J J{ E]:ET/ Y may prdperly illustrate the ‘oehaviioural implica-
tlons‘of this pr1n01ple in business relatlonshlps. These Etwo proverbs
uare not merely quoted by the respondents, but in fact, they are the
social norms prevalllng in the contemporary Chinése society. It indi-
Vcates that there is a clear differentiation betwéen functionally -
:dlffused 5001al relatlons and the functlonally specific econemic
relatlons. “In the bu51ness realm, the relationship between a bus-
inessman and his patron 1S“functlonally specific, which covers oHly a
narrow and clearly deflned rangs of- ‘mutual rights and responslbllltles
'accordlng to “the’ agreement 'of the dealw As one of the respondents
‘clalmed a smart entrepreneur ‘Should at all times give prior and prompt
°con51deratlon to a’ deal on * economic térms; he' should not appedl to his

"spec1al" relatlonehlp “with the dther party in order” to make a deal.

S
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In otheér words,:to one small entreprepeur, . a;business relationship is.
a sphere onto itself and subjeet. ko-economic prineiples only.: The.
overWhelmingomajoritygofgthefamall»entrepreneurs“§tudie@,,irrespective
of their.ethnicity and factery. size, have recogniged the authenticity,'
and significance:of-such a principle-in.the business world. ;A res-

pondent even cites an example to illustrate the. principle: a;pernson

who owes hlS best frlends a oertaln amount, even only flve cents'i
should manage . to pay 1t back at the date due, _leils a recognlzed
rule that monetary affalrs should strlctly be kept clear';ll he meets
the debt hlS frlend may in turn spend the amount on a feast to enter—
tain hlm, yet 1t is another story. To these small entrepreneurs,.i
obllgatlon to %rlends 1s not unlmportant but in regards to monetary
and busvneqs affalrs one should be ratlonal. The exten31on of thls
clear, calculatlng mentallty to monetary affalrs flnds 1ts place 1n

the ratlonal manner of a bu51nessman in deallng w1th hlS patrons.

Not surprlslng, thls unlversallstlc ‘norm in busineds relatlonshlp

does sometlmes run cofinter to the" general so6ial hiérms chiracterized’

Ly ethlcal partlcularlsm. =

“‘EJ ) - credlt or

He seoond pr1n01ple 1s ”seun yuhng" (
trust-worthlness, Wthh 1nd10ates the profound w1lllngness and
capablllty of one to keep hlS promlses and to fulfll all his res-

pon51bllltves 1n 2 bu51ness deallng., The cla551oal Ghlnese proverbs

"promis HAOL a, gentleman are worth a thousand ounces of gold” (j'hﬁ Jf

1ndlcates the flrmness of the Worde'promlsed) are. the typlcal saylnge
which 51gnlfy the nece551ty of one s trustworthlness.‘ Probably, the
concept of ”seun yuhng” as an organlzatlonal prlnolnle in buelness )
transactlon is the most perva81ve 1nst1tutlon in, Chlnese bu51ness
worlda; As revealed by the respondents 1n the 1nterv1ew, a bu81nessman
of a commendable "Seun yuhng" 1s the one Who is always able to complete'u
the productlon orders at the date due, to issue payable chcoks,_to
guarantee the qualltles of oommodltles,uto meet hlS debts in tlme,‘
etc. ”Sean yuhng“ 1n a sense can be concelved as a scalar quantlt&

w

of one's moral and 5001al reputatlon, i.e. the degree to whlch others
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are willing to trust him; it is to be acquired by the actor himself

when his conduct 1s being crltloally examined by the other party. In

:other words, "seun yuhng" is a social thing " whitch 1nvolves the recip-

rocal pattern of 1nteractlon between two partles <" a businessman and
his patron, based on thelr adherence to bu51ness promises, This
pattern of 1nteract10n is establlshed gradually in an accunulative
fashion and it must per51st over a certain perlod of tlme s0 that a
stable set of soc1al expectatlons - the mutyal expeotatlon of "promlse—

keeplng" can admlttedly develop. A regular patron is the one whose

'"trustWOrthlness" and " rellablllty" has been con51dereé reputable

Land so his bu51ness contacts would like to make deals with him. "Tn

oontrast, a newcomer to a business connectlon 15 unllkely to establish

his Mseun yuhng" in the very beglnnlng° The other bus1nessmen would

"1try to deal Wlth him for a couple of tlmes 1n the flrst place, their

Mpurpose, other “than to galn proflt ln the deal also serves to'ekplore

the "sSeun yuhng - credltablllty” of the person 50 as to lay ground for

"determlnlng whether a more stable business relatlonshlp w1th ‘the person

i

“1s to be developed in the future. Once the person's credltabllluy is

certlfled He will be given a place in the bu51ness network of thése

crbusinessmen. .. Several respondents concede- that they would like to

investigate thoroughly the background-and condtict of a new business
contact before making deals with him. ‘Diring the period wher~their

"investigation" is underteken, they usually require the business

eontacts to put déwn everything in the deal in black and white and

H“r”to a formal and contractual onee

to have .the credit letters from the bank.as a guarantee 'of the.payment

~of dated orders. These respondents - claim that in opening & Pusiness

conrection, eVerything should follow a:formal procedurey as the
creditability of the other party has yet to be explored and' tested,
The authors,have_an impression that the "seun yuhné“ of a businessman
is more likely to be conflrmed by others, provided that the _person

a;waye:undertakes h1s deallngs w1th the support of wrltten documents

'instead.of”verbal notlflcatlons. cdnoa way,. the small 1ndustr1al units
,in,Kwuanong have w1tnessed a tendency in whlch the ba81s of bu81ness

,transactlon has gradually changed from an 1nforma1 and verbal fashlon
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.. The majexity of. the. small entrepreneursnincluded in -this study
(86.7%) recognize:the dimportance of. !'seun yuhng' fo.a businessman., As
“they noted, -a good "seun yuhng" does notiby.;$§el£‘leadftoja business
- success, but it is definitely- a crucial.factor in-the formation of
solid business relationships.. Since most of .the smallgigdus;rialﬁi
undertakings.are particularly semsitive to 1033%?gompe§§tgon4an@:market
instability, a firm and reliable network of business commection is of
vital importance to their perpetuation; the. !'seun yuhng'" of a factory
runner is especially. important in maintaining such.a stable connection.
As noted Dby the respondents,.the small entrepreneurs in:general are
inclined to;submit their conduet to.this principle so. that they can
“acquire.a good: reputation and in due course a more s0lid standing of
 their. firms.in. the business realm can be. secured. .In this sensey; their
-emphasis on the.maintenance of "seun yuhng' is based on their fear:of
potential loss in;business;.as a respondent noted: "We havefagqegreement
with our patrens. If.we break-the agreement, our ﬂseun,yuhngﬂe%ill be

.. spoiled and thereupon nobody will continue to make-deals with us'.

SL0 RS nbted by A respondent, in some particular industries, the
Msoun yuhhg - credit!t of practitioners is particularly bad. Theé
plastic industry ‘is an outstanding example; Wwithin this trade some
small entrepreheurs aré less concerned with the:establishment of a
good "seun yuhng™ than the immediate profits. Violation of ‘transaction
agreement is mot HnCommon. As révénled by the respondeiits, -severe
competition and instable marketing trends are the two major factors
“Which underlie’ the 1ntr1n51oally contlngent nature of the’ plastlc v

1ndustry¢

”Seun yuhng” 1nd10ates one's morul reputatlon in’ bu51ness ;
transactlonn One s profound and reputable ”seun yuhng” 1n bu51ness
transactlon may probably, 1f not neoessarlly, furnlsh a ba51s for _

partlcularlstlo behav1our. AS revealed by a small entrepreneur 1n

the 1 terv1ew, a bu51nessman who is known for hls good "seun yuhng"

is always glven favorable terms or prlorltles in transactlon bj

PR . A

. businesé contaotsa In thls llght, a person s "seun yuhng" may furnlsh

) hlmself Wﬂth a peCLal standinw in a bu51ness ;

issue will be discussed in detalls 1n the follow1ng sectlon.“r
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.The third organizational .principle of the;small entrepreneurs

o Es f‘chezs_natiqnali;z:ati;on, of Mgaam ohdhng' (. ELIE ) - affectiyity. or

Mehihng- mikn" (. 1 [l ) - giving.'face", in business relationships.
Gaap chihng in its general meaning indicates the experience and.
expression .of amicable emotion between two persons tfh?‘liqu.i&h their
special relationship (friendship or kinship. ties) which, may call upon
:bheir reciprocal aid to behave properly to one another in a cortain..
course of ;action., Y'Chihng mihn':.specifically mepns one!s considerate
and humane feeling.or concern.for a -particular persop. "Gaam chihng!
‘and, l'chihng: mihn! have: been identified by many -scholazg as the basic
organizational; principles .of inter-personal relationship in traditional
Chinese society (M, Fried, 1953),- These two atfribytes;are essentially
social products:s to be acquired or reckoned.in .the segial .enyironment;
to acciertain exbent, :they serve as particularisticistandards whigch
exert crucial.inf Tuenge to.the behaviour of the.social actors.: It.is
in.this 1ight, ithat Ghe .authors.advance a hypothesis -to :discern the
significange rof. this principle 'as manifested by -the -small entrepreneurs
in- Kwun . Tong. .
A Chinese proverb says, it home on’s " dépends On ‘His parents, -
away. from home., ong gppeals to his friepnd s ( 75:2:: ;,__/C“EE 7 Hjé“{%“—:ﬁ)jﬁ )s

This timely sayimg signifies the importance -of Mkaau' (:FL ) ~ o,

confide in on te rely.om some intimate ;acquaintange as-.a.source of.ald
to.premote the mell-being . (either: of economic, orpsecio-political status,
setee) of coneselifi in, the society. "Gagm .chihng'-or lohihng mihn' is a
significant hagis und erlying that.source of ;_I_;j%};‘i.,;al;l&;?:s? sobhe geciprocal:
impgsition of fgaam chihng'.or Uehihng mibn" characterizes the paptic
cukaristic nature of soctal relati Onslﬂ traditional-Chinese: jgociety
According. to.Jehn Megdland, one of the.essential elements in :traditional
ofizthe -Chingse gociety ds to a certain extentisecured by.a meintenance
of-.the balance :and cyelic.reciproeity of '"response' eamong its members.
Indoad, s Yang Lien-sheng (1957) pointed out, the qongept of /pao .
( ::"LF& )= response.has served :as-a b gsis for. social “relations im. .
traditienal .China.: :!Gaam chihng! ds a soeial product; .its manifesta-
tion at:the behavioural.level is-associated with the spractice of ''pao'

- the reciprocal; impesitian. of.personal-favour. Only -with. such linkage
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can the' sosial ‘Attribite ‘gaam chihrng" last between twd actors, However,
the baléncé;éﬁéjﬁﬁé:éyélic-recipréci%f'éff"pab"; or fﬁ;gthér’Wofaég thé
concrets finctioning ¢f tgasd ¢fimmgh, can only Be found fléurishing in’
a traditibﬁal‘éﬁdiékABle‘SOCieﬁyﬁiéfﬁhiéﬁ ofie's socidl Mmilieu i ‘physi~’
cally and 5001ally 11m1teﬂ ‘arid ‘one's relatlonshlp W1th ‘othets “is uSually*
1nten81ve, stable and predlctable. “In contrast, iHa develoﬁlng indusad
trial communlty as- Kwin' Tong, ‘the ‘maintenance of such balancé and’ cyollc
reolproolty ‘can ‘no longer serve- the‘ctuoial- ‘wechanism in social rela~
tlonshlp, espec1ally in the partlcular realm of Business.s ‘In a fast’
developlng 1ndustr1al communlty, économic’ activities aré undertaken- Y

a 8001etal s¢ale, -One has to 'make deals with unkiowr- people £5° whom ‘Hé
needs not vender any favour beyond fhe terms' of the transactiony *In -
thisscdufsé:”gaam'5ﬁihng“'iéfn0‘loﬁéef a morally reputable quality “in
itself serving as thé- Bricial and primary basis in social rélations;
instead it becomes a'soit of Secondary or additional élémént that is
subject to ratitnal manipulation in busidess relationship. ' In ofher -
words, "gaam chihng"’sr Nehihng ‘milin® is no longeriiiphefd as an
intrinsic value as such, Instead, it has been "used" to serve Sther

rationatigoals in an instrumental sense.

