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Abstract

Despite the recent growth of the Turkish economy and its success in attFareign

Direct Investment (FDIj especially within its banking sectbithe context has
receivedittle attentionin theliterature.Moreover,previousstudies’ includingstrategy
researchi tends to focus on narrow operational issues, such as efficigrtditability,

and competitive structure, and in doing so overlooks the influence of context and other
nuances which are implicit in strategy formulation. In contrast, this thesis utilises a
broademethodologyi a qualitativemultiple casestudyi andappliesaPracticeTheory

lens to construct a nuanced and contextualised view of strategy in the field of global

banks operating in Istanbul from the subsidiary perspective.

The purpose of this thesis is to explore strategy within the subsidiaridedduwy the
research questiolVhat are the key influences on strategy development within the
context on MNCs subsidiarie¥Pe research is based on data from 30 stractured
interviewswith practitionersat5 MNC subsidiariesn Istanbul,supportedy secondary
data,suchasreportsproduceddy the subsidiariestudied.Thefindings provideinsights
into the influences on strategy in this particldantext and argrouped into insights to
strategy cultureandheadquarters subsidiary relations, tHetter two facilitatedby the

use of subsidiaries in an emerging market as vehicle in which to study strategy.

To summarise, the research provides a nuanced understanding of strategy within the
chosen context which contributes to knowledge withirfifld of International

Business. Theoretically speaking, the thesis adopts an integrative lens consisting of
severaktrandsf PracticeTheoryandappliesit in alargelyunderexploredontext.This
subsequently makes a methodological contribution byeptegy a qualitative case

study in a field dominated by quantitative studies which essentially adds a context

bound study in a field which is largely context free. The contribution of the research to



practiceconsistf aseriesof managrialrecommendationsupportedy thefindings

on how to improve strategy formulation processes in MNC subsidiaries.

Like anyresearchthe studyhasits limitations,anddueto its underlyingqualitative
approach certainly lacks generalisability, althlwiven the focus on context,
objectivity is not something that this type of research seeks. Finally, the thesis

uncovered some potentially interesting avenues for future research.



Acknowledgements

| would like to dedicatehis thesisto my friendsandfamily who haveshownendless

support and belief in me throughout.

Sincere thanks go to my Director of Studies, Professor Richard Sharpley, for his
guidancewisdom,andsupport.Richardhasover35PhDandDBA completiongo his

name, so | always felt like | was in safe hands.

Havingspenta decadeof my life lecturingin Turkey,followed by almosta decadéack

home, | feel that writing the thesis has helped me to keep in touch with both.



Table of Contents

ABSTRACT ettt eee e e e e e et e e et —nne e e ranann Iii
ACKNOWLEDGEMENTS... ..ottt V.
LIST OF ABBREVIATIONS ...ttt Xii

,,,,,,,,,,,,,,,,,,,,,,,,,

1. Chapter 1 Introduction and background

1.1 Introduction,rationale& Context fortheresearch...........ccccoovvviviviiemmnnnnnn. 1
1.1.1 TheOrganisationaContexti Multinational CorporationgMNCSs).......... 1
1.1.2 TheNationalCOoNEXL.........cceeiiiieeeeeeeieerieeeieeee e eeeeeeeeeeeeeeevinnne e e eeeeeenn 4
1.1.3 TheSeCtoralCoONIEXL. .......ccceeeiiiieieeeeeiiieeee e e e e e e e eeeeeeeeeeeeee e eeeeeeennnes 6
1.2 Theoreticafoundations otheresearch..............ccccevvviiiiiceciiiiiiiii, 8
1.2.1 Strategy( 0 ¢ lcdh @radd © sw h 0.0.1..0.) oo, 9
1.2.2 Culture:Crosscultureoperationgandstrategy.............eeveeeeeeiiiiirieennnne. 11
1.2.3 Internationabusinesditerature:MNCs andstrategy............ccceceeeeeeeeenee 12

,,,,,,,,,,,,,

////////////////////

vi



1.5 Summaryof theapproach t@esearch............ccccceeeeeii i e ccecciiiciiieee e, 17
1.6 Structurenf thethesSiS. ..o 18
2. Chapter 2 Understanding strategy:A review

2.1Introduction:Understandin@trategy..........coovvrvverrrvermmmmreeeeeeesiiieeae e 20

2.1.1 StrakgicManagementAn O V e I V L..B.W.L.....cccceeeeiiicmniiiiiieeeee e 21

rrrrrrrrrrr

"""""""""

2.2.2 TransactiorCOStECONOMICS........ccciiiiiiiiiiiiee e 26
2.2.3 UpperEchelonSTREOrY..........ooovviiiiieceme e 28
2.2.4 ManageriaDi S C I €.L.01...0N€ i 29
2.2.5 ThePaositioning SchoolTheinfluenceof industrialeconomics.............. 31
2.2.6 ReSOUICEBASEAVIEW. ....cciiiiiiiieeeei i 34

2.2.7 Processual perspective of strategic management: laying the foundations for

SAP . 38

,,,,,,,,,,

""""""""""""

,,,,,,,,,,,,,,,,,,,,

2.4.2 PraCliCeaaNA P raXiS . ..o e e 48

2.5 StrengthaandlimitatioNSOf SAP.........ueii e, 50

Vil



"""""""""""

""""""

"""""""""

2.10 Practiceapproacho organisationatulture2 € ¢ € € € é é é é ...66
2.11 ConclusionCrossculturalstudieg ¢ é ¢ é ¢ ¢ 6 é ¢ é é é é .68
2.12 Introduction:Theinternationabusinesditeratura® é é é é é é é .69

rrrrr

rrrrrrrrrrrrrrrrrrrrrrrrrr

,,,,,,,,,,,,,,

"""""""""""""

,,,,,,,,,,

//////////

//////////

viii

(@)}



G = 1101 0] T o 88

R SY DL 1= Telo] |11 1T0) o TR 92

,,,,,,,,,,,,,,,,,,,,,,,

//////////////////

3.6.2 Interviewbias:Role oftheresearch............ccoeeeeiiiio e, 103

3.6.3 Reflexivity T role of theresearcher..............cccciiiiiieeeiiiccee e, 104

////////////////////

//////////////////////////

3.8 Conclusionresearchmethodology...........ccuuuiiiiriiiiiiiiccc e 108

4. Chapter 4 Findings and Discussion

,,,,,,,,,,,,,,,

///////

,,,,,,,,,,,,,,,,,,,,,,,,,

4.2.2 Themel: Strategyandstrategyformulation- Subtheme- Formalplanningi

,,,,,,,,,,,,,,,,,,,,,,,,,

,,,,,,,,,,,,,,,,,,

4.2.4 Theme 1: Strategy and strategy formulati@ubtheme- Profit

MaXimiSAtiONT DiSCUSSION.........eeee ettt e e e e enaeees 116..



4.2.5 Theme 1: Strategy and strategy formulati®@ubtheme- Attaining

,,,,,,,,,,,

4.2.6 Theme 1: Strategy and strategy formulati®@ubtheme- Attaining

competitiveadvantagé DiSCUSSION............cccevevvevirrvmimmmeereeeeeennnnnnnnns 118

4.2.7 Theme 1: Strategy and strategy formulati@ubthemei Top-down
approach- Decision making and internal communications-

e T o B T T o 1 = PRSPPI 119

4.2.8 Theme 1: Strategy and strategy formulati@ubthemei Top-down
approach- Decision making and internal communications-

DS CUS SION .. ee et e e e et ee e e e e e e e 122

4.2.9 Theme 1: Strategy and strategy formulati@ubthemei Flexible versus

fixed rateof strategyset- FINAINGS............cuuuiiiiiiiiiiiiiceciiiieieeeeeeeeeee 124

4.2.10 Theme 1: Strategy and strategy formulati@ubthemei Flexible versus

/////////////

/////////////////

,,,,,,

4.4.1 Theme 3: HeadquartersVersus Sulsidiary influence: An

////////////////////////

4.4.2 Theme3: Subthemei Headoffice dominancd Findings

rrrrrrrrrrrrrrrrrrrrrrrrrrr

4.4.3 Theme3: Subthemei Subsidiaryinfluencei Findings

,,,,,,,,,,,,,,,,,,,,,,,,,,,,



4.4.4 Theme3: Headquarter¥ersusSubsidiaryinfluence- Subthemes Head

office dominance& Subsidiaryinfluencei Discussiog € € € é é .144
4.5FindingsandDiscussiori Conclusio ¢ é é € € € € € € € é é é .146
5. Chapter 5 Conclusions,Recommendationsand Future Research

s 7

S5lintroducbné ¢ e e éeeééeeééeeéeeéeéeeceée . 150

sz

5.2Thesissummarg ¢ e é e e e e e ééééééeeceeeeeéééls

D
D

5.3 Reviewof researclaimsandobjectivesé ¢ ¢ € € é € € é € é é € ..153

5.4KeyConclusion6 e ¢ é ¢ é e éeéeéeé

D
D
D
(9]

(9]

(9]

D
D
D
|_\
&

5.5 Contribution toknowledge

@
D
D
D
D
D
D
D
D
D
D
D
D
D
D
D

D

D
[EEN
2

5.6 Contributionto practicei Recommendatioms é

o8
D
D
D
D
D
D
D
D
D
P

o

5.7Futureresearhé ¢ é é e é e ééeééeeéeeéeéeeéeelid
5.8Limitations of theresearch e ¢ é e e é ée e ééeeééeeéeéé 176
REFERENCE é ¢ € ¢ éeéeééecéééceéééeéeééeéée . 177
Appendiceé é € 6 ¢ éé e éééééééeéceéecéeééeeéeé
Appendix1 ParticipantdnformationSheeg ¢ é € € é € € € € é € é é ..211
Appendix2 PaticipantsConsenForme é e é é e é e e éeééeéé?2l13
Appendix3 TheoreticaFrameworkMapé ¢ € € é é € € é € € é € é é .214

Appendix4 LiteratureTreeMapé é é € € é é € é

-
-
-
-
(]
(9]
(9]
D~
-
-
N
o

Xi



LIST OF ABBREVIATIONS

ATM
BBVA
BCG
BRSA
BRICS
CAGE
CEO
CD
COLL
EPG
FDI

HI

HQ
HVIC

IV
IND
IMF

KNB
MINT
MNC
PD
RC
R&D
RBV

AutomatedTeller Machine
BankoBilbaoVizcayaArgantaria
BostonConsultingGroup
BankingRegulationSupervisiorAgency
Brazil, RussiaJndiaandChina

Cultural, Administrative,Geographi@andEconomic
Chief ExecutiveOfficer
CulturalDistance

Collective
Ethnographid®olycentricandGeocentric
ForeignDirect Investment
Horizontallndividualism

Headquarters

HorizontalandVertical andCollectivismScale
InternationaBusiness
InternationallointVenture

Individual

InternationaMonetaryFund
InformationTechnology
KogutandSingh
IndustrialOrganisational
KnowledgeBasedView

Mexico Indonesia Nigeri@andTurkey
Multinational Corporation
PowerDistance

RegionCentric
ResearclandDevelopment

ResourcBasedview

Xii



SAP
SOB
SWOT
TCE
TIO
ROI
VRIO

StrategyasPractice

StateOwnedBanks
StrengthWeaknesse®pportunitiesThreats
TransactiorCostEconomics
TurkishInvestmen®Office

Returnon Investment

ValueRarity Imitability Organisation

Xiii



LIST OF FIGURES

FIGURE 2.1: Development of the Strategic Management

1T (0 ] €= PP P P RRRPPPPPPR 23
FIGURE 2.2: The competitive structure of an industry i Five