Some small'éntrepreneurs“(MO;é%) note that' Mgasm’chihng! has

occasionally“impoéea pééiéivé“inflﬁéﬁcémfo the promdtion of“bne's

bu51ness, however, “they- Spelelcally caution that “gaam ehihng" gan’
by’ 'no means be oon81defed as a- rellable factor in bu81néss promo%lon,
businest transaction whfle 'in one or two very special Scchsions 1t may-
do so. As they CIaim,”in the buBineSS'WOrld;'the"establishment of
“gaam’ chibng' between two formePly unacquainted businesds parties’does”
rarely, if ever; take precedence dver the establishmént of mutually’
recoénizéd "seuﬁ'yuhné“’i'cré&itnof%thé~tWo;“ Théy‘fur{hérTnotéithaf
in thé Pusifiess world of ‘Hong Kong,.'"gaam chihng" of the 'two business
partisgd can mérely be sééﬁred&uﬁbn'theffécipfbcél'Beériné*df*faﬁduf—:
able "selin ‘yuhng™{ “The spoiling of” "seun yuhng" certainly efitails
the annihilation 6 Vgham chihng, *Providing that the ''sefn yiihfig"
of both parties if'aibiBindss rélationship persists over'd period ‘of
time, “the “gaam?éﬁiﬁng”“betﬁéén“%ﬁéiﬁwb”mayidévéIOpi=iﬁ“&ﬁe*cauféé

ei bt Par by “tiay ténd -t offer somelfavdrable terms bf businéss £or:
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his obgectlves+ or may- rer@ka;prwor oonsideratlon to his entrusted

contact in maklng & -d8sl. IH THiE- lights) Hgaam™ thhng" is functional
to business promotion as a particularistic standard in an economic
relationship; yet its function 1s nevertheless subject to more
universélistiq;qgigmpersosglkﬁﬁanderd QﬁTHsegnAyuhngﬂ;»iBelng,based>
on a rational consideratien of~”seun.yuhng”, the'socia;,at}iibgtsiof

"gaam chihng! may find its place in._a . business relafionships.

A& respondent noted thHat his 'gaam chihng" with the' raw material

supplier is dmportant in some occasions: when the raw material is in

oversupplgz and the supplier. is eager.to. Seek;-_fOIQ.,.LQ_,K outlet, the
person Wlll teke more goods than regular order from the suppller, in
return the supplier will_render. the.person. w1th~speplel~§upply of raw
material in time of scarcity. It seems that the w1lllnglness of these
entrepreneurs to make such adjustments or mutual aids w1th their bus-
iness countérparts'depeﬁds‘On'the QUEL ¥ of et Felationships Pro-
viding the relationship is coloured with "gaam chihng!, such particular-

‘*1St10 behsavour'f's ‘more llkely “to be practiseds
1.

Some-ether small entrepreneurs (60 OV) render the pr1n01ple of

s Gerdd o :

"gaam chlhng” to be an absolutely futlle one in bu51ness relatlonshlp.
Fodiadde alfdd s oo

N ¥s ’--\—

They reason that self—lnterest is of utmost prlorlty 1n any oom er01al

,,,,,

or guara tee'ln a bu51ness transactlon.A It seems that these small‘

T

RN .'_.'J

:entiepfeneurs have ratlonallzed* themselves sgalnst taklng ”gaam chlhng"
: RPN A
as a crucxal concern in handllng bu51ness relatlonshlps.'”
These two different views - ong posits ”gaam chihng! to be a .

functional .element in a bu51ness‘relat1®nsh1p ‘based on the rathnal

.....

.asa@ﬁl%F?@:QQW%@% ethnlqalwstatys Qi ﬁmal% entseﬁreneurﬁjf

*  The word, "ratlonallze" means, that one's actlon is totally dlctated
by the 1og1c of e1f1c1ency and’ economy, while other socio~-cultural
factors (M"gaam chihng" in this case) are not taken into-account; -
The word.carries no negative sense. - Doy :



Table 26 : Views on ''gaam chihng!" ( JEid I ) as a
Sunctional: Element in -Business. Relation.
by Ethn1c1tv of the Entrepreneurs of
TSmall Factorles in Kwun *Tong, 19745

Views Pos{tive'" -Negatiﬁe7’ Total
Ethnioity ™' B S % | %N
. Shanghainese 14,3 .| 85.7 |- 100.0. . (7)
Cantorese | 62.5 0 4 37,5 |1 100507 A8
| iFotal k0,0 [T 6040 | 100505 (15)
x2 - 3 621 P\,l)

Source: : ‘Interviews gonducted, by the authors, 19741

A Mpositive' view on.''gaam chihng" indicates :that  the aftribute

can only be functlonal 1n some ocoa51ons whlle ”seun yuhng” is main-

.talned FA‘"negatlve” v1ew on.”gaam chlhng" 1ndlcates that under any

ttrlbute 1s subgect to ratl'.allzatlon," From data

e Fe

01rcumstances th1

- e

13“Table 26 1t 1s obv1ous that most of the Shanghalnese (85 7@)’»
despise the functlon of ”gaam chlhng” in the bu81ness relatlonshlp
_whiie most of the Cantonese (62 57) recognlze the p0551b1e funotlonlng
of this element To date, the Shangnalnese entrepfeneurs.are on the
average obsessed by a risk- taklng mentallty in undeftaklné their bus-
iness and in “dile course they ate flore concerned with the' séizure and
exploratlon of opportﬂnlty,f To them, ”gaam chlhﬁg”’becomes a Sortiof
irrétieﬁélkelement”ihmﬁﬁsineSS“relationShip. ‘A8 ‘ndted by  a ‘Shanghainese
shtfepreheur, a buSinessman can tot take too maflf Upersonal" factors
into account as Hé strives’ to expand his businéss, otherwise his career
will be seriously hindered. It is thus conceivable that the risk-taking

approach of the Shanghainese entrepreneurs corresponﬂs TSTEREY T T

flatlonallzatlon of ﬁgaam chlhng” In contrast the Cantonese entre—

in business would rather malnta1n~a'stable bu51ﬂeseeconnectlon for
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their, small undertaking so as to promote.theif cenCefne:in.aﬁgtepfby—

step. fashion.. . Thus the Cantonese.entrepreneurs, unlike theiriShanghaif,
nese counterpart, view that '"gaam chihng', as associated with "seun A
yuhng", may be functional on some oocasions. From this simple analysis,
it is conceivable that the: dlfieren% v1ews on. Mgaahn chlhng" dheld by the

11111

styles in business nngertaklng.
However, it -should be Hoted that "gaam chihng' is still

considered an important element by some of ‘the small entreprerreirs in

the cowrse of their internal managenent practices (vis-z-t¥is external - i
business reiatiénship?“*‘The”inforhal and stable social “setting of the i
small -factdry premlses may “Feavé room for the funmctioning of "gaam -

chlhng" ThlS pblnu will be ‘discussed in Chapter V..

e ERON ':;*('_-:: DOiie T

) From the dlscuselon on the three organlzatlonal pr1n01plesu
. § Teuphied 1= .

held by the small entrepreneurs to handle thelr bu51ness,‘1t 15‘"

i s }
reallzed that small entrepreneurs 1n the samp1ed factorles i Kwun

iy . .

Tong on. the average have 2 ratlonal and unlversallst

' orlentatlon to”

e

1nteract w1th ﬁhelr bu51ness obgects. The most promlnenﬁ feature o

ehav1our 1s an economlc ratlona11£y

embedded 1n thls pattern of

I ole S [P S . SRRt
which subgects bhe proceedlng of a bu51ness transaction to mdr

3

unlversallstlc standards and sheers the proceedlng w1t ”a loglc of ©

economy and efflclency. ' The ec nomlc relatlon has been consolously

separated from the general soc1a1 relatlon. The 5001olog10a1 1mpllca—

tion' 6F “EntE” edon biid’s - ratldnallty ‘dAn be- summarizéd in: Hwas p01nts.

(l) TAYE bu81ness relatlonshlp,‘terms of transaetiod«t¥e: clearly

perforiiancé and thé sblervante of business dgreements: in ‘an®éconemic .
relationship to & THrgd’ ektent supérseds the personal qualitics 6f

the actors. A busihbss-conbdact is évaluatéd by-His- economic’ éapacity, -
rather than by an appeal %o his'socfal  positisn of'any fspecial’quality.
In this light, universalistic standards become essential elements in
the business relationships. (2) Particularistic standafdﬁ”g%ifi;ﬁave”:
some roles in a business relationship; hoWevef;ﬁhei%ifdﬁction8~to a

‘iafée”ektentfare“cehditionedfby*the universalistic®standard: . Indeedy"
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particularistic elements, such as '"gaam chlhng” or “chihng mihn' is
ng 1onger V1ewed s “an YeridvoR an Antfinsic value 4’ T heeld; ﬁatherg
'Itjhas*beeﬁ*ﬂused”~to'Serve:some”eeenomlc.purpose~in wh instrumental
sengei - '

(C) - The Fntrepreneur's.Family And His Factory .

It is interesting to'nébe that only three cases. of the.lsmall "
factories under scrutiny are family concérns in which the family -
members of the :small : entrepreneurs do.participate in the ~operations
of the factories. Most of the small entrepreneurs. (80 Q/) would
rather leave thelr spouses.fo .take care, ofvtha4hausehold affalpgi,
they do commonly separate family affairs .from faotary affalrs.ﬁpyci’ﬁ
Furthermore, these :small entrepreneur are 1nc11ned .not. to encQurage .

their children to enter his: "hohng" (A7 ). - It Deems that ‘the small

entrepreneurs on the average do not antlclpate a succe851on of their

o

business to thelr chlldren‘ instead some ‘1ndlcate that it

-

could be alrlght for thelr senlor staff to take over thelr managerlal‘

roles when they retlre. In bhlS llght the entrepreneurs have set a

clear—cut dlstlnctlon between bu81ness and famlly. One of the exoep—“

tlonal cases 1s a small conoern run by a Chlu-chow entrepreneur.' As

sk SN '3 TRt

this entrepreneur noted the Chlu«chow entrepreneurs are 1ncllnea to

1nvolve thelr famlly members 1nto the operatlons of thelr conoerns,
i,

they conCelve that the praotlce of 'a whole fam1ly worklng together

i

on a busmness' 15 somethlng to be cherlshed.