O TGS . e 33
FIGURE2.3: The3PSMOAEl Of SAP ......oiiiiiiiiiiiie e eeeeie e emmne 47
FIGURE2.4:S ¢ h w aQuUHUZaK/EIUES...........cuuiiiiiiiiiiiiiceeeiiiiieicceecee e 59
FIGURE2.5: ManaginginternationalOperations...............cccvvieieiieeeeeeeeeeeeeeeenn. 74
FIGURE3.1: The researcprocess theresearctb o n i..0.n.0...........ccooeceee.. 84

"""""""""""

Xiv



LIST OF TABLES

TABLE 1.1:Nationaleconomiesn comparisorto thetop 10 globalMNCs............ 2

TABLE 2.1: TheVRIO AnalyticalF r a me w.0.L.K.€...ccooooiiiiiieeeeeee. 36
TABLE 2.2:TheF i I REBGBIICES. ...uuuuiiiiiii it eene e 37
TABLE 2.3:Tableof S ¢ 0 {2018)Billars............coovvveiiiviiiiimeeeeeee e 45
TABLE 3.1:Overviewofthel Nt e r V.i.e W.S.&.....coomeciiiiiiiis 97
TABLE 3.2:Demographic®f the PartiCipantS...........coovveeriiiiiiiiccceeeeeed 98
TABLE 4.1:Highlightsof findingssummarylinked to themes...............ccccccoee.. 148



ChapterOne

Introductionandbackground

1.1Introduction, rationale & researchcontext
1.1.1The organisational contexti Multinational Corporations (MNCS)

Multinational Corporations (MNCs) are a type of organisation which forms the focus of
this study and can be viewed as organisations which are pivotal to international
businessThese global organisations are an @mnereasing presence in the global

econony and are now significant actors in employment, finance and FDI; they are also
dominantactorswithin internationatradein general An effectiveway of demonstrating

their scale and scope is that, by the end of the last millennium and if MNCs could be
thought of as countries, out of largest 100 national economies or global MNCs, 51

would in fact be corporations and only 49 of them countries. In other words, as
businesses, many MNCs are now larger than the economy of the average nation state
(Anderson an@avanagh, 2000). While there is no consensus with regards to defining

an MNC (Mazikana, 2023), it is widely acl
that engages in foreign direct investments (FDI) and which owns or, to a certain extent,
controlsvaluemd ded activities in several countri
MNCs, therefore, play a fundamental role in the global economy and, whilst the
foundations of some can be traced back over centuries, they have grown significantly in
scale and influere over the last seven decades to the point where they are major actors
across the manufacturing and service sectors globally (Cadestin et. al., 2018).

Implicitly, therefore, they are also interesting from a cultural studies point of view,

since their orgaisational structures automatically expose them to the differing (and
perhapsompetingnationalcultureof thehomecountryheadquarterandlocal culture

of the subsidiary satellite branches.

Tablel.1belowfurtherillustratesthe substantiatizeof MNCs relativeto nationstates
in comparisorto aglobal spreaaf thelargestandsmallestnationaleconomiesn each
region. Whilst MNC revenues and nominal GDP are not perfectly comparable

measures, Table 1.1 clearly demonstrates that MNQargex than many nations.
1



Therefore MNCs arepowerfulglobalinstitutionsin termsof the sizeof theirrevenues

which, as noted above, are in some cases large enough to mexcleed the GDP of

many nations. Fom an alternative viewpoint, however, Table 1.1 also shows that the

largest developed economies in therld still dwarfeven the major global MNCs and

retain their place as economic leaders.

Strategy,

of t en

perceived in

dai |l vy

busi

initiative, is commonly seen as essential to maintaining the success of any businesses

(Neilson, Martin and Powers, 2008). However, effective strategy is arguably a

paticularly critical contemporanpusinessssuefor MNCs, which faceevergrowing

financialpressureastheyoperaten afiercely competitiveglobalmarketplacevhere

competition is tough, especially in emerging markets (Lang et al., 2018)

Table 1.1: National economies comparisorio thetop 10globalMNCs

Largest Country2022Nominal GDP
and Million USD
Smallest
economy
by region
GDP
America USA 25,462,700.00
Dominica 612.05
Middle Turkey 905,987.82
East
Yemen 21,606,16
Republic
Asia China 17,963,170.52
TimorLeste 3,163.32
Europe Germany 4,072,191,74
SanMarino 1,855.38
Africa Nigeria 477,386.12
SaoTameand | 546.68
Principe

ToplOMNCsby | LargestMNCs

sizeRankedby | by Revenueper
top 10 million dollars
2022

1st Walmart 572,754

2nd Amazon 469,822

24 StateGrid 460,617

4% ChinaNational | 411,693

Petroleum

5" SinopedGroup | 401,314

6" SaudiAramco | 460,399

7" Apple 365,817

8" Volkswagen | 295,820

Germany

9™ ChinaState 293,712

10" Volkswagen | 292,111

USA

Source:World BankandFortune500

The topic of strategy is also of great importance to business practitioners. Various

commentator¢for example Boxall andPurcell,2022;Williams andLewis, 2008),

albeit assuming a traditional interpretation of the concept, note that strategy is an

indispensable tool for organisational success in a wide variety on institutions and

n ¢



contexts. However, although researchers and practitione¥s agrthe importance of
strategy, there is little consensus on how strategy should be conceptualised, understood
and 6donedé. Much of the early management
approach, paved the way for the later strategy literaturecaredall, the formal

literaturenow datesbackoveracentury.Thisis a perspectivavhichwill beexploredin

detail in Chapter 2.

Turning to the context of the research, owing to its meeket driven business culture,
Turkeyis afascinatinglandpethapssurprisinglyunderresearchedjontextin whichto
studystrategyin MNC subsidiariesHowever,ForeignDirect Investmen(FDI) ratesin
Turkey should initially be viewed as part of a number of wider trends, such as high
domestic economic growth, ndiberal economics and increased levels of FDI in

emerging markets in general.

Turkey has experienced substantial economic growth by global standards. According to
the OECD (2018), priortothe Covid9 pandemi ¢ Tur keyb6s econ:
2017, 5.1%n 2018 and 4.6% in 2019, described by the OECD (2018) as representing
Overy fastd growth. I n 2021, the Turkish
among the G20 countries. However, this figure was returned in the context of relaxing
Covid restrictons, which may help explain the unusually high figure (World Bank,

2021). Incontrasto this positivepictureof growthi theeconomycontinuedto grow by

5.6%in 2022 (DevrenogluandKucukgocmen2023) and4.2%in 2023(Reuters2023),
however, theOECD report referenced above also highlights the fact that

macroeconomic indicators, such as high inflation, increasing government debt and
unstable exchange rate, all appear to be deteriorating at an alarming rate. Nevertheless,
to put things in perspeet, the Turkish economy previously withessed substantial
macroeconomic instability during large parts of the 1980s and 1990s (Onis, 2004) yet
recoveredn the2000s.In overallterms,T u r k ecgndnsyis relativelylarge,typically

ranked around #8in the world and 8 in Europe (FCO, 2014), and despite falling to

19" placeglobally by 2022(World Bank,2022),it remainsa potentiallysizeablemarket

for inward FDI. However, it must be noted that, by their very nature, emerging markets
are volatile and fast changing. During the course of this research, economic indicators
have fluctuated considerably, and this may well be the case looking disrwar



I n recognition of Turkeyds recent economi
| eading emerging market, Jim OO6Neil, the
Turkey amongst a new group of rising emerging markets collecineftified by the

acronym MINT: Mexico, Indonesia, Nigeria, and Turkey (Kwan Yuk, 2013). These

nations have been identified as emerging markets which, based on their potential
economiagrowth,arelikely to beamongsthetop tenglobaleconomiesvithin the next

two decades (FCO, 2014). Nevertheless, it must be noted here that, at the time of

writing and in light of the global economic uncertainty introduced by the €¥id

pandemic, it is increasingly difficult to make predictions about the future of ergerg
markets which are, by their nature, potentially volatile. Moreover, the destruction

caused by the recent tragic earthquake in seagitern Turkey and Syria in February

2023 will undoubtedly have serious long term social and economic consequences for

both countries.

Having considered the broader issues which sustain Foreign Direct Investment (FDI)
rates in Turkey, such as high domestic economic growthlilbe@l economics and
increased levels of FDh emerging markets in general, the following sattieviews
TurkeyasanFDI hostcountry,followed by ajustificationof the choiceof the Turkish
banking sector as the focus of this research.

1.1.2The National Context

When viewi ng T hastlcauntry, aind assobsarved daildr in thispter,
multinational corporations (MNCSs) play a significant role in shaping the global
economy (Kim and Milner, 2019). FDI has several significant advantages to host
companiesand,in additionto providingasourceof foreigncapital, FDI alsocontributes

to technological development, management quality, market accessibility and economic
growth (Aldalou and Sarsour, 2022). Therefore, volumes of this type of investment can
be seen as a measure of economic success. Turkey has strived to pdtee eff

structure in place to attract FDI and this can be traced back much further to earlier
economiaeforms;it is now evidentthatcontemporary FDVolumesreflectthefactthat

0 T u rhlsbegnstrivingto promoteinward FDI asearlyasthemid-1 9 8 (Dsndirbag,
McGuiness and Altay, 2010: p. 211). Far reachinglimyal economic reforms were
made domestically during the 1980s, such as liberalisation, tracggdetion and the

opening of the trade account, and these reforms have been seen assaiisteces of



their impact on trade. However, 2001 marked another turning point in Turkish
economidiberalisation.Thecountryexperienceé domesticeconomiccrisis,leadingto

a major devaluation of the Turkish lira and, in particutag banking crisis which led

to bankruptcies and increased unemployment (Akyuz and Boratav, 2003). In 2000, the
Banking Regulation and Supervision Agency (BRSA) had been established and this
regulatory body was tasked with the regulation sungkervision of the financial system
(Yayla, 2006). A key regulatory FDI reform in 2003 was the introduction of full
freedom of capital and earnings transfer and the complete removal of property
restrictions which are supported by the right to internatiari@tration in Law 6224.

Thisis widely seenasa significantmoveforwardin termsof makingTurkeyattractive

potential investors (Aydin, 2021).

According to the Turkish Investment Office (2021), in overall terms, the cumulative
amountof inward FDI in Turkeyhasamountedo $225billion USD FDI since2002.To

put this in perspective, up to the late 1990s FDI inflows were at a lowiléesd than

US$1 billion per annum. However, this increased rapidly, peaking at US$22.05 billion

by 2007 but it has ste fluctuated, dropping to US$12.51 billion in 2018 (World Bank,

2021). The last full year figure available shows that in the-pastiemic world

economy, inward FDI stood US$6.48 billion in 2022 (US Department of State, 2023).

In terms of comparative permance to other countries in terms of attracting FDI,

Turkeyis thesecondhighestperformingcountryin theregionafterRussiaAgain, these

figure predate the rapidly changing face of the Russian economy which, at the time of
writing (2023), is subject to sanctions |
Ukraine. Within the region, three nation&ussia, Turkey and Polaiiddominate FDI

inflows, accounting for 46.7% of all FDI to central and eastern Europe between 2005

2019 (Turkish Investment Office, 2021 terms of relative share, the same report
states that over the same periwsdgs RuUussi aft
26. 3%, Turkeyds 10.8% and Pol and 9. 8 %. H
statistics in isolation but to recognise that overall volumes are significantly higher since

a multitude of reforms have laid the groundwork for attracting investrAgain, it

must be stressed that emerging markets are by their very nature volatile, and that the
macroeconomic environment overall in Turkey, especially regarding high inflation, is

far less positive than the economic growth statistics and FDI levelsnaiagpte in

isolation (World Bank, 2021).