In general, .the. small 1ndustr1al entrepreneurs on the. average.
tend to:bellevewthat;aﬁfunctloﬂaIAdlffereqtlatlon beﬁweem;the fam;lyie
institution and. the economlc 1nstltutlon 1s more.. de51rable, and :
indeed,. this .seems;fo.be, 2 prevalent pattern.. This. flndlng leads
the authors-ta. doubt the enplrlcal valldltyﬂof the saylng whlch
aocounts ‘the Chinese; 1ndustr1al -units, especlally the small ones, .

.as z.sort of famlllstlc organization. (Chau, 1971)

(D) Work Ethlc'

Hardnwark is generally accepted. by .most of .the small entre«,:q

preneurs (80.0%), to be.an essential guality of a.syccessful businessman.
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Some of the entrepreneurs suggest a special term "strive to accomplish*"
( %%ﬁ%% bok soah) to describe the industrious spirit of the small
entrepreneurs. In the boom season, an entrepreneur has to work hard

to enlarge the scope of his buainessi Hn. the slack -tiiie an entre-
preneur has to work even harder so as . to-. %alntaln his business.

Several entrepreneurs in the 1nté;;;;;4é;;n stress that working is a
pleasure-seeking process; for it ds the most meaningful way to spend
one's ,time. At this junctuxe, it is interesting to.note that almost
every: Chiu-chow entrepreneur emphasizes hard-work as the most important
element in. the work ethic of a bgéine§§ggnf As they noted, hard-work

is a virtue in itselfs liming,inﬁ%@;ggess.adds.no,meaning to one'ls life,

Caution and alertness areotler cricial qualities of an:emtre«
prenaur's work etfic. According ts the views of Wost of the smald
entreprencurs (66.7%), a smart bdsifésshan should prepare Himself to
detect the meaning of a situatiod in (érFder that.fortheoming impedis
ments can properly be avoided ofgiven prompt remedy. This qualitby is
considered especially important fo ad“ownér of .a-small’ industriel iunit.
In addition, according to the reSpondentj sn efitfepreneur should always
be adaptable to the changing envirénmént; he should be apt to alter his
practices to meet precarious situations. In order to face difficulties,
an entrepreneur should never stick to obsolete methods in running his
firm}'rathér, h@~Shouiafbevreaayﬂfér?éhangé.

With the small entreprenégrs ola551f1ed according to their
ethnicity,. each ethnic group seens“to s%ress a particular quality of
work ethnic. While in general ali“the small entrepreneurs do not-negate
the importance of the hard-work splrlt to a businessman, the Chiu-chow
are especially inclined to cherish such éiquality. The Chiu-chow
regard hardiwork ‘as & means of Selfigratification. - The Cantonese
entrepreneurs also recognize the importance &f a hard-work spirik,
however they place an emphasis® on the quality of caiptiehtmindedness,
The Shanghéinese:énﬁrepreneurs are more-concerked with the adaptability
of a businessj to them an immediate response to the changing circum-

stances always' gives one more chance to succeed.

* Three of the small entrepreneurs have mentioned that connotation
of the term, while one of them uses such term to indicate the
"gambling and combat!" mentality of the Shanghainese businessmen,
the other two use the term to indicate simply the 'combat™ spirit
in general.



“CHapter < IV.T

Profilepof.Small,Entrepreneurs :

“(IIY Management Styles afnid Practices.

‘This chaptér i& concerned with the management. practices of
the entrepreneurs in- the shall industrial undertakings of Kwun'Tong.
:?The:ménagement practices refer to the ways an entrepreneur administers
‘his small concern 1t will be discussed under four sections: the.

incentive system; the pattern of aithority relatibdrs; the role of the

- -entrepreneur in the plant. and the employment crlterla adoptea by the

entrepreneur.:. An incentive system is referred to. as.a set. of methods
~taken to promote work: morale and te stablllze the valuable labour

- force:in.an,establishment. . Authority. relatlons ;nd;cafe,.ln partl—
-cular, the owner-worker relationship in the organlzatlpnal conﬁgxi.
The role of an entrepreneur is co-extensive with his functions 1n the
- factory. - Employment criteria refer to .the. principles taken by the

- entrepreneur. as, the standards of recruiting manpower.

' V(A)a Incentlve System

The incentive system of. small 1ndustr1al undertaklngs 1n Kwun
Tong comprlses malnly two parts, the reward scheme and cértaln
mechanlsms of ”managerlal 1ndulvenoe" The former encompasses a
“‘monetary rewayd scheme of remular pay packets and avallable s inge
'”beneflts Whlle the latter 1ndlcqtes a relax1ng of managerlal res~

tralnts on the faotory employees.i

- -As noted by:some small entrepreneurs (ZO O/), the workers in
the; small factories-are .on average olfered a. less favourable amount
of ;regular pay. than 1n ‘the. large factorles. Yet the WOrkers 1n the
-small factories are-.commoply given a. con51derable amount of frlnge
benefitg in addition to the regular payment they recelve and 50,
their total income:can.be higher than that of. thelr COunterparts 1n
the large factories. In this light, fringe benefits constltute a

very important item in the income of those workersin- small-faectories,
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kAs one of the respondent notes, the worklng condltlon' of the large
vfactorles is better than that of the small concerns, _the plants of
‘the large concerns are more tldy and are often alr-condltloned, the
workers are prov1ded w1th more comfortable worklng places and given
vunlfcrmgo The small 1ndustr1al unlts are 1nadequate 1n the prov151on
‘of such fa lltles. Henoe, the .owners of the snall factorles tend to

:conpensate ch“poor worklng condltlon by prov1dlng a relatlvely higher

,reward scale and a more flex1ble worklng env1ronment,

The~fr1nge benefits include extra payments ( | ffi «hah laahn)},
meal allowance, bonus and double pay available at therend of :a lunar
caleéndar. = In approximately half of the small undertakings (46.7%), the
- workers.aredoffered double pay.or a share afibonus.at the emd of a
lunar calendar. However, according to ourrkndéwledgej such .a.practice
ies = both of .the small end

LA

of the large (w1th more. than 50 employl

,,,,,

:s) categorles.h The additional
payment oﬁ a, bonus is a rataer gompgon 2 and unlverFally accepted feature

-in, the reward system of 1ndustrlal comm?rclal undertaklngs 1n Hong Konge. -

“Ennbwo maxi-smallk.factories inithid.étudy, the owners-iemploy a
ispedidlzibem «ih -thelr. rewarding schemeginamély a prizeé far the diligent
worker ( %) T 2% kamm gung jeung). The methediis ‘that if a worker
has been punctual 1n attendance throughout 2 certaln perlod (say, two

Weeks or_a., month) .an extra amount of payment usually equ%valent to

a dax s,wagefL w1ll ‘be added to hls pay. Eor those Workers whose

attendanf= is ooneldered Satlsfaotory, } e.ftaklng no casual leave

RN

ﬁfthrougho a month thls reWard ltem also applles to them.r The records

N
,-x

eof attenea_:e cof 1nd1v1dual workers .are kegt by a, mechanlcal deV1ce°

.ﬁthe workexs used to dlspose thelr!"work cards' in a machlne at thelr

arrlval Qreny mornlng. The records stored in the. deVlCe are, SubJer

to rev1ew By.a foreman S0 as to 1dent1fy the. dlllgent workers. The
arrangemc t. of such a check-ln system to record the wcrkers‘ attendance
blndlcates.”one degree of formallty of. managerlal agparatus 1n these

organlzat:oLe, .However, thls klnd of practlce 1s less commonly adopted

in the mld-~.0ﬂ mln1~snalltfactor1es.ow

‘Another method-of reward is found in.the small.factories in
which the daily pay packet of the workers is calculated on a piece=-

work basis. 1In two of the factories, one of a mini-small size while
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the other of a mldl;émall 51ze, ‘the’ owaers set up a mlnlmum requlrement
of quantlty of eroduct for each Worker to oomplete dally. Meetlng the
requlrement, a worker 1e glven regular ‘pay O Egigﬁ dal ean) the
exoe551ve quantlty of product che worker has completed in a day i
calculated w1th a hlgher ecale of payment 1n Addition to the regularj
payef The system is named a prlze for the plece—worker ( fr*:E ﬁﬁ'gihn
Tgung Jeung) It is noted thau thls system is operated with much
flexibility. For 1nsﬁance? a few worker may not be able to meet the

. minimud requirement; yet the owner ususlly lcoks over:thése meagre
differencés and paysithe worker according.to the.proper scale.of the-
- Pegulay packet. . The:system is usually operatéd. on~the:basis .ol judge-
ment and ¢alculation by the owner himself or.by other high~ranking

peérsons An the plants. . -~

 The second dlmen51on of the incentive system 1n “the small

' lndustrlal concern 15 the phenomenon of managerlal 1adulgence. l

Managerlal 1ndulgence is referred to as the owner s %olerance of some

:'workere‘ deeds in’ the factory which 1mpllcltly ‘or expllc1ﬁly lle:
beyond the "official' line of belaviour of that organization. From

© the.findikgs.o6f this study, several instances of mandgerial indulgence

are'peroeirableyf

(lj Most ffj£hé emall'ehtrepreﬂeursﬂ(Gg 7%)Jiﬂ61ﬁ%Ed/fh.thi§
study had the practloe of lendlng money to those workers ‘who suffered
urgent flnanclai dlfflcultlee.' Usually, the small’ entrepreneurs only
lend the money asfa form of advanoed payment to those whom they Krow

well - often’ the permanent workers ( £ T cheuhné gung) Newcomers

and temporary workers are rarely glven conSIderatlon. “T6 thede entre—~

preneurs, requests for borrow1ng money ‘are not dlsgraoeful at all
prov1ded that the requestere are really in flnan01al need The guners
malntaln that 1t is A “yahn chlhng” ( )&’” ) ~ himan feellng for
“thénm to relleve those workers who are in dlfflcultles. As one entre—
preneur states, in a factory run by an allen boss, the owner never
lende money to the Workers, but as he hlmself is a Ohlnese, He can
hardly follow such impersonal practlce as to dleregard “the ”yahn

chiling".  However; these snall entrépreneurs seldom.loosen their purse
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strlng for those workers who 1ndulge in gamblln they do not feel that