1.1.3The SectoralContexti Turkish Banking

Turning to Turkeyébés banking sector and t|
stress that a nati ono6s b assektialtgnpaencitaor ¢ a |
6engined which is a common analogy for ai
Bankingi thefocusof this studyi is the sectorof the Turkisheconomythatattractsthe
greatest share of the c¢ anemOfficg,3021)andthisr d F |
has been estimated as around a 20% share of all inwarsiriei2lthe Turkish economy

first began to attract FDI (Yapi Kredi, 2023). The structural reforms of the previous
decadesliscusse@boveand,in particular.theestablisimentof the BankingRegulation
Supervision Agency (BRSA) have resulted in a robust banking system that allowed

Turkey to largely avoid the global financial crisis of 2608 (Bakir 2009). Therefore,

the regulator has introduced stability to the Turkishriitial system, encouraging

confidence in the resilience of the country to external shocks (Yapi Kredi, 2023).

Within this backdrop, one high profile market entrant is the Spanish banking giant

Bilbao Bank(BBVA), whichis currentlyplanningfull longertakeovermf aleading

Turkish bank in which it already owns a large stake, which highlights a number of
opportunities for banks in Turkey which may attract investment (BBVA, 2021).

This, in turn is reflective of the success Turkey has seen in termsaztiaty FDI into

its banking sector from global MNCs. These operations in Turkey are classified as
foreign banks by the Turkish Banking Regulat®upervision Agency (BRSAgnd fall
underits regulatoryscope(Presidencyf the Republicof Turkey,2023). Foreign banks

are the exclusive focus of this research due to its focus on FDI and sit alongside
domestic private bank rivals, State Owned Banks (SOBS) and Patrticipation banks or
Islamic Banks, and account for over 20% of banking sector assets (IMF, Z628).

are a total of 21 foreign banks in Turkey (The Banks Association of Turkey, 2022) and
it is this type of banks that forms the universe for this qualitative caseistssy

Chapter 4

Positive factors identified include the relatively large poputatib84 million which
offers apotentiallylargevolumeof customersMoreover,opportunitiesarevery high as
householdlebtaccountdor just 17%of GDPin comparisorto amuchhigherEuropean

average of 69%, meaning that there is scope for the expangionsumer credit



(BBVA, 2021). Perhaps most appealing are the bottoenfigures of growth and

profitability in bankingi the sector returned an average profitability rate of 19% per
annum and an asset size growth rate of 21% bet@@@rn2021, figures which argeen

as high (Yapi Kredi, 2022). Another point to make on the future potential of the sector
is that there is strong scope for growth in current accounts because just 31% of Turkish
people currently hold a bank accouvitd p i Kredi, 2022). Theref
sector appears to offer relative stability due to strong regulation and the potential to
grow significantly in the future. Continuing with this issue, private debt stood at just
7.5% of GDP in 2021, suggestingnsiderable room for growth in banking products

(IMF, 2023). In addition, Turkey offers a sizeable market for MNCs to draw upon due
toits relativelylargepopulationsize,particularlywhenthe favourabledemographicare
considered. Theountry has #&otal population of 85,341,241 (World Bank, 2028 is
predicted to grow to 97,960,000 by 2059 (World Population Review, 2023). In addition
to a large overall population, the median age stands at a relatively young 33.1 years old
(Turkish Statistical Ingiute, 2023). This bodes well for current and future demand for
financial services, and the demographics support the long term grow of the banking

sector which makes it an attractive future market for investors.

Lastl vy, | st anbul 6 dgionspannipgEeropg and gsia atpdcets FDa | (I

and the recent opening of the Istanbul Financial Centre (IFC) boasting 1.4 million

square meters of office and retail space (Office of Turkish Presidency, 2023) which is

comparabl e in size (KaghtF@arkdR028)0Thishelpsnary Wh

harnesses the strategic | ocation advant aq

firmly into the digital age in terms of office space. In fact, the initial impetus for this

i nguiry was s par soeatlinteeygt intarl expaienteloforurkeg, a p e r

countrywhered E anedtsWe s andhjs connectionsvith Istanbul,a city which sitson

the Bosphorus Straights that separate Europe and Asia. Few nations have a more

established and diverse culture than tfakurkeyi Istanbul, its largest city, was the

capitalof theRoman ByzantineandOttoman empires historywhich endowsboththe

city and the country with a strong claim to be one of the cradles of civilisation. The

Turkish banking sector is equallys@nating. Its history similarly dates back centuries

to when the 6Gal ata Bankersé, named aftel

time, played an important role in financing the Ottoman Empire (Kaya and Collu,

2020). However, the focus of this study is on presgay multinational corporation

( MNC) banks oper aiofithegrtfinancialldistticawhibhthdasé s st at «
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attractedsubstantialnward ForeignDirect Investmen{FDI) overrecentyears(Vollers,

Yavan and Franz, 2021) as Turkey has taken its place amongst the leading emerging
markets. Turkey is currently actively pursuing membership of and participating in the
BRICS1 a group of five leading emerging economies, namely, Brazil, Russ& Ind

China and South Africa (Bacik, 2013; Lissovolik and Vinokurov, 2019). The
challengingcurrenteconomicsituationfacedby BRIC memberRussiamustbe notedas

foll owing Putinds invasion of Ukr ai ne, t

sanctioned eauntry in the world (Wadhams, 2022).

1.2 Theoretical foundations of the research

The thesis adopts a broad conceptualisation of Practice Theory as its theoretical
foundation and, in particular, ggrongly influenced by Structuration Theory (Giddens,
1976, 1979, 1984; Bourdieu, 1977, 1986, 2014). Due to the focus of this thesis on
strategy in business, the wider practice theory application of Strat&yacifce (SAP)

is also utilised (see Fieldmand Orlikowski, 2011; Nicolini, 2012) as a stream of
Practice Theory. Similarly, the organisational setting of this multiple qualitative case
study’ MNC subsidiarie$ allows the inclusion of an additional stream of Practice
Theory, namely New Institwanal Theory (DiMaggio and Powell, 1983; Scott, 2013;
2013; Whittington. 2006, 2007; Vaara and Whittington, 2012; Kohtamaki et al., 2022;
Jarzabkowski, Seidl and Balogun, 2022) to be drawn upon (see Fieldman and
Orlikowski, 2011; Nicolini, 2012). It shoulde noted that considerable overlap exists
between these streams, particularly between the fellow travellers of SAP, Structuration
TheoryandNew Institutionalism (Abbot1992)andtheir shared focusn organisations

in generakbbndon the micro-foundationsf whatactorsactuallydoin particular,leading

to these two alternative approaches being perceived as complementary to each other
(SuddabySeidelandLe, 2013).Thevariousstreamsf PracticeTheoryi Structuration
Theory, SAP and Neunstitutionalismi which inform this study are presented and
critically reviewed in further detail in Chapter 2 and are revisited in the discussion of

the findings in Chapter 4 and the concluding chapter (Chapter 5).

The research in this study is also underpinned btiiagegy, culture, and international
business research. This interdisciplinary approach is consistent with the overall purpose

of thethesis this beingto seeka nuancednsightinto strategywithin MNC subsidaries



operating in an emging market context. These strands of the literature are introduced
below (see Sections 1.2i111.2.3) and critically reviewed in Chapter 2. Along with
Practice Theory (see above) the literature utilised informs the semi structured interview
see ChapteB and subsequent findings outlined in Chapter 4. Practice Theory is then
utilisedto aid interpretatiorof the findings/discussiorsectionoutlinedin Chapter 4and

when drawing conclusions in Chapter 5.

1.2.1Strategy: 6 Ol d sacnhdo oSlmobw o | 6

By way of brief introductionto the strategyliterature, it is importantto emphasisé¢hatit

offers a wide range of often disparate interpretations and approaches to the concept of
strategy. In broad terms, a distinction exists between what may be descriltetd as o
school and new school approaches, although this is far from an absolute dichotomy. An
analysis of both these broad approadchesh e newer &ésoci ol ogi cal
Pratice (Whittington, 2007; Jarzabkowski, Seidl and Balogun, 2022; Kohtamaki et a
2022)which contrastswith theoldermainstreaneconomicview i is centralto attaining

a nuanced view of the research context. Additionally, the inclusion of these various
streams of literature contribute to the objective of providing a critical egapi the

literature supporting an exploratory study of the industry and loecafienific global
organisations which are the focal point of this study, together with providing an insight
into the theory which may influence the practitioner perspectiwesh the research

also explores.

To el aborate, o60o0old schoold is a term thal
labelledasé ma i n shy somestnategyasPracticescholargseeBlom andAlvesson,
2015; Golsorkhet al., 2010). This encompasses approaches such as the early strategy
research (Ansoff; 1965; Chandler, 1962; Learned et al., 1965; MacIntosh, Maclean and
Robinson, 2023) and the later Industrial Organisational (I0) econateroged

research (Porter, 1971980; 1985; 1990; Memon et al., 2021). It could also be
extended to include the Transaction Cost Economics (TCE) perspective on strategy
(Coase, 1937; Williamson, 1975; 1985) and the later Resource Based View (RBV) on
strategy (Rumelt, 1984; Barney, 1199Whilst these mainstream perspectives are

largely derived from economics, substantial differences exist between the
methodological approaches and branches of the respective economic influences. For
instance, the early strategy research is often cadg-Baised and emerged from the

forerunners of strategic management research, such as the Scientific Management



perspective (Jessop, 2005; Taylor, 1911) which was based largely on quantitative
experimentation and observation. Alternatively, later studies derived from Industrial
Organisation economics (Porter, 1973; 1980; 1985) and were based on large scale
statisti@l research. In contrast to these, the contemporary Strategy as Practice (SAP)
lenscouldbelabelledas thed n e w h oTbekdy distinctionis thatthemoveto SAP

can be seen as a O6practice turnd (Whitti

from sociology and more, specifically, from Practice Theory.

Understandably, the mainstream econorméisienced strategy literature and the SAP
perspective have often been seen as competing approaches. The rationale for viewing
the two perspectives as digent is that SAP represents a shift away from strategy
research with a focus on performance to a widetepth inquiry into what really

happens in strategy formulation, strategic planning, and its implementation (Golsorkhi
et al., 2010). Whittington (2007 vi ews SAP as the O0soci ol og
strategists and strategizing. Whilst the assumption that economics sociologically
derived perspectives should be automatically viewed as alternatives is understandable,
the landscape is more complex thhais simple dichotomy suggests. Indeed, an
alternative view is that SAP can be seen as a complementary to, at least in part, rather
thancompetingwith the mainstreamapproacho strategyTheo6 o Isathdblversusd n e w
school 6 debat e iChapter® of thethesisl(see $ectidns 2.aand 2.4) n

and informs the conclusions of the thesis (see Section 5.4).

More specifically, Bl om and Al vesson (20:
earlier perspectives whilst, in particular, SAP has been d@aseomplementary to the
Resource Based View (Johnson et. al, 2003; Regner, 2003). In brief, the reasoning

behind this is that an SAP lens could uncover the actual dynamics involved in the

creation and development of the organisational assets, tha restiurces and

capabilities that, according to the RBV perspective, drive competitive advantage
(Barney,1991).Puttingthis anothemway, SAP buildsuponits predecessont® overcome

the critique that earlier lenses including RBV overlooks huawors and their actions
(Jarzabkowski, 2005: Jarzabkowski and Spee, 2009).

In addition, when considered as a contemporary stream in the strategy literature, SAP
itself relates to previous work within the strategic management literature. One notable
influenceis theearlierwork of Mintzberg(1973)andPettigrew(1977)who alsoviewed
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strategy as emergent rather than deli ber
strategy. OStrategizingd (Whihblardaeagt on, 2
meansof emphasisinghe active,dynamicnatureof strategyasperceivedoy thosewho
research from this perspect-ewlesociall n brief
activities, processes and practices that characterize organizational strategy
strategi zingd ( Gol samdstwidelyecited @dponents afGAF0 , p .
is Richard Whittington who, in his seminal paper (Whittington, 2006: 2007), proposed

an alliterative 03Psd6 model of strategy I
PractitionersPraxisis thework of strategizingundertakerby actorsin anorganisation,

whilst practice comprises the tools or routines and resources used in strategy work.

In a sense, this is a development of established sociological theory whidtbeou
adapted for research in business school s.
based on concepts originating in social practice theory and bridge the dichotomy of
structure versus. agency in social practices (Bordieu, 1977; Giddens, 1Rit#n&

was also a practice theorist, and his Structuration Theory (Giddens,i198ggd on

the concepts of agency, structure and structuratisrof intrinsic importance to

Practice Theory (Golsorkhi et al., 2010; Nicolini, 2012) and, many would argue,
remains its central tenet. Putting this
strategywho doesit, whattheydo, howtheydoit, whattheiruseandwhatimplications

this has for shaping strat egytherefoleaichz abk o\
with agency and offers amongst other things, the advantage of a focus on micro

activities and with it the potential to uncover deep insights.

1.2.2Culture: Cross-culture operationsand strategy

In this study, MNC subsidiaries are employed as a vehicle to conduct research into
practitionersod6 perspectives on alternat.i
strategic management. Studying these organisations also opens up potentially

interesting msights into culture. That is, the international nature of their operations
introduces the dynamics and potential tensions of local and global culture. More
specifically, this research seeks to idei
nuanced insilgt into strategy formulation in Istanbul based subsidiaries of five global

banks. It also, therefore, provides a contagten insight into a specific area of

internationabusiness. Inevitablygiventheglobalnatureof MNC operationsandtheir
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roleis crossbordertrade this alsoprovidesa solid environmenfor aninquiry into

crosscultural influences on strategy within this context.

Cultureandits influence orbusines®perationcanbe studiedat differentlevelsi the
individual (employee) level, the organisational level and the national level. Within the
socialcontextof anMNC in particular theheadquartersmtroduceanelementof home
country national level culture, whilst the affiliates introduce local culidtéghe same
time, it is also important to remember that local subsidiaries act as firms in their own
right within the overall structure of the MNC; hence, they provide a valid context in
which to study culture at the organisational level. In additiompleyees who play a
rolein strategy processes ahemselves anit of analysis from a cultural perspective.
Indeed, there have been calls for more research into the interplay between these

di f f er e of tultubelEeexandGatifp2004). Againa casestudyexploringMNC

affiliates provides an ideal backdrop for such research.

Lauring, Bjerregaard and Klitmoller (2018) introduce a distinction between
6functionalisté and O6constructionistoé ap]
culture from adinctionalist stance (Hofstede,1980; House et al., 2004; Triandis, 1995;

Sent and Kroese, 2020) view national culture as categorisable and measurable and,
consequentlytendto basetheirresearclon large scalequantitativestudies.In contrast,
researcherapproachingulturefrom a constructionisstanceacknowledgehatnational
culture is influential but would positi ol
Bjerregaard and Klitmoller, 2018); rather, culture is a dynamic influence which is
c&¢onstructedd by an individual within a p
Primecz (2011, p.2) note that <culture 1is
experiencetheirwaysof thinking, their sensemakingandhowtheytalk abouti t The . 6
emphass, therefore, is on the individual who will also be an employee (actor) and a

citizen. This approach is, arguably, more fitting to explore the influence of culture on

strategizing in MNC subsidiaries.

1.2.3International businesditerature: MNCs and strategy
Researclwithin this streamof theliteraturefocuseson strategyin MNCs andexploresa
variety of issues, such as optimal strategies to manage across borders, the impact of the
structures adopted by these global actors and the degree of influence which originates
respectively from the centre and periphery. The early international bukiessgsire
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assumed that the HQ in the home nation is the dominant power within these
organisations and, consequently, that strategic decisions were top down in nature
(Levitt, 1983; Prebisch, 1959). Again, the literature is dominateatyamicsderived
approacheandtheinfluenceof HQ relativeto thatof its affiliateson groupstrategyhas
informed a number of rationalist typologies that seek to provide managerial insights
(Bartlett and Ghoshal, 1988; Dunning, 2001; Ghoshal and Nk#&8). As the

literature evolved, however, there is evidence of an increasing awareness of the
contributions of subsidiaries as local actors (Begley and Boyd, 2003; Paik and Sohn,
2004). Nevertheless, the underlying rationalist perspective and supppréngtative
methodologiesemainedconsistentvithin theinternationabusinessesearchHowever,

just as in the strategy literature in particular, the sociological approach of Practice
Theory has been increasingly applied to the study of internatiasaddss more
generally(Bjerregaard an&litmoller, 2016).Thisis asubstantiatievelopment because

it represents a shift in emphasis towards considering the impact of practices on strategy.
This change of focus, debatably, has the potential to deep&ctiseon the workings

of MNC subsidiaries which, in turn, could substantially increase understandings of the
|l ocalised 6voiced within overall MNC gr ol
substantial crossover between an MNCs structure and cultuseréBearch uses MNC
subsidiaries as a context for exploring the influence of global and local culture on their
strategiesLocal MNC branchesreaninterestingenvironmentn which to researclthis
issueowingto theirhomeHeadquarte(HQ) andhostcountrybasedsubsidiariesyhich
automatically leads them to absorbing different cultural influences, thereby rendering
them a particularly rich organisational context in which to research culture on multiple

levels.

Themultidisciplinaryliteraturewhich informsthis researchs outlinedin detailin
Chapter 2 of the thesis.

1.3 Aims and objectivesof the research
As established above, the primary aim of this research is to explore strategy in MNC
subsidiaries and, in partitar, how it is influenced by local factors. To do so, Practice
Theoryis utilisedasatheoreticaframeworkunderpinnedy relevantmultidisciplinary
literaturel focusing on strategy, culture and MNCso that a more nuanced view of
strategy formulatin in MNC subsidiaries might be achievelb actualise this, an
exploratory qualitative multiple case study of the subsidiaries of international banks
13



operating in Turkey wil/ b e perspaettevesiora k e n . I
strategy in the field, this study seeks to be of practical significance to subsidiary

managers staff. Thereforetheoverallresearclguestionthatthis studyaddressets:

Whatare the keyinfluenceson strategydevelopmentvithin the contextof MNCs

subsidiaries?

In orderto meetthe primaryaim outlinedabove theresearcthasthefollowing

objectives:

1. To carry out primary research explori:
experiencef strategyin emergingnarketbasedVINC subsidiarieso contribute
to constructing a nuanced and contextualised view of strategy formulation in
practice.

2. To explore the interplay between strategy and social context (organisational
cultureandnationalculture)by investigatingwhethereadoffice or subsidiaries
lead strategy.

3. To critically appraise the literature informing the resedrte strategy, culture
andinternationabusinesditeraturei within the contextof the studyto drawout
the functionalist andonstructivist threads within it and unpack the historical
and contemporary roots of each stream.

4. Todrawconclusionsaanddevelopfocusedrecommendationt® practitionersn
the field on how to enhance strategy formulation processes in this specific

contex supported by the findings of this research.

1.4 Contribution of the researchto knowledgeand professionalpractice
Thiss t u gignibicanceandits contributiongo existingknowledgeandprofessional
practice are summarised below, and are explored tinefludetail in the concluding

section in Chapter 5:

1.4.1Contribution to knowledge
With regards to contribution to knowledge, this research firstly seeks to provide a
nuanced understanding of strategizing in MNC subsidiaries. It does so by adopting a
PracticeTheory lens and supporting this with multidisciplinary insights from the
strategycultureandinternationabusinesditerature.Thereforethis broadframework
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addresses a notable gap in the literature by offer a more nuamtexstanding of
strategizingn MNC and afresh andrariedperspectivento theoperational dynamiogf
emerging market based MNC subsidiaries from the perspective of practitioners in the
field. In doing so, the study utilises input from different lewlanalysis micro,
macroandmesa enabledoy anapplicationof the PracticeTheorylens.In addition,the
threads of practice theory, interpretivist led and rationalist based, are explored in
supporting literature (strategy, culture and internationairtess) which are critically
reviewed and subsequently drawn upon both in the discussion of the findings and the

conclusions.

Secondly, a limitation of previous research within the context of emerging markets
banking, and more specifically furkish banking, is the dominance of quantitative
methodologies. At its extreme, the perceived prevalence of qualitative studies and
associated positivist assumptions within the area of International Business (Welch et al,
2020;2022)hasledto possibleaccusation®f 6 p h yesni v¢@aiinson,2017).To help
overcome this, the thesis will employ a qualitative approach by utilising a multiple
qualitative case study exploring five subsidiaries of international banks operating in
Istanbul.Qualitativeresearcloffersthe scopeto uncoverrich databy gaugingtheviews

of subsidiary professionals directly using primary reseapathaps surprisingly given

the rapid growth in the Turkish financial services within the general trend of the growth
of emergig markets, there are relatively few studies on Turkish banking. Moreover,
extant quantitative studies tend to be based on narrow technical issues, such as
profitability efficiency measures (e.g., Dincer and Hacioglu, 2013; Kirikkaleli, 2016).
As far astheauthoris aware thereareno previousstudieson strategyon TurkishMNC
banking subsidiaries in the literature employing a qualitive multiple case study
approach, Hence, Turkey is an original setting for this type of study and the thesis
makes a novelantribution. By adopting an exploratory qualitative multiple case study
approach, this research aims to provide an understanding of strategpyeicifecsocial
context in contrast to extant approaches to researching financial institutions in Turkey

which, as noted above, tend to be based on quantitative methods.

Thirdly, following on from the above, contextualisation is an important issue in
International Business; however, the local perspective continues to be largely
underemphasisdad theliteratureoverall. Thereforetherehavebeenrepeateaallsto
emphasiseontextwithin thisfield (e.g.,Teagardenyon Gilnow andMellahi, 2018).
15



By its very nature thefield is differentiatedby its internationaldimensionandgiventhe
broader trends of the rapid growth if emerging econoinibgrkey in the case of this
studyi andtheinternationalisatiorf seniormanagemeniBooneetal, 2018),diversity

of the context driving studies should necessarily follow. In keeping with thesatios
thesis also offers insights into MNCs, which are a unique type of organisation owing to
theirhome/hostcountrypresenceandtheir strategizingrom alocal perspectiveThese
organisationsre of significance globally owing to the size and scope of their
operations. In general terms, Turkey is an emerging market with a rapidly growing
economy that has received less attention in the literature than its FDI and economic
growth record may waant and, by interviewing local MNC subsidiary staff based in
Istanbul, this thesis offers an emerging market perspective on strategy, a field which

overall remains Western dominated.

Lastly, returningto thetheoreticalframework,asa studywithin InterrationalBusiness
research rooted in the context of emerging market MNC subsidiaries, the thesis
contributes to the continued integration of Stratag¥ractice within the various
strands of Practice Theory, together with the suggestion to look outsittesto
disciplinesi namely international business (Jarzabkowski, Seidl and Balogun, 2022).

The contributions outlined above are returned to and expanded upon in Section 5.5.