IR S O [ 0
they are obllged to show the ”yahn chlhng” to gambler . Some entre—
12l i SEUIGN SV e Lrp o
preneurs requlre thelr workers to clear part of the ebts by draw1ng
o 0 SYtEl ‘

an amount from thelr salary at the pay day. Some other entrepreneurs

clalm that they lend the money from their own pockets and so they
'expeot the borrowers to pay it back whenever they are free from the

financial problem° these‘small entrepreneurs do show a klnd of ”personal

RV

'touch” 1n rhevpractlce. ThlS sort of personallsm seems to be strate~

. i 5
are the skllful veterans.' It 1s noted that the Cantonese entrepreneurs

S0y VR it b
are more 1ncllned to follow thls practlcegl
sif ” Lot Egs s

(2) . More than half, of the jentrepreneurs (66.7%) claim that the
gennineﬁattractren,oigsmellyﬁactorles'to.@ne workers, vis-a-vis that of
thedarger ones. . kdes An the fact that it provides a, «pelaxing .and noen-
Tigid woyking.emvrirennents -Entrepreneurs; of .these small factories. .
woul.d: toleratejsmo;lng ¢lgarettes in.theix jplants, . Lt lsrnot%ced that

jon. thewalls of jthese factory premises rihers :arg 'No.Smojing! signsg
painted everywhere; this indicates that according to Govermment Ordin-

anoe,'smoklng is not allowed in_ _these premlses.ﬁ However, most of the

X AT NI I RF SO W LI 0 "\“lLC‘Y'Si"'- Jino ool ba
small entrepreneurs pelleve that lt is unnecessary to prohlblt their
0. gl — Mgl Eoln oo RN dos Hlooe s wwadd Feakd o ad g
Workers from smoklng on the premlses, as they understand that their
Colie gl - B T I I S i A N T R IR B FE N N S oy Lo
workens are in general con51derate persons and they would smoke
BRSO S RIS S Ol RSCIIRVI O A SR I O R M I e omn

They even belleve that

S W | .l,,f"! B
ule is unreasonable,

o e\s ouldAnot expeot the

I R N A S CLgmw cemn R Ay o R fieng itd nfrio
- t PR
work rs to comply W1th 1t, The authorlty of the small entrepreneurs
Q .;.. G i 1 f‘)i(‘ .’:,' :.7.' I RS T iy LI li__. LS VNIM e VJ
is based on ”reasonable orders“ rather than "formallstlc rules”
ERar YA owme s EdDd oEE i e i eupe e

‘-;‘(73» Some entrepreneurs, (3343%).. allow,,thelr workers Lo sbury -
on.:the nadig during the production process. - Im, these small .congerns,
occasional ehaty and conversations anong the workers. are to.a.large ..
extent all.

ped;. squetimes even the owner:himself would. join in.. .While
in-.a less busy production .seagon, some entrepreneurs would permit .
their workers ﬁo take short breaks for relaxatﬁon during the working
honrs, the workers are adv1sed to take breaks on a shlftlng ba51s '
(two or three take 1t for a whlle and then back to work, other workers
take a break 1n turn) ‘ It 1s noted that the Cantonese entrepreneurs
are on average more w1lllng to allow their workers to take such forms

of casual relaxation.
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(lt) In the magorlty of small factories under 1nvest1gatlon
(66. 7/), ‘the owners are accustomed to entertain their workers with
feasts on some promlnent festlvals throughout a lunar calendar such
as the Dragon Boat Festlval the Moon Festlval the Wlnter Solstlce,
the BEve of Chinese New Year and the flrst day of work in a years Some
entrepreneurs Would occa51onally pay e meal allowanoe to their WOrkers”
1n place of offering them meals. Whatever forms of seasonal greetings
the entrepreneurs adopt in thelr small concerns, thelr purpose is to
keep a warm atmosphere in thelr premlses throughout these dayse In a
substantlal portion of 1nvest13ated small 1ndustr1al unlts (46¢7 ),
the ownersfollow the tradltlonal Cantonese custom of ”JOuh ngah" ( ﬁﬁ
F )‘-:offering“ﬁeels to “the ‘employees on the- second and sixbeenth
of & lunar mooch. Thése entreprenmeurs who maintain the’ tradition of
Mfestival feasts“”ere'mostlyicantonese{“only one Shanghainese entrew
preneur claims that he ‘has been following suck practicies, The entre-
preneurs' adherence to this" '"Gustom" is based on their recognition
that "as a Chinese; he ig obliged %o do so'; dnd, after all, the meals’
cost so little. T e e
(5) A signifioant portior of sméll entrepreneurs’(40 0%) A
state that they would reckon thelr "yahn ohlhng“.é human affeotlon to
those employees Who experlenoe certaln Joyful events ( t@%{%@ hei Slh)
such as betrothal, birth of ohlldren, or who experlence funeral events »
( 3% 33 song slh). These entrepreneurs usually express their compli-
ments in monetary terms.t Furthermore, they would allow thelr employees

to take leaves in order to take part>in suen events. These small -
entrepreneurs olalm that 1t is a Chlnese>conventlon to glve l'faee” “to
the othérs who' are in these events, and'lt is even a courtesy to
respond to theman1tatlone~of'the~emplbyees; ‘To some extent, these
small entreprehetrs do pay attention to "personal'™ affairs of their
workers. -However, it is not that all ‘the small entrepreneurS‘WOuld :
consider their concern with these events ds 1mportant or- necessarya
(6) Some small entrepreneurs (20. O/) state that they would M
have lunch and tea with thelr workers after the worklng hours, These
small entrepreneurs claim that it does not matter tolhang arouno with

their workers. As they noted; over a cup of teavwithlworkers, they



will be more familiar with the workers; and it is a rewarding exper-

ience that the -owner.and workers.are sharing . a sense. of cohesiveness

in certain relaxed occasionsa.

T

Not.a small; portion of small entre-
preneurs (26.7%) have -organized certain out-door activities with their
workers; items of these aggivities range.from hiking .to sports., It
is interpesting-te note that.these small.entrepreneuns who play .acbive
part in erganizing.regreatignal.functions are mostly .Can%onese -ox,

rGhiu-chowy .- -

UFrom the ‘abot8ifadtiial dfscription, it is conceivable that
“the “incentive system 8% Thé small’ factories is charactérized by a
"Mpersonal ‘‘touchM as a pufpdsive feans in addition to reward schéme to
promote work morale in -théiplaiifs. ‘The existence of“such "managerial
indulgence" is found more pronounded’in Wini-small and midi-smalkl
factories, especially in:thasg.with Qantqnese ownerss Furthermore,
it is.alse notgd;that:-a cruciak. feature embedded in .this.'managerial
Aindulgencg'shaythe entrepreneurs!.desire to establish .'gaam chihng"
between themselves.and.their workers. -These two points will be
- elaboratud.in the following segtion which deals.with the authority

relatiqnihetween. the entrepreneurs and their.employees.

B R+ 2 F THNNNE SN PV
(B) Authority Relation
’ i P A PR E . .
iThe apthopity relation refersspantégul%féxakﬁ the .owner=-worker
relgtionship in the . organizational context. ;The basie orkentatign of
theiismall, entrepreneurs toward such-relations.can ibe distingpished by
two patberns; (the economic-rational . type rand; the tpaditienal, human-

srelationtype.

-

“io il igénerdl, -the econdmiciratitnal ‘Snallientrepréneuts would
wdeckon thels Félatitnship with the worksrs t6°B8 & purély monetary
aé§d6{éffgn“6fﬁwﬂféﬁ?fﬁé véalization of mutual®écondmic interest is
the only important prifcipie,” Asrevealed by interview findings, an
economic~rational small entrepreneur conceives his relationship with
the workers from a disciplinarian viewpoint. The following points

Ssummarize the  characteristics of this type.
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1) The economlcnratloqal small entrepreneurs regard ‘the
owner-worker relatlonshlp as a spe01flcally eéonomic oné in’ Which
the workers are related to their owmer in a give~and~take’fashion$
i.e. the ownér pays in exchange for the skills and®labour of his
tmployees. These economic rationsliminded entrepreneurs assume
that the employees' rationale in working at a factory rests on
their desire to acquire monetary rewirds. The recruitment of man-
power from the labour market and the stabilization of'vetefaﬁ workers
in one's plant, as:theserentrepreneur. perceive, are certainly governed
by this universally applicable rule. .They believe that the workers?
potential can onlyibe.developed torthe-maximum by imposing a favourable
- terms ¢f payment-te them on one. hand, and by having them subject to a

formal :body of . rules on the other,

(2) Being obsessed by an "economic man" assumption, an
ecbriomic=rational small entrepreneur views his workers primarily in
‘termg of their réle as a mechanical unit in the production process:
correspondingly, the entrepreneur also see the role of the workers
“in-a fundtionallyspecific sense; i.e. assessing and supervising the
performance of-workérs in terms of the imposed requifémenﬁg.f These
requlrements are set by the entrepreneur hlmself to be dlstrlbuted
among different roles defined in the productlon process,' In a conm=
crete sense; these“requlrements are concerned with the efficiency,
the precife control of ‘products and the conduct of ani” eniployee. An
economic=rational stall entrepreneur is mainly concerned with the
FUlfiTmeént of such 6Bjecti§exréQﬁiréﬁéﬁts§ the personal duality of
an employee is not the entrepreneur's focal concern. Té ‘these small
- entrepreneurs, their-employees..are-merely ocgupants of the roles in
-the production proeessy the employees do not:maintain any.particular
relationship with;the owners beyond. their:specific relesrelations |

. pre-arranged.-in ;the ‘objective work ,organization.:- .

- (3) As the“économic-rational small entieprendirs condeive
‘their subordinates as roles in the produd tion context, they adopt a
disciplinarian approach to the workers' fulfilment of requirements.,
According to the findings of the interview, an economic-rational

entrepreneur handles the authority relation in the following ways:



The rational small entrepreneurs places much emphasis on
vrules; :They.would,reeounb;yerpallyxeqme,;qlee‘G;fﬁ o] kwai heui),
even in:rudimentary forms,nto their subordinates and would require
the empldyees' strigt observance of these rules, - Fallure to- observe

the rules-will certaduky -elicit eriticism from.the owner.

SRS Piles requite thHe ‘workers toihave satisfactory attend-
‘ance, to be’ punctual, to béhdve themsélves at the ‘absencé of ‘adihinis-
etratlve personnel ‘to stigtain onéts’ 1ntegr1ty against theft of the
“factory propertles, ‘not “to leave the’ operatlonal process - without
'1nform1ng others; etci” A'Workeér Committing such' "deviant! ‘behaviour
“will Be reprlmanded in 6ﬁe“ﬁay-or75ﬁdther.f'In some ‘cases; -the
hratlonal entrepreneurs Wwill- dismiss’ the® wrong-doer “when - the person
has done a very'SerlouS“mlsdeed;”:As a'small*entfepreﬁeur*told”the
authorsy misbehaving .employee-should he-subject.to disciplinarian
.. supervision at the finst instance-ef misbehawiour; the.person may be
“.itolerated ifor his secend:ior third times if thg- misdeeds ape;not.too
woseriousjithubiat the-fourth wrong~doing, rhe .should.he-fired..