1.4.2Contribution to practice

As part of a professional doctorate, this thesisks to make an evideAoased

contributionthatis of practicaluseto professionalé thefield. Theempiricalresearch

i's based upon a qualitative multiple cas:
strategy within MNCs. The outcomes of thésearch form the basis for a set of
recommendations for improving strategizing designed for use by MNC subsidiaries in
practice. Therefore, the findings of this study will support recommendations to be put

into action in real world business as a contrdouto guiding subsidiary policy

formulationi see Section 5.6.
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1.5Summary of the approach toresearch

As outlined in the research methodology section of the thesis detailed in Chapter 4, this
research is based on the paradigmatic clainces$tructivism, embracing the
ontologicalassumptionsf relativismanda subjectivistepistemologyLincoln, Lynham

and Guba., 2011). In keeping with the nature of the topic, that is, an exploration of

strategy from a practitioner centric perspectiveyalitptive case study approach is

utilised to enable a deeper understanding of complex social phenomena (Eisenhardt,

1989; Yin, 2003; 2017)Silverman (2013, p.87) suggests that the key advantage of a
qualitative approach is thatitcanmorefldlyd dr ess t he &6éwhat sd an«
experience and enable the exploration of
the gaze of quantitative researcho6. The
global banks operating inIstanbulandhh e se cases are presented
systemsé (Creswell, 2013, p.97) and stud,i
secondary research. As previously established, the cases were drawn from Foreign
Banks,therelevanttypeof banki globalbanksoperationin Istanbuli andthechoiceof

5 cases offers the potential to garnish insights into these organisations in a specific
context, from a relatively small universeee Chapters 4 and Fhe primary research

is based on 30 serstructured intervies with practitioners in the field, and supported

with secondary data, including internal organisational reports, published reports and
websites, gathered from the organisations researched in this thesis. These provide a
snapshot of priaesandibsiglisnreorthe dailypverking pvesoot the
participants thereby offering tipotential for rich contextual insights into timfluences

on strategy in the context which the thesis explores.

1.6 Structure of the thesis

Thestructureandcontentof this thesiscan besummarisedsfollows:

Chapterl: Theintroductorychapterof thethesis setsutthe contextof this researctby
providing on overview of the broad themes of the topic, outlining the theoretical
framework and supportingerature, aims, objectives and central research question of

the study and introducing the methodology devised to meet them.

17



Chapter 2 Comprise the literature review of the study. It critically reviews the strategic
management, crossltwral studies and international business literature together with
theintertwinedpracticetheorywhich informstheresearchTheunderlying functionalist

and constructivist elements of the streams of the research which support the thesis are
alsohighlighted. Thematerialcritically appraisedn thesechaptersactaslenseghrough

which to explore strategy within context of this inquirfNC subsidiaries of

international banks operating in Istanbul.

Chapter 3 Outlines the research design anethodology of the thesis by establishing

and justifying the researcheroés interprei
multiple case study to underpin this multiple case study. Details of the data collection
phase of the thesis are outlined irstbhapter, which establishes that the study is

informed by semstructured interviews with practitioners in the field and triangulated

by organisationapublicationsby thefinancialinstitutionsin the study.Thecodingand

thematic analysiprocesses undertaken during data analysis stage are subsequently
outlined in this chapter.

Chapter 4:Outlines the results of the study which are categorised into themes (see
Chapters 3, 4 and 5) followed by a discussion of the findings. The discussionse

link backto therelevantliterature therebysupportingandinterpretingthekey findings.

Chapter 5 The concluding chapter of the thesis reviews how the study meets its aims
andobjectiveslt proceedso presenainddiscusghecontributionsmadeto practiceand
knowledge. Finally, the chapter outlines the limitations of the research and offers

suggestions for future research.

1.7 Summary

In summary, the thesis seeks to explore the research qué&Sthanhare the key
influences on strategy devploent within the context of MNCs subsidiarigs@doing
so,anexploratoryqualitativecasestudyis undertakerio gaugepractitionermperspectives
on alternative theoretical approaches to understanding strategic manaf) ey,
the established approaches of early strategy research, mainstream theory and the
alternative SAP approaches. MNC subsidiaries are employed as a vehiciduotco

research into strategy, enabling culture and international business to support strategic
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managemerdasatheoreticalens.Thereforethis broadframework addso theliterature

by forming a more nuanced understanding of strategyinitMNCs, providing irdepth
insights into the operational dynamics of emerging market MNC subsidiaries based on
primary research in the field. Exploring strategy from a localised practitioner
perspective paves the way for a set of recommendations a@onguide subsidiary
managers improve strategizing in practice. In light of this, the initial task is to consider
the strategic management, culture and international literatures; this is the focus of the
following chapter (Chapter 2) of the thesis.
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Chapter2

UnderstandingtrategyA review

2.1Introduction T Understanding strategy

The purpose of this chapter is to critically review previous studies in the strategic
management literature that underpin and informrésgarch. To do so, the chapter
initially reviewstheforerunnerof strategionanagementhe earlierstrategyresearch,
Transaction Cost (TCE) derived studies, the industrial economics inspired Positioning

School, the Resource Based View, and finallyStrategyasPractice approach.

I n addition, the contemporary SAP school
along with its Practice Theory rodtsStructuration Theory and Neimstitutional

Theoryi form a critical part of the review and feedsoi the theoretical framework

which guidesthe study.In keepingwith researclobjective theunderlyingfunctionalist

and constructivist threads of the strategy literature are unpacked through an analysis of
the historical and contemporary roots of the strategy research stream of literature. The
practice theory approach which forms the theoretical frameuwidttie thesis is also

reviewed as it informs the SAP literaturéhrough Structuration Theoiyand extends

it through Newlnstitutional Theory based in organisational studies.

Subsequently, the crossiltural studies and international business liteesgt@re also
reviewedin this present ChapterCollectively,thesditeratureshelpinform theresearch
whilst it explores strategy in a specific context, namely, the Istavdseéd subsidiaries

of international banks.

In short, the purpose of this anatfollowing chapter is to cover the content which
guides the theoretical framework and to critically review the underlying literature that
informsthestudy.Thisis to inform theresearchn this thesisthoughaninvestigationof

the relevant extant litature in order to gain a deeper and more nuanced understanding
of the field of strategic management. Moreover, as outlined in the later chapter on
methodology (Chapter 4), the approaches and insights emerging from this literature
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review direct the later data collection stage of the research, informing the questions
asked during the interviews [/ primary r e:
inevitablyguidetheresearcheby influencingthe subsequerdataanalysisBowen,

20009).

2.1.1Strategic management:An overview

The following sections of this chapter review the main elements of the strategic
managemerliterature,commencingvith adiscussiorof themainstreanapproaches.
The purpose of doing so is to both hightigieir contribution to the field and the
potential limitations of each of the competing schools of thought within the strategic

management literature overall.

There are differing definitions and approaches to the concept of strategy, the key
concept witlm this study. There is no clear consensus on how to define strategy.
However, thawo common yet contrasting approaches inliteeatureare, first, a focus
on strategic content, which in essence views strategy as something that an institution
0 h amd@econdafocuson strategigrocessewhich viewsstrategyassomethinghat
an institution actually O6doesé. The for m
roll-out, whilst the latter is concerned with strategy making. Rumelt et al. (1991, p.53)
define strategy as O0a set of objectives,
enterprise and its approach to survival
adopted by scholars who tend to focus on the content of strategy rather thas; proces
is this approactthatinfluenceshebulk of theconventionabrma i nst reamo dlod d
strategic management research. With regards to strategic process, there exists another
distinction between, on the one hand, the view that strategy is delivenaiteire and,
on the other hand, the alternative approach which sees strategy in terms of emergent
processes. Deliberate planning involves formal planning by top management, whereas
emergent strategy involves experimentation and learning that emergésnes/e
(Johnson et al., 2008). Hence, the former (deliberate strategy) is largely associated with
earlier mainstream strategic management studies (e.g. Ansoff, 1965; Chandler, 1962)
together with the Industrial Economibased research (e.g. Porter, 198885) whilst
the latter (emergent strategy) applies to the more contemporary SAP approach (e.g
Vaara and Whittington, 2012; Whittington, 2006; Whittington et al., 2007). This study
which aims to explore critically the perspectives and lived experienaaciitpnersi
that is, MNC subsidiary staffin the field.
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SAPviewsstrategyas primarilybeing emergent. Morgpecifically,however jt focuses

on strategy as an engagement with practice (Golsetkdli, 2010; Jarzembowski and

Spee, 2009; Johnson et al., 2007; Whittington, 2006). Therefore, the practitioners who
engage with strategy are central to the study of strategy whilst, more generally, work in
any organisation is viewed as a form of sogialinbedded practice. The routines that
practitioners follow dayto-day are the tools of strategizing, whilst praxis describes the
activitiesusedin the strategydevelopmenprocessDefinitionsof strategyfrom anSAP
perspective are in keeping with thepessual approach to strategy that considers how
strategy is formulated. Hence, the SAP aj|
than the traditional term / noun O6strat e:q
that strategy work is a contiaus and norsstatic activity (Whittington et al. 2006).

Puttingit anothemwvay, it is the activeelementf strategythatis thefocusof SAPand,
consequentlystrategizinghasbeendefineda s , 6 ¢ ahuogeactiossjntergctions

and negotiationsof nhut i pl e actors and the situated
(Jarzabkowski et al., 2007, p8J. There is, therefore, a clear distinction between the
traditional approach of researching strategy content or formal planning and this more

active approach thhaxplores how strategy emerges in daily work from strategizing.

To sumup, thestrategionanagemerliteraturecanbegroupednto several streamsee
Figure 2.1). Amongst these, all but the processual and SAP perspectives can be firmly
classed amainstream owing to their shared ontological and epistemological stances.
However, as will be discussed below in detail, the mainstream literature fails to
recognise agency in strategy; this is seen as a limitation of traditional strategic
managemerthinking. SAP canbeseenas sharindcey similaritiesto the processual
approach in that both share sociological roots, and the nascent perspective of SAP
introducedhe practiceturninto thefield of strategionanagemeniThenextsection

now reviews mainstesm strategic management perspectives.
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Figure 2.1 The Development othe StrategicManagementiterature
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2.2 Strategic management:mainstream approach

2.2.1Early strategyresearch

The early strategy research consists of largely econemeicged studies within the
strategic management literature, and the key studtem this classical work are

outlined below. These earlier studies appear to be a disparate collection of research
spanninga periodof around30 years,andtypically focusedon aspect®f planningand
design. Several common themes caideetified in the research subscribing to this
perspective; these are reviewed below to highlight commonalities within the school.
The main distinguishing feature of these studies is the emphasis placed on the
importance of both formal strategic planninghin the organisation and also of the
organi sationds internal processes, and d
managers who are tasked with delivering effective strategy. Selznick (1957) surmises
thatuppermanagemergetgoalsaccountingor internalfactors,andexternalfactorsor

market expectations and demand.

The common threads, therefore, that run through the seminal papers within this
perspectivareplanningbasedntop-downmanagemerdandtheimportanceof internal
structures and poesses, along with an emphasis on a successful outcome of growth
(Andrews, 1971; Ansoff, 1965; Barnard, 1938; Chandler, 1962; Isomura, 2021). In
termsof research methodologgtudiesof strategyfrom this perspective areftenbased

on case studies of prtice in the field. These are potentially insightful; however, they

also tend to be prescriptive in nature since the research aims to produce results that can
be generalised, a feature more typical of objectivist deductive research pursued by the
later pogtioning perspective strategy researchers. Therefore, the early strategy research
canbeseenasimportant withinthedisciplineof strategiaonanagemerbecausét paved

the way for the later positioning school perspective (Porter, 1973; 1979; 119HR),

As discussed below, this is also an econordeEsved approach to strategic
managemenglbeitfrom thealternativebranchof industrialeconomicsatherthanthe

largely microeconomifocused earlier research.

The topdown planning approach to ategy typified by the planning perspective
unsurprisinglyattachegreatsignificanceto theimportanceof manageriatontributions;
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it is an approach commonly adopted in these early strategic management studies
whereby senior managerseaeen as contributing substantially to strategic

management. In simple terms, senior management is, as noted above, tasked with
shaping strategy. The strategic contributions made by the internal functions within a
business, including internal cooperatigithin the firm and its processes, together with

the key function of management, are highlighted as drivers of strategy by scholars such
as Barnard (1938). According to him, effective strategic management arises from the
effectiveness of these processed fumctions which are closely directed by senior
managers. Strategic management, therefor
issued by management, whose authority rests not only in the quality of these decisions
butalsoontheassumptiorthatthesedecisionsareacceptedy their subordinatesasked

with implementing them (Barnard, 1938).

Ansoff (1965) also views strategic decisions or managerial direction as the essential
component oftrategigplanning. Heposits that onceorporate strategy is established, it
becomes the aligning force between a fir.i
decisions, therefore, involve analysing events, signals and challenges and developing

the concepts, tools and policies to mandget Such decisions can be categorised as

either strategic, administrative or operational. Strategic decisions are focused on

products and markets with the aim of maximising return on investment (ROI) and
achievingsynergieghroughthisé ¢ o mma n elmaddition,strategiadecisionsarea
mechanism to guide an organisation in establishing the type of markets or business it
should enter. Again, a prescriptive appr
strategy in terms of strategic decisionswhach e 6. . . pri marily conc
problems of the firm and specifically with selection of the product mix which the firm
will produce and markets to which it wil/
characteristics, such as strong management grabitidies, therefore, take cenfokace

whilst directing the company in order to effectively supply the external product market.
Moreover, Ansoff (1965) <clearly also higl
environment or the marketplace, albeitdipultaneously maintaining the focus on

internal capacities.

In summary, the earlier works discussed in this section tend to empthasise
importance of managemehte d &6 best practicesd i n ensur
asaproxy for strategicsuccessWhilst theinternalworkingsof thefirm arethe primary
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focusof theearlystrategyresearchthe externalenvirormenti themarketplacé is also
considered (Andrews, 1971; Ansoff, 1965; Rabetino, Kohtamaki and Federico, 2021).
Tall hierarchyasaform of firm structures assume@nd topdownmanagemen(albeit

based on cordial relationships to ensalignment with strategy) is the assumed
managerial approach (Barnard, 1938). Early scholars were in the position of
establishing the strategic management field of research and felt that the most valid
method to achieve this was to use case studies toogethair field. The methodology

used in the early strategic management literature was inductive and qualitative; this
allowed researchers to provide detailed and rich insights into strategic management.
Inductivemethodswvere usedy early researchers bacse,sincethe study ofstrategyis
complex, then irdepth case studies were deemed the best approach to study them. This
earlierliteraturewashighly focusedon manageriapracticein the fieldandthesestudies
largely aimed to develop generalisablesgreptive best practice which could be used
across business sectors. Moreover, strategy was seen as something that could be rolled
out by senior managers which again is consistent with the later Positioning School but,
as explained later in this chaptarms counter to the approach of the alternative SAP
approach.

2.2.2Transaction CostEconomics(TCE)
Transaction cost economics also originated in classical economic assumptions;
however |t hasdevelopednto atheorythatinformsa strategiomnanagemenperspective

and is one which is also has behavioural economics underpinnings.

Coasg1937)introducedthe notionof transactiorcoststo explainwhy firms existasan
alternative to dealing directly with markets. According to this theoryfiarsaction

costs, such as partnership procurement, information gathering and bargaining, which
result in the widespread formation of f
paradigm suggested that the very existence of firms which providéscievie®

internalisethe productionof goodsandservicesactsasacheapemethodof completing

transactions as opposed to the alternative option of going direct to market.

Scholars (AbduAziz and Zaini, 2022; Williamson, 1975, 1985) built on this and
sought to explain why organisations exist, again focusing on thehdethey offer a
cheaper approach to executing transactions. Firms, therefore, are a mechanism to
minimisepotentialtransactiorcosts.In effect,firms areanoutcomeof marketfailure.
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Simon(1957)introducedthe notionof boundedationalityand,in doingso,approached

decision making from a behavioulc onomi ¢s per spective. Sin
rationality essentially holds that individuals do not make optimal and rational decisions

due to restrictions on their cognitive abilitichallenges in attaining and processing the

required information andsocial ties within their social networks.

This marked a shift from classical economics which holds that complex economic
decision are explicable by rational choice theory. Actors are seem as acting as the
rati onal O hoommo aesc oan oomricactui dodn atl u rpre,r stohi s as
areperfectlyefficient, andthatperfectknowledgeguidesall markettransactionsindby

decisions (Scott, 2000). Chandler (1962), who, as previously discussed, was an

important contributor to the early strategy wesh stream, posited that multidivisional
structure of firms, or the allocation of profit centres based on product and/or

geographical locations, is based on transaction cost economics.

Whilst bounded rationality in now a key part of this perspectiveinipertance of
transaction costs derived from classical economics remains central to it. Williamson
(1975; 1985) introduced several assumptions which developed the perspective. He
viewedbehaviouraspotentiallyarisingthroughopportunismwhich may provedeceitful

either before or after entering into the contracts which is the central focus of the
transaction cost approach. Opportunism means that contracts are never cost free, and
this fact is a central argument for the need for firms as opposed toeihratite

mechanism of market transactions. The concept of bounded rationality (Simon, 1957)
was also integrated into Wi lliamsonbs (1
decisions in reality, even in spite of rational intentions. In brief, this sughestie

firm may be more efficient than markets in terms of organising or undertaking

transactions.
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2.2.3Upper EchelonsTheory

Upper Echelons Theory is effectively an extension of a key component of Transaction

Cost Economics, that ispunded rationality. Upper Echelons Theory (Hambrick and
Mason,1984;NielsenandNielsen,2011)positsthatthe Top ManagemenTeam(TMT)

play a fundamentally key role in influencing key strategy decisions and, in turn, in
determining organisational perfoance. In fact, this influence is allegedly so great that
Hambrick and Mason6s (1984) seminal papei

6reflectiond of i1ts top manager s.

In this sense, Upp€eEchelonds atop-downperspectivePowerrestswith the CEOwho

acts as the most valuable source of intellectual capital that an organisation has, and
whose effect on the firmbébs strategy and ¢
(HambrickandMason,1984).Thereforejt follows thatwhile powerandinfluencedoes
notnecessarily rest solely in the Chief Executive Office (CEO), it is certainly highly
concentrated among a few senior leaders. Hence, Upper Echelons Theory is partially
complementary to the New Institutional (NI) lens (Scott 2013) because it shares the
sameunderlying assumption that organisations are vehicles of change, although from

the NI perspective attention is placed firmly on the internal resources of the firm,

namely the upper echelons of senior management.

By advancing the concept of Bounded Ratlip&Jones, 1999; March and Simon,
1993),theUpperEchelongerspectiveonsidersarlierclassicakationalistapproaches

within management, which also share a focus on the role of senior management in
directing strategy (Ansoff, 1965; Chandler, 1962; DuCoin and Kuo, 2023; Zugay and
Zakaria; 2023), could be supplemented by an emphasis on the importance of a person
centric approach. Toreap, bounded rationality sugges
substantively rational when it is appropriate to the achievement of given goals within

the I'imits I mposed by given conditions al
Thereforethereis spacan decisionmakingfor arationalapproachogethemith a

recognition of limits the human element may introduce.

As the managerial insights that guide decisions in an organisation are necessarily
boundedo theextentthattheypertainto the subjectivemanageriabxperiencé which

whilst often industry specific they will undoubtedly be limited or restricted and
undoubtedly subjective. In other words, it might be assumed that organisations are led
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by skilled andexperiencednanager$ut, in reality, any perspectivéneldis subjective

and to some extent swudptimal. Thus, the focus on people within a firm introduces a
behavioural factor and this recognises that key strategic decisions are guided by how
leadergperceive a situation.

UpperEchelonsTheory, theninherentlyrecogniseshe potentiallimitationsthatpeople

bring to the table during decisignaking and leadership, namely, their subjectivity
basedn awide variety of factors,suchastheir educationabackgroundsocioeconomic
background, gender, individual experiences, and age/ tenure (Tian, 2022). Therefore,
many resonate with the theory because any organisation is based on a hierarchy and
management holds the power to direct resourcesnflnénce. The issue is that the
idiosyncratic characteristics of an upper management team may introduce potential
biases or weaknesses into managerial decisions (Neely et al., 2020). Nevertheless, the
individual strengths of senior managers also haveaohential to strengthen an

organisation and to act as the locus and knowledge necessary in important strategic
areas, such as internationalisation (Maitland and Summartino, 2015; Piaskowska, 2017)
and bridging cross cultural differences central to intiwnal business (Nebus and

Chai, 2014; Piaskowska and Trojanowski, 2014).

2.2.4Managerial Discretion

Anot her of Oliver Williamsonds theories |
managemerlay in directingstrategy Originally introducedoy Williamson (1963),
ManageriaDiscretionalsosuggestshatthefocal point of strategyformulationrests

with senior managers who enjoy significant volition in how the shape strategy.

However, managerial discretion can be seen as the latitude of action afforded to
manaers,theinferencebeingthattheirinfluenceoverstrategicchoicess unlikely to be

absolute (Wangrow and Schloem2019). Hence, the theory holds that managerial

influence is a balance between ratiohalbeit bounded c hoi ces wi t hin a
control and environmental forces. These environmental pressures are present in any
industry and may be mainlyoutofama ger 6 s contr ol (Hambri cl
1987).

In keeping with the other mainstream strategy approaches outlined in this $esg®n
abovei this strategy approach is derived from microeconomics. It is similar to Upper
Echelon Theory inasmuch as itagpeople centric lens; that is, it recognises the

contributionof internalhumanresourcesalbeituppermanagemen®dditionally, it also
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integrategshe behaviourahssumptionsf boundedationality (Simon,1993).Moreover,

its centralclaim is that managerial discretion, or choices, direct resource allocation and
that these tojplown goals and decisions shape strategy. Due to its economics roots,
profit maximisation is the clear overarching goal of the firm and is the ultimate goal of
the firm (Williamson, 1962). As the perspective developed within the management
literature, its central assumption of bounded rationality was the focus of research.
Hambrick,FinkelsteinandMooney(2005)foundthatboundedationality is revealedn
practcewith CEOs,aswith all peoplebeingd f | a Momath@lesshis did notrestrict

their substantial influence on company outcomes.

Aside from bounded rationality, research on managerial discretion has searched for

factors which impact the leveladianagement 6s i nfluence. One
corporate governance mechanisms (Ataay, 2020). Similarly, the wider board of
directorsandthelevel of investorprotectionin a nationalandorganisationasetting acts

to constrain managerial discretion (JarBanchez, MartineEerrero and Garcia

Benau, 2018). Other research explores the role of superior managers and their ability to
utilise discretion i niaifimaccialenaasureof f i r més
organisational performance (Magerakis, 20249 ditionally, a number of studies have

hi ghlighted the | ink bet wangtheunderlymgt er nal |
people strategiegsinfluence and organisational performance (Haveman, 1993) and

strategic change (Lin and Liu, 2012; Karaevli and Z#84_3).