< T s iHotéd tHat' some’ disciplindFidnéntiepredeuss would

“unhest tant1y B1 Sne” 4 i sbehaving employde Wi th 5T dynidat-totie,
regardless of the person's feeling., These entrepreneurs-would"
néxpressiuthis - sternimanner even ip.theipresence .of:other personnel in
sthe factorieswriln ja.senserthey rareky:render any lfacel( R
chlhngxmxhn)xtonkhe pPersohstcAs these enirepreneprs.clalm, fhe .

wpersonakigualities ef,a;mishehaying.enployee bavesnothing.to.do.

ctwhatseeverwith misdeeds,he has committed. ;;Furthermere;.insofar

the majoruconcernxoﬁ;angowner~is<the employees.) proper perfqormance

,x

to any "personal relatlonshlp" between hlm and the workers.» In a

Way the dlSClg}i?ar}an small entrepreneu;%ﬁéévelﬁé;eéJte ratlonallze

.or neutfelige(the}rMeffect;ve relatlonshlp w1th thelr emp}oyees in

the authorify re;atéeﬁnifﬁence t"gaam chlhng" oz éffectlv1ty between
Hiaﬁ¥eﬁnef andtgle;e@bloyees,uls perce1Ved to be an optlonql and ’

ﬁndeﬁlrable element, bearlng very llttle relatlonshlp to the owner [

supervision on his workerse
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“he dlsclpllnarlan small entrepreneurs seldom prevent
themselves by any ‘déliberate means from being 1nVOlved in dlrect
confrontation w1th the’ mlsbehav1ng employees. They would exert
controls by "force" to require the correction of the wrong—d01ngs
in the plants. = As revealed by ‘thése small entrepreneurs, they
supervise their employees in a’tlear=tcut and nona-nonsense manners;,. -
they would require. the misbehaved: pebsons to account. frankly their:..
faults and they would nob mince thelr words in pointing-out directlys
the misdeeds. These small entrepreneurs concede, that, direct con~
frontation is the most effective! means to exposejiclarifyiand correct:
the misbehaviour. BEven though such -an approach may cause: friction:

between themselves:and'thefﬂisbehaving.employees.jw

The owner»worker 1nteractlons are undertaken in a rela~“
tively formal fashlon;” The workers call thelr employer "louh “baan'’
( Eik) - the boss or ‘sir ﬁilék sin saang).’ A dlSClpllnarlan
entrepreneur rarely participates in the informal gatherlng such as”
having. tea: or lunch! together with his employees; nor-Lis-helinberested
in organjzing recreational functions to entertain the organization

members. ... . Lo - ) ‘

It is 1nterest1ng to note that most of the economlc ~rationdd

small entrepreneurs aré of Shanghalnese orlgln, furthermore, slmost

all of them engage in max1—small factorles. However,'lt must be‘“ﬁ

desorlbed above remaine a rough approx1matlon of the role oharacter-

1stlcs of some “small’ Chlnese entrepreneurs in Kwun Tong. s

Another paLtern of malntalnlng the, authorlty relatlon, namely
the human~relatlon type, 1S strlklngly dlfferent from the type
mentioned beforee . To date, thls type of small entrepreneurs would
conceive the owner—worker relatlonshlp in the organlzatlonal oontext"
to be somethlng more than a monetary a58001atlon, the key feature
embedded in the relatlonshlp 1s the oon81deratlon of "gaam chlhng” -

affectivity or 'chihng mihn' - ”faoe"



(a) The small entrepreneurs with a human-relation orientation
may likewise visualize the owner-worker relationship to be of an
economic naturej yet, other than viewing the relatiénship in monefary
terxs,Athey also make allowance for another element to come into the
scene. The element is "gaam qhihngﬂ, In due course, an owner may

establish an affective rQIation with_his employees, especially with
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those who have been eﬂgaged_in the firm for a lengthly period. These

small'éntrepreneurs seem to believe that monetary reward can hardly
be reckoned ag a ‘decisive Tactor to warantee harmony in The owner-
worker association; instead, they believe that only a hartionious
‘social relationship can be effdctive in the *‘promotion of work morale.
These small entreprenmeurs obsessed by a human-relation orientation
tend to ¥iew their role as "social engineer™ aspiritg to establish
an - afféctive relatiomship in the Factory.

(b) The small entrepreneurs with the personal-touch orienta-
tion regard their employees as '"social men" who need also friendship
and a harmonious work setting in addition to economic reward, In
this lighf;:éﬂéwsﬁaiiaggpreppeneurs,see the workers as 'persons' in
the production process, not "roles'. And they tend to assess the
'péfformanoe of an employeé} primarily also in terms of persopal
qualities, not just in terms of the person's performance directly
related to the production. For instance, an emplovee's efficiency,
precision control of products and conduct are to be asaessed_together
with other gualities such as lis seniority, age, social manner and
past performanct. It 1is nwot thecase that the owner would always
tolerate wrong=doings, but that the owner Judges a worker's occasional
migdeeds dpgainst ‘the pérsonts personality.

(¢) Insofar these small entrepreneurs view their employees
as a whole person in the production context, they consciously or
unconéciously adopt a human-relation approach to dealing with the.

workers.,

- The small entrepreneurs identify the positive functions of
Vﬂgaam chihng! or "chihng mihn" in the owner-worker's authority
relationship, They basically believe that it is natural for a worker

to prefer a working place he knows well to an unfamiliar one, And
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'they assume that a worker would-stay long-in a -harmonious working
env1ronment when he enjoys friendly associEtion between himself and
,the owner,. . These small:entrepreneurs: consider Mgazm chihng' or
“chlhng mlhn” as a .sort of lubricant: whick'dimposes vital significance
on the malntenanoe of. a harmonioms- atmbsphetré  in' the factory premisess
and, in turn, the quality of "gaam® chihng!ior Yehihng” mifn" is func-

1tlenal 1n the-stabilization of a working force in’ the factorye

Some small entrepfeneurs clalm that they would talk to the
—wmorkers dlreetly or" 1nd1rectly “to” resolve the dlfflcultles arlslng from
‘the productien processs e domlnant “modus Operand1" of the small
entrepreneurs with a human—relatﬂon approach is generally expressed by

patting thé workers™ishoulder (- thﬁ FH T or by saylng somethlng

- rgasual to them;: som&times ‘they would llke to convey thelr comments to

the workers by having teéa or lunch w1th them. To these entrepreneurs,
¢pat1ent_personal talk is the most effective way -of dealing with m18~
deeds 1n thelr plants. 1In case a worker is:detected as belng lazy and

. 1nattent1ve in his work, the entrepreneur usually’ adkE hin out (of the
:scene in the plant) and talks to the lax worker about his- wrong—d01ng.
,The entrepreneur would not accuse a wrong-doer-in’- “the presente of others;
4H1t is_hecayse,. as some respondents noted, one ghould be considérate to
,save."face" ( ﬂﬂ mlhn) for the other.. The. ‘mantisr’ 3f the entrepreneur
ilS usually querate whlle avoiding severé’tones which would undermine

‘the self—esteem of. the workere.

Inistead of superlmp051ng a stern requlrement on the wrong—
dogy Loz~ h&s~@orrectlon, the small entrepreneur would appeal to the
‘goncept ofitgroup’ dlgnlty » As several small entrepreneurs sald,
they found it very effedtive to remlnd the wrong-doer that it is guite
shameful. ( R B & B, bat hou yi i) to do something that is deviant.

In a way . these small .entrepreneurs use. the Ngroup ‘horms" to influence

the mlsbehaV1ng..

These small entrepreneurs perceive the owner- worker dlrect
eonfrontation as an unpleasant or undesirable évent to be avoideds As
one. of these gmall. entreprenenrs remarked, ‘it is too embara551ng to
fix blame to a senlor or an elderly worker; insteadj oné should”

persuade them w1th a smooth tone to make them understand the situatione
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The entrepreneurs feel thatiit!d® a’cardinal sin for thie” owhor: aph
the worker to recriminaté: onet=asmother, for such a tokéﬁfWiil:ineVifﬁflyr
undermine ‘the morale’'in’ the plant:

- Foie entrepreneurs in mini-small factories claim that their
concerns are of a family image, in which the members call the others
as brothers ( I 2% hing daih); and, these small entreprengurs.iper-
ceive theirveshcerns agiarfesm of. brothers ( ja_AJ&E Zhing daih baan).
The intimate appeal of "hing daih" indicates a pseudo-kinshlb image

of the whole factory. percelved by.the._ members.ﬂ

In short.‘most of the. human—relatlon oriéﬁfed smaii enfre-
breneurs tend to exercise their: i@athority with a- “deep personak’tquqh,;
To a certain extent, they rely heavily on 'gaam chlhng” +6 handle the
authority relatlon 1n the factories. However, 1t must be borne in
mind that’ ”gaam chlhng” Gan hardly be considered an 1ntr1ns1c value to
be cherished dncondltiohally, rather, it is an’expedlent ratlohéliy
directed toward“fquIIizng theowHEY s 1nterests ko5 Reeplug his valu-
able labor asdé¥s in ' e factory and of keeplng a hlgh morale in tHg
premlses.‘*The‘manlfes%atren ot "gaam chlhng“ tHus " resﬁIfs “partly Trom
an traditional ethical consideration ofi;'chihng mihn' andi partly from
consideration of its practlcal use in "smoothing" the employees. ~The
human~relation orlehted small entrepreneurs essentlaliygﬁrﬁold a |
rationalistic attitude, toward. the trad;tlonal value pfi "gaam: chihng!;
they respeCtvthlﬁmﬁraﬁlﬁlonal-Value ah'd practise it .with rational

consideration.

It is interesting to noté: that pattern of authérlty relation -
bears a falrly sighificant assoclatlon w1th the. ethnlclty of the small

entrepreneurs and size. of the factorles.E

Data 1n Table 27 permlt an examlnatlon on the étatlstlcal ..

a55001atlon betWeen pattern of authorlty %elatlon,and ethnlclty of

E i

the small entrepreneurs propernw It is Very clear that'most of the
Shanghalnese small entrepreneurs (85 7%). adopt an eaonamleenatlonal
approach to supérvise their empI@yees while the- maqorlty of Cantonedé””
(87.5%) preter a human-relation approach. The statistical a58001et10n

between pattern of authorlty relation and- ethnlclty of entrepreneurs
im fairly strong (X 8 03&¢ P <, Ol)
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_ In Table 28 the data show that most of the entrepreneurs in
ine mlnl-small factorles (100 0%)' are humaﬁmrelatlon type in handllng
authority relation in their concerns, ‘while the magorlty of entre—!”
prenétrs in the maxi-small factoriks™ (71.4%) adopt an economic- |

ratiéial approach.

Table 27

Pat+erns of Authorl ty Relation by Ethnlclgy

"of the Entrepreneurs in Small Factorles of

Kwun Tong, 19745

Pattern

Ethnicity

- Beonomic-! .| ~.- Human- S
rational. .. relation | Total.

Type “ Type
% “ % : ‘o N

'*ESHéhghaiheSEV

Cantonese

SAET

85,7, - 14,3 - | 100.0 (7)
12;5' :: o 87ﬂ55 100.,0 (8)

Total

S \.'.'