Gumpta (2019) returned to the bounded rationality element of this perspective given
that the person who holds the key CEO role is the focal point of the strategic influence
emanating from the boardroom (Finkelstein and Hambrick, 1996). Gumpta (2019)
emphasised the cognitive dimension of the perspective by empirically seeking
dispositional sources of managerial discretion. The research found that extremes in
CEO personality could influence strategy. Narcissists, for example, tended towards
downsizingwhile extraverts tended to invest in Corporate Social Responsibility (CSR).
This offers a nuanced theory on CEOs influence by studying the effect of a CEOs
dispositionahatureandcorroborategust how muchaninfluencea CEOhasin practice.
One possibleestraint is an ethical business cultur@n organisational characteristic
(Key, 2002).

DongKyoon, Son and Zamanian (2007) researched managerial discretion in an
international setting. Results showed that multinationals, based on the managerial

discreton measuref financialreportingmethodstendto havegreatemanagerial
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discretion than local companie&nother study within and international context (Lin,

Li andOlawoyin,2020)foundthat CEOoverconfidencé aindividual characteristid

could lead to higher degree of internationalisation, and that if managerial discretion is
pronounced this effect will be strengthel
largest companies, almost all of which are MNCs, it was foundhbee was a strong

positive effect of CEO entrepreneurialism on strategic change and that managerial

discretion may increase the magnitude of this relationship.

2.2.5The Positioning Schooli The influence of industrial organisational economics

The Positiomg School is a later perspective within the strategic management literature
which is heavily influenced by Industrial Organisational (I0) economics. This

perspective assumes that strategy is a task directed by senior management and
something that is the taome of developing a formal strategic plan. However, the
approach can be differentiated by the fact that it adopts an industry level view and
assumes that the external environment is the clear primary focus of strategy

formulation. Strategic planning inlxes the coordination of various company

departments along with their various ssthategies, and the role of senior management

is to closely oversee strategy development and implementation. Planning or strategic
Opositioningd i s uditveltoobtyoutmanoeavggeer s as a C
competition and to gain a competitive advantage over them. A variety of strategic tools,
techniques and models allow executives to develop strategies to meet any contingencies
thatmayariseexternally. Thdocuson this perspectivés the positionof afirm vis-avis

the rest of the companydés industry | evel
decision making from the top is paramount (Souza et al., 2023). The Positioning School
may be seen as a development ftbm earlier strategic management perspectives, and

this thesis seeks to test this perspective in the field, along with the competing SAP

approach which will be later in this chapter.

As determined above, the positioning perspective represents a sigragv@topment

in terms of theory and methodology from preceding studies. Therefore, with its
evolution, the field of strategic management moved closer towards industrial
economicser the studyof firms, industriesandmarkets.Theinductivecasestudieshat
dominated earlier research came to be replaced by deductive, large scale statistical
analyses which sought to validate hypotheses to increase the generalisability and
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validity of their findings. By adopting this largeeale approachigsearchers aimed to
add insights to the field. Their overall aim, therefore, was to produce generalisable
results based on large scale samples. In brief, whilst the focus was on managerial
decisionsor choicesthe guidewaslargedatasetsof quantitativedataundertakeratan
industry level. As a consequence, this perspective went on to dominate strategic
management textbooks and resonates with business professionals who have taken

training courses offered by large consultancy firms.

Strategic and economic trends were seen as originating in the wider economy and,
therefore, these studies focused on the
as those by Porter (1973; 1979; 1980; 1985), led this strand of strategic mandgement
applying economic theory and focusing fi
structuralanalysiss focusedon competitionbeyondaf i r abviosisexistingrivals. As
outlined in Chapter 1, Michael Porter was the key contributor to this schodhiand

approach to strategic management is synonymous with the Harvard Business School

scholar. Indeed, Porterdés (1979) 5 Force:

chain (1985) remain a mainstay of strategic management. His 5 Forces model proposes

that industrylevel competition originates from several main factors, which he deemed

0the 5 forcesd and that these can bie man:
see bel ow. Port er 0 seeFidure Z.3belowprowdesraaisefss mo d e

analytical tool for assessing an industr

analysisThefive forcesare:(i) thethreatof newentrants{ii) buyersbargainingoower;
(i) suppliersbargainingpower;(iv) thethreatof substitutegand(v), rivalry between
existing competitors. Attention is drawn to the industry within which a business

operates and specialisethis can be seen as its corporate field.
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Figure 2.2 Thecompetitivestructureof anindustry: TheFive Forces
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Source: Adaptedfrom Porter(1979)

This framework of analysisherefore, is based on the industry level. This allows firms
to position themselves and to develop a :
characteristics and prospects and on the actions of its main rivals. Competitive
advantagés determinedy howwell acompanypositionsitself anddifferentiatestself

in an industry. The three generic strategies to maintain a competitive advantage are: (i)
cost leadership; (ii) differentiation or (iii), focus. According to Porter (1980), these
generic strategies cdme used to match the focus of any industry, and management is
tasked with perusing the most appropriate generic strateggt leadership,
differentiation,or focusi subjectto pressurespecificto the externalenvironment oto
theindustry in which lhey operate. Therefore, senior managers steer or decide which of
these approaches to adopt and, in doing so, can direct the firm to follow the optimal

strategy. Porterdés (1979) seminal 5 Forc
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practitioners and is remains commonly taught in business schools around the world.
Porterds overall i dea was that a framewol
determiningndustrycompetitivenesandmeanghatafirm mayo6 ¢ h ahoggrelesin

the firmés favouro (Porter, 1985 p. 4).
structure of an industry and firms have a role in formulating a competitive strategy

which allows them to establish superior performance.

P o r t(IT3fwndocbratedissertatiorat HarvardBusinessSchoolbegarto shapea

new perspective on strategic management as he studied firms in terms of their industry
position. He used a methodology that tackled a large number of firms within a total of

38 consumergoodaidustries. | f a firmbés perfor man
industry environment in which it competes and since the external environment

determines conduct and conduct subsequently determined performance, then industry
structureremains docus of thes studies. This representedrajorshift of emphasis to

market structure and away from the firm focus which largely proceeded these studies.
This later led to the positioning school of strategic management which remains the

dominant perspective today.

2.2.6ResourceBasedView

TheResourcdBasedView (RBV) is interposedetweerthe early strategyliteratureand

the contemporary SAP lens. There are substantial commonalities between the Resource
Based View and the preceding early strategy research and thetlategyas Practice

lens. These hinge on the shared understanding that there are certain factors that a firm
may possess leading to it holding a competitive advantage in the market, and that this
may also be seen as outcome of strategic management ameéasare of strategic

success. For instance, Selznick (1957) is representative of many early approaches to
strategic management which highlight internal firm advantages and view leadership,
albeit directive management, as firm level capabilities or stnen@ither early strategy
researclalsohighlightedtheimportanceof internalresource$Andrews,1971;Penrose,

1959) meaning that, to an extent, the Resource Based View is reminiscent of the earlier

work.

Much of theearlierstrategyresearctadoptsaninternalcompanyperspectivevhereby

firms introspectively develop the advantages and resources to orHpevever, the

resources themselves determine performance, and this appreciation of external
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positioningalsohascommonalitiesvith P o r t(X80fvisw thatmarketfit determines
performance. In terms of methodology, however, RBV research has more in keeping
with the early strategy research perspective because its internal firm focus is often
manifested in small scale case studies and, hence, is distinct from thenRasitio

School 6s ut istale samplas anad statigticallamalygise

Regner (2003) identified a potential bridge between the Resource Based View (e.g.,
Barney, 1986; 1991; Muneeb, Ahmad and Tehseen, 2023) and the Strategy as Practice
perspective. Haotes that the latter can supplement the former by proposing resources

and capabilities as a basis for competitive advantage (Barney, 1986; 1991). SAP can
identify the processethatleadto theactualfactorsthatthe RBV proposesllowsfirms

toattainc ompet i ti ve advantage after establish
economi (tinane\Wu, 2004)

Essentiallythe RBV addressethe question®f why companiesliffer andhowtheycan

achieve and maintain competitive advantage (Davis and Dewitt, 2021). Rumelt (1984)
describes the firm as a O0bundled of resol
importance that this approach places on the importance of these potential sources of
compditive advantage. While these studies proceeded Barney (1991), and proposed
resources, such as, tangible, and intangible assets as potential sources of competitive
advantage. Tangible assets, as the name suggests, are concrete resources such as a
physicalof f i ce bui |l di ng. I n contrast, i ntangi
business processes or image/ reputation. The focus in RBV research is consistently on
analysing firms from the perspective of these resources as opposed to from a product
pergective. Moreover, the RBV approach highlights the potential of a business to gain
advantage over its competitors by utilising its internal resources. Although the research
helped establish RBV as an approach to strategy, Wernerfelt described his work as a
6first cut at a huge can of wormsd (Wer n

challenges that identifying resource advantage and their potential impact poses.

Barney (1991) integrated various streams of microeconomics to suggest that a firm

facespotentially competitiveforcesatthefirm, industry,andeconomylevel. Therefore,

facing and overcoming these forces requires specific strategic advantages or resources.

However, it is Barneyo6s | ater work which

Barneps (1991) Value Rar ity flamaworlagiopdsedt y Or ¢
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four criteria to characterise the resources a firm requires to secure sustainable

advantage, namely: (i) valliethe value of resources are due to their potergiabd

value to too the firm; (ii) rarity that resources must be somehow rare or ideally

unique;(iii) imitability (inimitability) i ideally resourceshouldbedifficult to copyor

imitate; and (iv) organisationt he o6 or gani sed6 hisasonah e s s

structure and culture.

The VRIO framework consists of four questions and aims to allow a strategic analysis

of abusinesdy providinga structuredool andapproactto testaresourceor capability

in order in terms of its potentiakeeTable 2.1.

Table 2.1- TheVRIO Analytical Framework

Dimensions

Question(s)Neededto Conducta ResourceBasedAnalysis

V = Value

Doesaresourceenablea firm to exploitan environmental
opportunity, and/ or neutralisen environmental threat?

R =Rarity

Is aresourcecurrentlycontrolledby only a smallnumberof
competing firms?

| = Imitability

Do firmswithouta resourcefacea costdisadvantagen
developing it?
Thiscanalsobeviewedasinimitability ORIlimited
substitutability

O=Organisation

Are a firmbés other polici
supporttheexploitationof its valuable rare and costlyto
imitate resources?

Source:Adaptedfrom Barney(1991,ascitedin BarneyandHesterly,2015andAmit
and Shoemaker, 1993)
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BarneyandHesterly(2015)view resourcessthetangibleandintangibleassetshata
firm controls and as strengths that can be used to help implement its strategies.

Capabilitiesaresee asasubsebfac 0 mp araspudcesnd argheassets thadllow a

firm to exploit the resources it hais.

tangible and intangible enable a firm to achieve competitive advantage.

To recap, therare three main distinct types of resources, which are: (i) physical capital

resources(ii) humancapitalresourcesand(iii) organisationatesource¢Barney.1991;

Barney and Hesterly, 201b)see Table 2.4 below:

Table 2.2 Thef i r rasousces

Typesof Examples

Resource

Financial Themoneyi from banksequityholdersandbondholdersi
Resources which is used to conceive of and implement strategies

Additionally, financialresourcesncluderetainedprofits.

Physicakapital Physicaltechnologyusedby a companyplantandequipment,

resources computer software and hardware, geographical locatior|
Humancapital Training;theexperienceinsights,andrelationshipof
resources individual managers &mployees.
Organisation Theserelateto theattributeof groupsor teamswithin the
capitalresources organisational structure.