46,7 | 5%,% 100.0  (15)

Tah

=.8.038

C(p<C.o1)

Source :.Interviews cdnduciedaby the authors, 197L. -

Table128,¢A

Patterns of‘Authorify Relation.bj'FéCtofiw
Size of Small Factories in Kwun Tong, 1974,

__Patvom | foonomio- | unan:
T v iol L ropatYonal ‘relation oL Tokal -
Type L.  .Type
Size T s

1 - 975 (Mini) . -

107= 19 “(Midi)

20 = kg CMaxi)iﬁ

fET 0,00 S Fbh T100.0 10 100.0 v b)Y s fe
BOO S150.0 | 100,06 ¢ A(H) i
AT i 28.6 1000 (7)ol

:~Total

W
'G
AN

.ﬁép?&.‘ ’ K 5‘ lOdﬂjw %15f SR

%2 - 5,242

(F’»\\ SN

IS, e

Source ! Interviews conducted by the authors; 1974
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(C) Employment Criterion

AR S very 1nterest1ng flndlng, somewhat contraty o thé authors’

: antlclpatlon, is thaﬁ an overwhelmlng Majority. .of the” S -1T entre-
prenetrs -(9%.3%) do “hot appreclate the .idea of hirirg any of their
vrelatlves in thelr factorles. Here relatives are referred to as
kinsmsn and clansmen who bear no dlrect consangu;ne us or conjugual
%tles to.a,  person, ‘i,e. those other than spouses, children and in-laws,
The basic rationale -for ' such undertaklng, as noted by the respondents,
418 that the employment of relatlves w1ll deflnltely pose an -employer
‘w1th a, dilemma:. if the employed relatlve 1s teqhnlcally dncompetent

 or he simply does not ‘behave" hlmself well 1n the premlses, the owner
can hardly discipline- ‘the’ person 1n dlrect Way otherw1ser¢he s employer

will -be: the subjéct of* g0551ps brought up b therapelatlvesyoand, if

an owner keeps hisi:hands“off of the mlshehav1ng or the. incompetent

.relatlve, he will surely Vlolate the rules ;ng Aorms . -dm -the plant

“and will properly elicit dlscontent from other employees, or.:he will
vwn‘slmply suffer -from .an economic 1oss resultlng from the. ppor, performanoe
;i.of that relative. A Chinede saylng descrlbes the e;tuatlon that "it

ols 8asy ; rto dinvite a relatl#e to one s bu51ness but it.dis~ddifEiBult %o

ask the relative o léave! i ﬁﬁ E%5§~¢:/N £ i Bk £ ). Hence,

in order to save themselves frdm such an embara551ng sltuatlon, the

small entrepreneurs seek: to, avomd‘hirlngbfélatlves 1n thelr goncerns.
RS NI R
SRELETS SRR RIRAE e T v e RS K ‘ :

e In: order tolmaintain theil ”face” (. ﬁﬁ,

mlhn)¢VlS—a—VlS their
: relatlves dncthes Course of turnlng down the re%atltesxarequests with
a ”reaaonabLeW‘amdufecognlzable Justlflcatlon, whlch As seemingly very

dlffloult o .doy: ithe simall entrepreneurs tend to set up -some .technical

quallflcatlons boy evaluate the oompetence of the appllcants, In" a
very real senseithesesmall entrepreneurs try to ‘adopt technical=
llmpersonallstlo criteria- as an exouse or geﬁ&ine .Leason. to burn o away
the relatives from the dootrways of thelr concerns. The ;authors-Have
an unmistaken 1mpreSSlon°that even 1f a relatlve of an @ntrepreneur
vlS as. technlcally competent as thevnon relatlve appllcant,gn g
‘selectlon7 the . entrepreneur is" stii1’ in favopr of hlrlng arneonsidn
relatlven: However, the au%hors do flot w1sh %o leave the readers .
with an 1mpre851on that in Kwun - Tong 50~ called ”nepotlsm” is non-

exlstent the data presented in this paper do not support such a
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deflnlte generallzatlon. Nhab the authors try to empha81ze 15 that
the small entrepreneurs are, 1n general consc1ous of the dllemmatlc
and unrewardlng sl%uatlons 1ncurred by hlrlng relatlves* some of these
small entrepreneurs even try hazd to eman01pate themselves from such

kinship bonds,

If an.owner is willing to employ a relative,. the newcomer is
usually introduced to the small undertaking through some sott of go-
betweeh‘Persons - also relatives oflthe owne;:wiAs a small entre—
preneur no%ed, this "referee“ of the newcomer, should takeAaimoral,
if not contractual, responsibility relateqvtoithe_neWCOmer’s conduct-
in the factory, Iﬁ caee'that the.perig;qeyqeﬁof the.employegArelativev
is considered unSatisfactory,Athe;ﬂ;eﬁegeeﬂ_wil;ibe notified.by the.
owner to take action. to advisevhie_geoogmended persons »The-owner
rarely blames the employed:relative in a direct way; instead he
appeals to the referée. If an owneereoides,towfire‘e:misbehaving or
incompg@enpype}ative in'his concerny he would ask the ”refereeﬁ‘to
carry thejmeSSege,to that employee.so that the "face' of all parties -
the employer's v.s. the employee's:and his refereelehyi%l,notibe torn
The pur?ose of the small entrepreneur is to avoid any unpleasant

confrontation with the relatives.

» In-short, “kinship relation' has become a less significdnt!
‘factor in the recrultment system of the small industrial undertakings.
There are. two maJor factors underlying this interesting. phenomenon. Corn
Firstly, phe;sme;l ent?eggepeursﬁeonee%ve technical competance.to be .. ..
imperatiye in evalqeiingfthewaétitude'of.an employee candidate; in
this course they are mainly concernediwith,the economic, effioienoy
the candidate pessesses in handllng the mechanical ,or technical _
operations .that require skllls -and technlques. A nepotic -consideration.
for hiring relatives seldom,_;f.eVer,;guarentees the: competence and
the efficiency of»the employed-se;atives, On basis of ;this .economic
consideration thefsmal;:eqtrepteneqrs are less Willingoto:riek,the
production efficiency of their premises in -fulfilling the moral .
obligation of hiring relatives. . Secondly, -the small enfrepreneurs . .-

are conscious of the possible unfavourable situations ineurred by the .
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pqrt1c1patlon of relatives in thelr concerns. A relative may take
advantage of hls spe01al reletlon with the ‘owner and may not- observe
the proper rules of the pldnt as ‘must the ordlnary workerss Such
1nstances Wlll pose a very embqrass1ng s1tuatlon For the” ‘Gwher in® his
superv1sory oapaclty.' It'is’ “For® thls reason that the EnEll"ehtre~
preneurs seek to eman01pate themselves from partlcularlstlc klnshlp
bonds, The- p0031ble Walcondict of in employed relative ik wot’ ‘only

an 1mped1ment to “the’ normal operatlons of the concern but also

constitutesta preolpltatlng cause “for #n anmihilition of” ”gaam chlhng"

;between theqowner and his Telatives. At ‘this Junoture, Yig is ‘Worth -

mentlonlng that in & fast eeveloplng 1ndustr1al communlty Tike Kwun:
Tong, “Yhet entreprenehrs dre no- longer subJeot to any klnshlp pressure
1874 veal 3 sense, they are Least compelled SOClally and’ culturally,
£6° comply withi “the ‘sockal ‘horisg of un1Versa11sm,5s1nce no rerl’ klnshlp

pressure group exertsoverwnelmlng 1nfluenoe to them in Hong Kohg as’

would be 1% thelr natlve townu

- It should be borne in mlnd that the decllnlng 1mportanoe of 1
klnshlp bonds 1n employment of labour is deflnltely dlfferent from
the s001al s1gn1flcance of famlllstlc bonds, in thls study only the;.

former tendency has been scudled emplrlcally. However, on the ba51s
of the data presented in Ghapter IIl vhlch rrveel that the small

Al | _[ EERR NS L el

abour recru;tment

,,,,,,

‘~1ndustr1al unlts in Hong Kﬁﬁg, the functlon of ”famlllsm" has been -

dlmlnlshlng, 1f not tOUally fadlng out of ex1stenceu

(B Role of"Entrepreneur in'a Sma1l* Factory

h " . +
All tne small entrepreneurs under scrutlny play a managerlal

role in thelr small 1ndustr1al unlts, operatlons llke marketlng of.
products, adnlnlstratlve superv181on, bargalnlng Wlth customers and
adgustment of productlon scales are. currently under the entrepreneurs'
control. As shown in Chapter II most of the small entrepreneurs are
the ultlmate deolslon—makers on managerlal 1ssues, and, the slmp1101ty
of hierarchical structure and the meagre number of admlnlstratlve staff
within each of these small factories indicate an "one-man! management

pattern in the small industrial concerns,
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At least half of the small entrepreneurs —Vmostly the pro-
prletors of some mlnln and mmdl—small factorles, dlrectly partlclpate
in the productlon process. of thelr concerns, other than in nanagerlal
and edmlnlstratlve operetlonstf Their 1nvolvement 1n the producthe
operations may_-encompass a varlety of actlvltles ranglng from manual
wd phy51cal tasks to technlcal operatlons. However, very few of
‘hese small entrepreneurs would commlt themselves exolu51vely to any
particular act1v1t1es' 1nstead, they partlclpate 1n any type of work
in need of manpower end.teohnlcal resolutlon. Yet thelr part1c1patlon

is of an ad hoc nature, once a. problem gets solved the entrepreneurs
would give it b%ok;to the Workers. For instance, these small entre~
preneurs would 301n>1n the f1x1ng of a broken~down mechanlcal dev1ce
Wlth thelr employees, and they would demonstrate to thelr workers the
productlon of 2 new sa@ple, etc., These small entrepreneurs dress: vﬁi
casually in the plants0 Glancing et thelr dress .an the factory T,r )
premlses one can hardly 1dent1fy the owner of these small entre~
preneurs. Furthermore, most of these entrepreneurs in the miri- and
midi- small unlts do not have a phy51cally demarcated space,ll.ee""”“‘”
compartments,'as their offlces, A smalT entrepreneur may Cafry “out
hlS clerlcal Work on a couple of desks placed at thé corder of his

plant, Contaots between “the’ workers and the small entrepreneurs are"
PRt

direct and faCe~to'face, w1thout belng restralned by any phySlcal ‘or

3001a1 barrler: The workers usually address these small entrepreneurs
with the lnformal appellatlons sucH as "old Chan” or ”fat Chan" etes

Taklng 1ntozconsrderatlon the elffused functlons of these small entre~
preneurs in the produotlon prooess and thelr undlfferentlated statHSVV

(as the owners), these small entrepreneurs are seen as qua ‘i-production

Qersonnel who serve in someksensehes a potentlal source of manpower and
technical: adv1ce on occas1on, and, 1n due course they sustain a
relatlvely 1ntens1ve and 1nformal relatlon with thelr employees over: -
frequent contacts in the product1Ve operatlons, In ‘this llght, ‘the
functlon of the ”personal” managerlal orlentatlon'i;e. the funCtlon"
of "gaam Chihng“ - affeotlve relatlons is more llkely to be 1n

practloeo
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The other half of the shall@entrépreneurs have rarely, if at

all, participated in the productive process of thelr small concerns,

Most of these small entrepreneurs‘a éaﬁhe owners of the maxi-small

factorles.' Thelr maJor funotlon 1n the operatlon of thelr facborles
Do e P + o

S -
aEn LN :

is concerned w1th the admlnlstratlve and manegerlal affalrs, these

re

small entrepreneurs seldom 1nvolve themselves 1n solv1ng:the teohnlcal

e Fiomde

problems 1n the productlve process. it seems that these small entre—:

f~js - ~
preneurs ‘have set up a clear llne between managerlal affalrs From the
sipt Ll

p 0z 1(,47_: ‘r*“ . g

i

dlreot prodﬁctlon aot1v1t1es, and, they Woul _appolnt some other

R T D I R ,1,) s '2"‘/;: &

personnel to tahe up the produotlon aot1v1ties hlle they carry on

o =

the managerlal and edmlnlstratlve functlons on‘thelr own. Most of

g{\rv-’, ; \)rr;_<.

these small entrepreneurs dress qulte elegantly to be dlstlngulshed‘

from their employeesJand so.one~ﬁan*easlly 1dentmfy thelr spe01al

_,Mosmﬁof these small’entrepreneurs work

on papers and dooumentsfwlthi %he phy51eally partltioned office in

IR

the factory premlses.‘ The employees’have to enter the rooms to meet

thelr bosses, TheAworkefs address these entrepreneurs w1th the more
formal appellatioosto;hmas ”manager” ”boss”v or.51ﬁle ”51r”
'Accordlng.to'thehsgeoifio fﬁnctlons and‘the dlfferentlated s%e%ﬁs of
these small éhﬁéegfégeirg, lt 13 conce}vable that‘ﬁhEirfréiésfiﬂ %ﬁ;}f
j°+"111 units_ are, the managers and administrators who serve

A el ‘,. "'vrv“r_.__l.j,"} x~,,, . i

to ”manage” the ooncerns by ”oo-ordlnatlng” the productlve act1v1t1es
R 3 : : : 0oL ndse
rather than by "partlclpatlng” dlrectly 1n the manual aspects of such

e

. [ERERIEES B

approach 1n admrolsterlng thelr employees. -
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‘Chapter 1. ¥

Conglusion

On the basls of the above analysls of small factorles and

small entrepreneurs in. Kwun Tong, the, authors w1ll attempt to offer
some sociological. Tenerallzat:.ons about the organlzatlonal oharaotev~
istics of; Chinese. small factories and the management styles of the

Chinese small entrepreneurs. These generallZatlons should be treated

J

as tentative hypotheses der1Ved %rom an 1nvest1gatlon of a partlcular
Chinese industrial cpmmunlty. The V%lldlty of these generallzatlons '

is to be welghted.agalnst further emplrlcal studles.

(I) Theé Chinese’small industrial :factories are
: basically .of a non—bureaucratlo structure
that tends to be condicive to the development
Fiof APernElld ‘ruthority ‘relationshipi histween -
~ .the. ouwner. and the workers and tends to have
a "one-man”‘management pattern.' '
Conb s A e

It is revealed that most of the small factorles 1ncluded 1n 1
this study, are .of. alnon~bureaucratlc organlzatlon 1n nature.‘ In these

small establlshments the departmental dlfferentlatlon (lelslon of

EESERRE N e

labour) 1s4slmple, the organlzatlonal act1v1t1es w1th respect to co~‘

[CERFRAE

ordination -and collaboratlon take place ba51celly at an 1nter-personal
level; .the basic fqnotxonal unlt lS prlmarlly the 1nd1v1dua1, not the
"department" ‘The ;opseness or absence of department boundary makes

some. gllowance for the 1nterchange and shlftlng of dutles among the T

members; and, this rudlmenuary form of task dlfferentlatlon also L
leaves a room for frequent contact and 1nteract10n among the members.
In thisg light, the organizational activities are more likely to have

a relatively high degree of informality and flexibility. Also, verbal
communication is the most prevalent form used in these small factories.
It is found that social interactions among the members are undertaken
in a direct, face-to-face fashion. In addition, the simplicity of
hierarchical structure found in most of the small factories investi-
gated makes the communication between owner and workers direct and

personal. Not surprisingly, the line between "formal organization'



71

and "informal organi.zation’!i is blurredi The managerial stylc¢ or

modus operandi of thew wner 1s more oxiless. shaped by an individual's

entrepreneurial orlen atlo"° ﬁAcoorﬁlngly,’the ouiturally specific

managerial behav1our of Chlnese entrepreneurs in small factories

.become more recognizable, .

‘An’overlap-of ownership and management exists in most of the

small. fac¢tories under investigatien. _The.owners of .these: small- w

‘establishments play an’ important role in managerial operations. The

primary decision-maker -in. guch a small concern is more often the. owner

" himself: than ovher person; the managerial. apparatus is, .relatively, an

~insignificant: mechanism in the decision-making,. pro¢ess, -as indicated

by the 'meagre number of administrative gtaff and: the: monopolized.

function- ofi the owner.ini the decision-=making; pro¢ess.. A1l these.

“ingtances -indicate clearly that the '"one-man'-mgnagement-is:the most

dominent pattern:of: managerial operation in-the' small-factoriesy-

Udy (1959) argues that théjtéﬁr'fétibnél*eieméhtsjefﬁ%grﬁal
organizationy: namely limited: organlzatlonal objeectives,ia performance

emphasis, a. segmental partlclpatlon of me;Jf:“;*:“;a compensatory

reward system, do not 1nvar1ale tend to be.associated with the three

bureaucratlc elements - a, hlerarchlcal author¢ty structure, an

.admlnlstratlve staff and dlfferentlal rewards accordlng to offlces.

In Jthe present study, the Chlnese small factorles under 1nvest1gatlon

are characterlzed a8, ”non—bureaucratlc”lln thelr organlzatlonal

.ﬁstructure, and the ex1stence of the four ratlonal elements suggested

hby Udy are dlscernable. LThe small 1ndustr1al under*aklngs 1ncluded

,%ln thlS study are malnly oonCerned w1th the produculon of commodltles

“for commer01al purpose :'a clearly observable obgect1ve.{ The

-t

wowners put a performance emphasls an, reWard diSLrlbutlon to the

npartlctpatlon of workers 1n these oyganlzaglon 1s oased on mutual

MEEEN

wdl

et « L

employees Wlth respect to the quantlty an§ quallty of WOTK donen‘i
Heqce, the ratlonal elements suggested by Udy do have a pronounced
place 1n the 1nternal organlzatlon of these Chlnese sma;l faetorles, in

contrast the three bureaucratic elements sunvested by hﬁm are less

pronounced,; 1f not totally non-existent.
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(2) "In case of Chinesé small factdries’in
- Kwun Tong, fa¢tory:size.maintains:a
positive association wwth the d gree
of bureaucratizatidni’

In case of small factories investigeted‘ithwun Tong3 faopory
size ‘has a noticemble effect on the organizational attributes of task
differentiation; hieraféhical  structure, pattérn of decisfoRiraking ™
and number ‘of ‘administrative staff. With size of the small factories

“being conpreiied(aCcefdiﬁgyto"tﬁe:classifibatioﬁ schéme‘containing
“thiee categorles “of mini-small” Cwith 1-9 employees),'mldl—small (w1ﬁh
10-19"émployees) and maxi-small (with 20-49 empldyees) factories; a
positive“statistlcal association betieen factory size znd” the foiid
organiiatioﬁel attribiites mentidned i8 found. ~The ‘tendency 'is $hat
as factory size takes a large scale; the four elefients’tend to’bedofie
more pronounced and more probably result in a higher dégreé of
formglity and-impersonalization.

(3)" In the'managemernt of Clinese $mall industrial

vndertakings, the:impact of.familism.is

1n51gn1f1cant 1f not entlrely fadlng out of
ex1stence. o

Chau (1973) argues that the ﬁost promlnent feature“of the
small 1ndustr1al undertaklngs in Hong Kong is the presence of famlllsm
which 1ndlcates, (1) the merger of famlly and factory 1n terms‘of h
manpower, flnan01al affalrs and authorlty pattern, and (11)H£he‘J
absorpblon of employed workers 1nto a famlly env1ronment under whlch
the owner 1n many 1nstances fulflls é "total soolal respon31blllty f
for the workers.: Chau s generallzatlon on the management pattern of
1ndustr1al undertaklngs in Hong Kong does notwappear to the authors'i
to be valld. Contrary to Chau 's argument, the emplrlcal flndlngs of
»thls study reveal that most of the entrepreneurs in the sampled small
Afactory have set a clear~cut dlstlnctlon between thelr famllles and ;
their buslness, probably except for the Cnlu—chow ethnlc group 1n mest
mini- small factorles,: The 1nvolvement of the entrepreneurs' famlly
members 1n the 1ndustr1al concerns oan by no means be v1ewed as a.
_promlnent pattern.' On the comtrary, very few entrepreneurs would

D

dellberately seek the partlclpatlon of thelr famlly members. ‘It“A
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seems that the small entreprensurs have reoognlzed the de81rab111ty

of a functlonal dlfferentlatlon“beuween the famlly and their conoerns.
Furthermore, the authors nlnd that as an employment C“lterlon,

nepotlc con81derat10n or partlcularlstlc standards LdJO“lng the
employment of the entrepreneurs’ relatlves, ‘har had & 1ns¢gn1flcant
place in, recrultment system of the small factorles in Kwun Tong.' The
5001al structure of a Chlnese small 1ndustr1al undertek“ng does not
averlap w1th the owner‘s klnshlp network. - On- the centy ary7 no+ a
small number of the entrepreneunseven utilize certvain, obgectlve
technical quallflcatlon standavle“as a stratewy to p: evenﬁ the
intrusion of klnshlp LorpesilntOnﬁls-concern, ~The;ema_@§entrepreneurs
seem to have a view that the practloe of nepotlsm 1s detrlmental to
the effectlve operatlon of a, factory. In short ¢t.¢s ev1dent that
in the 1ndustr1al realm of Hong Kong, the SOblal 81gn1f¢oance of

famlllsm 1s dlmlnlshlng.

(4) The.ineentive syetnm of the- small factorles’

e5"f’l’iehoﬁlen'e.rllwof ”managerlal 1ndulgence”

, It has been p01nted out that the 1ncent1ve ejstem of the
small factorles is composed by two eru01al parts 5 the moﬁcbary

rewaxrd scheme and the 1nstances of ”managerlal 1ndu1gep_e” Man-

agerial 1ndulgence 1s dcflﬂed as the owner's toleraqﬁ‘ of ho

workers' deeds 1n the factory that 11e beyond tne OfL_yLal line of )

behav1our.. These 1nst4m

Cee_1n01ude the owner s prartﬂce of lendlng
mnoney to the workers,fsmoklng in the factory premJ.ses9 casual '
relaxatlon granted durlng the operatlonal process. and the owner's
response to the WOrKers' personal affalrsu' mhe eoeJam 51vn1floance
of managerlal 1ndulgence 1n these small factorles can be seen from
two angles : (i) managerlal 1ndulgenoe is the bGJ%V_u1L eoneequence
of an 1ntr1n81o value upheld by the entrepreneur w' cher ‘hes
"human relatlonshlp”Aas someth;ngtgood 1p,lcse1¢;'(;1)Amanegerial
indulgence is the menifestefien of an expedientmst“;teg used by
the owner to Stablllue labour foroe in hls ma11 unue:bq,ing, in

a way it is a practice to make small factory vig-a~vis lacge‘ones,

more attractive to the workers who reallze that working condition in

large factories is better but may still appeal to the informal, lax
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social cllmate in the small ones,’ The authors are of the 1mpression
that entrepreneurs 1n the small factorles tend to use such a ”managerlal
indulgence to bulld up the workers' morale and to promote e harmonlous'
atmosphere in thelr plants. In’ thls llght managerlal 1ndu1gence”£s
seen partly as the entrepreneur s strategy in managlng hlS small con-

cerns and 1t does not 1ndlcate the looseness or absence of dlsolpllne.w

(5)o In the, s001o—cultural Context of Hong Kong s001et],53
the prime motive of ‘Chinese small entrepreneurs to
eriter into industrial ‘enterprise is based on an
achievement orientation in which . two kinds .of .
1mpetus, the desire for recognition and the de51re
fer ‘automony, are of much dimportance. ' :

McClelland (1960) notes that ‘an entrepreneur as a promoter of
his own carcer seeks recklessly to "get 4 head" of the o££é£é,jand;fa”
potential entrepreneur is the “orie who does not let the organlzatlonAto
define file~supervision jobs (jobs to be done accordlng to formal
procedures) for him. An- entrepreneur i's thus perceived as a person
who often adapts his strategles to try what he thinks as worth. In
the industrial sphere of Hong Kong soclety, acqulsrlveness is not seen
as something deleterlous to the ethlcal values and 1nd1v1dual 1ntegr1ty
as such; vaulsltlvenoss 1s, 1n fact, v1ewed as a s001ally approved
norm in this 1ndustr1al commer01al 01ty. Ownlng a flrm; to most of
the small entrepreneurs, 1mplles not only a self~susta1ned source of
income but also an opportunlty to demonstrate the owner' s worth in -
the community. The ConfuClan doctrlne that vaulsltlveness affectsh'
personal harmony ‘and soolal powse is no longer ‘an 1ntr1n51c value as
such to be upheld vreoaululonally by small entrepreneurs.: It is
questlonable, to say the least to assert that the tradltlonal Chlnese
personality lacks an achlevement orlentatlon. The manlfestatlon of
such achievement orlentatlon, in fact had been pronounced in the"’
traditional Chinese literati olass whose members had a strong asplra; |
tion to succeed in the civil serv1ce examlnatlon. In the oommer01al :
industrial sphere of Hong Kong, the newly engaged small entrepreneurs'
have shown clearly an achlevement orlentatlon in an urge to establlsh

an 1ndustr1al concern of thelr own .
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f6jbqfhé'eﬁtfebreneﬁrs”in Chinese smalik, factories

© i deinot on: avergge-have a high, level of formal
?educatlon. Their educatlonal attainment
relatés p081tﬁvely ‘to ‘the size. of factories,
“they rum. As regards .their former occupatlon,
three types can be dlstlngulshed, ‘ascribed ¢
owner, teohnlclan/productlon -worker..and.
managerial personnel in other factorles.

The previous .analysis has shown uhat the educatlonal attainment
of the entrepreneurs.-in-Chimese small factorles 1s on . the average low,
Howevery; 1t-ig worth noting-that the educatlonal attalnment of the
small entrepreneurs bears: -a-positive statlstlcal a55001atlon with
size of thelr factoriess- bntrepreneurs in the m1n1 small factories
are on average eduoated merely to the primary level 'the educational
standlng of entrepreneurs in midi-small and ‘maxi~small factories is
relatlvely hlgher usually to' the secondary levels ~As regards, the
former occupatlon of the small entrepreneursi exgcepi. for, those who
directly ‘inherited their factories, .the.. other two groups of entre-
preneurs “'those with managerial experlence and those w1th technlcal

L ~_<x

"experlenee had ‘been -mastly. former. employees of some 1arge lndustrlal

7 idnaertakings (uith more than 50 employees) » It is 1mp0rtant o nOte

that the larger windustrial . -undertakings, have seemlngly performed as
“atBoeializatidn-agency through.which the ablllty and 1mpulse of the
entrepreneUrSfto sebiup small industrial comcerns are fostered and
1nsp1red
(7) " The rold of the entfepreneurs in the Chinese
© small “facteries is basically an, organizational
_and administrative one. Their style of handling
'authorlty relations with the workers are. of two.
-patterns.: the -economic~rational type and the
ohuman—relatﬂon type. These patterns of manage=
ment relaté both to “the ethnicity of the entre-
preneurs ‘and to the size of the factory.
Greetz (196%) suggested that the major 1nnovatlons and
1nnovatlonal problems the entrepreneurs face are organizational
rather than technlc 1,: Tn case of small: facteories in Kwun Tong,
\vhls prop051tlon seems to be true, To the fact that:these small
1>factor1es aré of a technologlcal nature, the-entrepreneurs. often
1nvolve themselves in the” working processi--~They do have a strong

Nproduot1ve orlentatlon. However, it is the authors' unmistakalle
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impression that entrepreneurs in the studied small factories are
essentlally concerned w1tK the~over—a11 managerlal operatlons of
their undertaklngs. Indeed, organ121ng and. nanaglng a group of
technlcally Skllled and/or unskllled workers with different social
baokgrounds 1n a common undertaklng is the. oru01al problem to be
confronted: by the- entrepxeneurs.. ”he authors tend to agree with

Hoselitz's observation (1960) Which states that

The chlef characterlstlcs of a small 1ndustr1al
ientrepreneur 1s not so much hlS venturesomeness,'“ )
knor hlS nothatlon to make proflts, buu hls capac1ty
to lead other men in a:oommon undertaklng and hls“”

- 1ncllnat10n to 1ntrodu0e lnnovatlons. h

" From +this 'study two major patterns for thé small entre-

preneurs touhandle%authority‘relations invﬁheirfoen%erns’afe evident :

e

The economlc ratlonal entrepreneurs, most of whom.are in
ithe maxi- small and “midi- small factorles, regard the owne;iﬁorker
:'relatlonshlp as a speolflc economlc one. rThese entrepreneurs take
jfor granted that the Workers are ba51cally ”economlc menht_and they
do not or would not recognlze any a58001at10n w1th the workers
“rbeyond a’ spe01f10ally COnflned ex ohange relatlonshlp‘ The workers

qfare seen ‘as the occupants of roles in the productlon prooedure, whose
primary function is to fulfil the objective requlrementé séigoieted

by the -factory..:. Thé econom1o~ratlonal entrepreneurs adopt a discip-
linafigﬁiappfoaeﬁﬁiﬁ adminlsterlng thelr workers; in a sense they
place: great emphasis on workers'! performance’ and they supervise thelr
workers 1n a dlreot 'matter—of-fact fashlon." The economic-rational
entpepreneurs rarely fake ”face” ( 1% T chlhng mlhn) as a crucial
regard in deallng with the superv1sees, they would not consider the
personal qualities of the workers, nor would they “appéal to the social
attribute ‘of ;'gaam chihng" ( JEi{f ) betieen théd and “the workers to
resolve.manageridls problems. To put it in -4 rfutshell;" tHe “sconcmic~
rational entrepreénduré manage and-lead their workerd by employing
objéctive  and dmpersonal criteria to evaludtée the workers' performance.
(M05t~ofrthe\eoonomio—rational~entrepreneufs-ére-dfia¢Shangheineée origin.,

The majority ‘of: them are in the maxi-small--an'd Widismall Tactotiess
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Another pattern of management, namely the traditional human-
relation ‘approach, views the Wo¥kiers basically as "soéial dentt who-
need a socially Nirmonidus workifig environment as well as monetary
reward:” The key Féature embedded in this approach is the emphasis
on "gaam ‘chitng' Bétweéen +the-owner and the workers. The human~
relation t&p%“bf-eﬁtfép?éﬂéﬁ%éﬁ”ﬁoﬁt«of:whom own - factories of a mini-
small size, see their workers as-''pérsons'" in the production process,
not roles only. The performance of the workers are to be asSessed:
with reference to their personal qualities in addition 'to the.objec— -
tive Fequirements, With respect to supervision;:thb tiaditional - -
hﬁman;felation entrepreneur would make allowance - for some particular=
istic behaviour to come into the ‘scene, e.g. "giving face" to the
malconducted onés with regards to their seniority, etc. " However, the
authors are of the opinion that such a particularistic behaviour.
pattern results partly from a value orientation which cherishes .a
harmonious owner-werker relation as an intrinsic value in itself and
partly- from the owners' expédient rationality to "smooth!" the work
morale in-the 'plan®s.' Most of the -entrepreneurs with a human-
relation approach™in fianaging their nhdertakings are Cantonese; and,
a substan%iéliib%tibnﬁéf’théMrére engaged in factories' 6f & mini-
small o aimidi-shall size.

(8) In maintaining business feléfidﬁéhiiEHWiﬁﬁj

other people the Chinese small entrepreneurs
tend to place great stress on economic
rationalitys, Economic rationality in due
course supersedes the Chinese general value
orientation of a diffuse and particularistic
nature.

This economic rationality emcompasses three organizational
principles upon which the entrepreneurs maintain their business
relationships: (i) a conscious differentiation between functionally
diffused social relations and functionally specific economic rela-
tions; (ii) an emphasis on the universalistic value of "seun yuhng"

( 18 H ) - credit in fulfilment of contractual terms in a deal;
and (iii) a rationalization or rational use of "“gaam chihng" ( JEi

) - affectivity in facilitating transactions. It seems to the
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aufhiorsi tHat the Chinede small entrepreneurs in- the sampleéd:.factories
* fave consciously sSéparated éconémic relations from general sockal
“$élations. While“the foriier relations are primarily basedron rational
caletilation and on the logic¢ of ‘market or-efficiency, the latter
places’ emphésis on social obligation and cultural-ethzcal ¢ornsidera-~
tions, ~Most of the smaXl entrepreneurs L 7> denois'ratéd their belief
tha't ‘separating economic relations from<social relationsidis a func-
tional redquisite for opetrating an industrial ‘concern in” Hong- Kong.
;The§5éré“inciined to’ think that business relatidns can only be. firmly
Usecured in contradtiual terms, i.€., on impersonal.and universalistic
basis., ‘It ddes - notrmean: that particularistic standards.are absolutely
abandoned; but-dt i a conceivable trend that the unhiversalistic

" stahdards” stpersede’ the particularistic ones in business process.
Silin'ts’asdertion (1973) that universalistic criteria comstitute an

" important aspéct of Chinese economic’ behaviour is confirmed in this

“ study. It is interéstiigito:note that after having kept the univeras-
listic standards intaét, the Chinese small- entreprenéturs tend to view
particularistic béhaviour as- something acceptable on .occasion,. How-
ever, such “hrticularistic standards constitute onlyian optional
element in the social process and can hardly be-¥iéwed as an indispens-

able element. in the: business relationship,.



. Footnotes"

Hong Kong 1974, Report for the Year 197%, Hong Kong ‘Government -
Press; 1974 P. 17.

Hong Kong Monthly Digest of Statistics, August 1974, Hong Kong
Government Census. and Statistics Department. )

Chiu-chow is an ethnic group in Kwangtung Prov1nce. Loosely
speaking, it is a kind of Cantonese. In analysis .offered in’
“P. Lo, 48 .and 64, the, Chlu—chow cases are incorporated into
the categbry of Cantonese.;

See Note 3,
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