Source Adaptedfrom Barney(1991)and Barney an#iesterly(2015)
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To drawthediscussiorof the ResourcdBasedstreamof strategiananagemenb a

close, Moreover, the perspective has be
perspectives and the subsequent O&ésociol o
(Whittington et al., 2007)

2.2.7The processualperspectiveof strategic management:Laying the foundations

for SAP

Theemergenapproactio strategydevelopedvertimein responséo thegrowing

criticisms of the rational planning and positioning approaches outlined above.

Whittington (2001) argued that the rationalist view was based on the unrealistic
assumption that competition between firms occurs in an unchanging static environment.
However, the environment is notoriously difficult to predict in business as
contingenciegonstantly arise, thus challenging the assumption underpinning the
traditionalapproacheto strategywhich suggestshatadvancelanningis arequirement

in strategy formulation. Therefore, the processual school considers the mainstream
strategicappraahes t o be | i mited in scope becaus
boxd; they focus on measurable strategic
process themselves and, in so doing, underplay the activities of the people involved
(Tavakoli, Sch agwei n and Schoder, 2015) . l n cont
to strategyi epitomisedby the planningandpositionalschoolsof strategiconanagement
which focus on t hei thelrocessualwdrspective laoks fosther at e ¢
Oknowkhow, when and know whered (Bal ogun,
the processual approach feel that this more dynamic approach to strategy adds insights
into the field.

Putting it another way, the traditional planning approach to strategy largely views

strategic planning and strategy execution as two separate phases, although Mintzberg
(1978) suggested that this is not the case. Rather, he proposed that the execution of
strategyis closelylinked to strategiglanningitself. Indeed,accordingo Mintzbergand

Quinn (1988, p.13), the strategic formulation and strategic implementation stages are

not separate but should be seen as a O6col
values, organisational cul tur e,Howenwed, man a
the focus of thenainstream literatureithin the strategienanagement field is primarily

on the planning stage and, in turn, the content of a strategy.
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Significantly, the role of agency is also advanced in the emergent stpatiespective

because, contrary to the emphasis on planning that the traditional approaches tend to
prioritise, strategy is seen as arising |
formulatingstrategy plansandoutcomesrelikely to differ and,in thebusinessvorld,

the strategic process may seldom go to plan. Moreover, the very idea that senior
management is able to plan strategy 1 s (@
fixed and actions may impact on actual results at any pbthegrocess. Therefore,

scholars such as Mintzberg, whose insights dominate the processual school,

increasingly viewed strategy as emergent.

Overall, then, a key strength of the processual school of strategy is that it includes
influencesrom boththe emergenaindrationalperspectivesf strategy Processheories

in strategic management are concerned with a series of events for which time sequences
are critical for outcomes (Mohr, 1982). Naturally, all processes change over time, but
strategy processespecifically tend to refer to the temporal evolution of specific
organisations (Chakravarthy and Doz, 1992). Actors within the organisation do help to
shapestrategy and theinput is valuable. So, to summarise, grecessual school made

a significantcontribution to the field of strategic management by moving beyond the
Owhat 6 of strategy that was the key consi
management research which solely studied the impact of plans and managerial strategic
choices on businessscess (Mintzberg and Waters, 1982). In contrast, the processual
strategic management approach outlined above laid the foundations for the emergent
school of strategyT her ef or e, the O6howd of strategy,

(Nordqvist, 2012) bgan to develop as a focus of research for strategy scholars.

2.3 Structure, agencyand structuration
Structuration theory (Giddens, 1976, 1979, 1984; Bourdieu, 1977, 1986, 2014) is
distinctiveasasocialtheorybecausét actsasabridgeor6 h i hegwedrdeterministic
approaches suggesting that structure takes primacy and alternatives that, taking the
opposite approach, emphasise the role of agency (Stone, 2017). Structural effects refer
to the economic, social and political structures whichcanstn an i ndi vi dual
within a social space (Pfeffer, 1991). Structural constraints in a society may arise
consensually (Durkheim, 1938) or through the domination of a perceived ruling elite
(Marx 1867; Herman and Chomsky, 2000). In contrast, tieenaltive approach which
emphasises volition views agency as the construct by which we phenomenologically
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distinguishselfinducedactionsfrom actionsdueto othercausegHoerl etal., 2020.

Therefore, according to Silver et al., (2021), social agency describes outcomes

associated with the control we feel over voluntary actions and their effects.
Structuratiortheory creates a bridge between the structural and agency positions; it

blends notions of structural constraints and the freedom of individual action, which
Giddens | abels the 6duality of structure.
inputof bothsocialstructuresandthe practiceof agency Whenappliedto thestrategic
management context, sociology as a discipline is clearly a significant influence on

strategy as practice.

2.3.1Structuration Theory: Giddensand Bourdieu

Attentionwill nowturnto structuratiortheory,thedevelopmenbf which owesnuchto

the contributions of Anthony Giddens and Pierre Bourdieu. As noted above,

structuration theory (Giddens, 1976, 1979, 1984; Bourdieu, 1977, 1986, 2014)

developed into a strong influence on strateganagement research, particularly from

the SAP perspectiveThis mechanisnhelpedbuild on earlierstrategyperspectivessuch

as the positioning school which promotes the importance of strategic choices or agency

in strategy. Giddens (2009) developsthe ncept t hat &ésocial str
medi um and the outcome of social actionb
Astructuredo insofar as people behave in |
only possible because each of us, as indilgJymssess an enormous amount of
socially structured knowledgeo (Giddens,

Structuration theory, therefore, provides a general framework for investigating the
organisation in terms of a network of processes. Mpeeifically, scholars have

adopted it as a theory to help explain t|
changedé6 (Al bano et al ., 2010, p. 1) withi.
arguedhatstructuratiortheorymay provideorganisatioal studiesesearcherwith the
opportunity to 6transcend their dualisti
relationshipbetweerstructureanda c t {Athandetal. 2010,p.2).It setsthescenefor
investigating how agency and structure ard lpmitentially relevant influences; both

agency and structure may influence the actions taken at work, although their perceived
degree of influence largely depends on the perspective of the researcher and varies

between different contexts.
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Specifically,in termsof organisationsstructurecanbedefinedasd p a t tregulantiesd

and processes of interactiondéd (Al bano, 2
(1976; 1979; 1984) structuration theory may be used to support organisational research
which balances influences from both structure and agency in terongasfisational

actions, such as this present research into international banks operating in Istanbul.
Structuration theory suggests that organisational action is embedded in structure and
that Omost social phenomena aswekasinthe ace i |
whol e societal systembé (Al bano et al. 20:
more than simply personal decisions and, given this context, are likely to be deeply
nuancedandsituational.n fact, structureratherthanagencyis oftenemphasisedsthe

dominant influence on the actions of employees in businesses, and this is the case
because structure holds dédsupremacy on aci

clearly a balance and empirical research is the basis fotigatisns in the field.

Structuration Theory holds that actors sustain or modify institutions whilst undertaking
their actions (Giddens, 1979). Giddens suggests that agents may both produce and
reproduce structure in the praxis of social life and shaicture both constrains and

enables action simultaneouslyherefore, structuration theory integrates the impact of
strategizing undertaken by both managers
interpretatiorof strategizingactivitiesframework(Jazabkowski,2008).A key pointto

note is that different employees at different levels of seniority are included withing the
framework, representing a break from traditional strategic management perspectives
which, as previously established, were firmlp tlown in nature.

Bourdi euds work within soci al theory i s
within the field of strategy. Key t hemes
and the adoption of a relational perspective with which to vigarsiwithin the field.
A field is taken to mean a structured social space of social positions, whilst capital is
viewedwith relativesocialstanding Eachof theseis underpinnedy theissueof power
andpowergamesamongsactors which makeshesesotionsrelevantto organisational
studies. Common examples of the concept of fields may be any arena, such as an
intellectual, religious or cultural field, where actors compete for capital in order to
dominate their social order (Bourdieu and Waatu1992). In the case of this present
research, the field is foreign bank subsidiaries in Turkey. The field of banking,
therefore, can be vi eBoardieu089). Hith regaedste na i n
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capital, Bourdieu, discusses three disti
social position: economic, social and cultural capitadt@f and Lievnes, 2014). It is

capital that situates or positions people within a social space or field (Bour8ig),
Capital, therefore, is a resource and t h
position, or position as an empl oyee. Bo
fourth categorysymboliccapital,wasaddedo theearliereconomic, saal andcultural

types (Bourdieu, 1986).

Bourdieu is possibly best known for his concept of habitus, which represents the

principles of judgement and practice undertaken by all social actors and, specifically in

the case of this thesis, subsidiarystdfae bi t us i s defined as a o0
transposabl e dispositions €& function(ing)
appreciations and actions and make possi |
(Bordieu, 1977, pp. 95). Dispositn s r ef | ect an actor6s soci
role and influence as an employee when applying the concept to organisational studies.
Thus, habitus is distinct from other lenses which may advocate agency and view

i ndi vidual s @ %o takefratienal chaigeefor thentselvasbahd society

(Lukes 1973). The capital held by an individual has been compared by Bourdieu (1989)

to holding the winning cards in a card game. Seen from this perspective, the four types

of capital referred to abover e t he O6acesd that allow som
(Bourdieu, 1989, p.17). In tHeeld, actors struggle fdnfluence; actions have meaning,
andsocialpositionscanbeseenin astrategicsenseTore-cap,B o u r dthreeaorigisal
types of capital are economic, social ant
capital 6 as a development to his original

To sumup.whilstB o u r dadriginal @k is theoreticain nature thekey concepts
within it can be applied to organisational studies and the context of this study MNC

subsidiaries in Turkey see Chapters 4 and 5.

2.3.2New Institutionalism

New Institutionalism (DiMaggio and Powell, 1983; Scott, 2013) is a sociological lens

which explores the mechiams of agency and structure underpinning Practice Theory

and applies them to organisational contexts. It is understandably acknowledged that

New InstitutionalistsconsiderotherPracticeTheorists suchasGiddensor Bourdieu,as

supporters (Abbot, 199ZJhe theory posits that the institutional environment, rather
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than straightforward mar ket pressures, i/l
organisations necessarily respond to the interests of social siwteisistitutional
forcesexistbeyondmarketforces(Scott,2013).In keepingwith its sociologicalroots,

attention is focused on how the wider social environment helps people socially

construct images of companies who seek to compete in economic terms or gai

legitimacy in Institutional terms (Powell and Bromley, 2015).

March and Olsen (1989) put forward a largely normative concept of organiséifenal
suggesting that employees, and by extension firms, follow the rules to such an extent

that organisational behaviour is shaped by basic operational procedures. They also
highlightaculturakc ogni t i ve el ement wit hi nindutkeei r ut
0 .thebeliefs,paradigmscodesgculturesandk n o wl erdegerafsocialobligations

(March and Olsen, 1989, p.22).

Di Maggi o and Powel | (1983) also emphasi s
dimension of institutionalism. They sought to eiplthe processes of diffusion and
isomorphismby presentinga frameworkof mimetic,normativeandcoercivechannels

through which institutional forces flow. Organisations, therefore, operate in line with

rituals of conformity originating from externallgd institutional influences.

Institutionalé i s 0 mo marEddiom thréedifferenttypesof institutionalpressures:

() coerciveisomorphism{ii) mimeticisomorphismand(iii), normativeisomorphism.
Practiceithin institutionstendtowardshomogeneitydueto the coerciveinfluenceof

rules and regulations, and mimetic pressures lead to taken for granted norms, while
normative pressures are a mechanism by which a firm meets its perceived social
obligations. Ther ef o883),frani2wokkasuggestothae nd P o w
practices, policies or routines within a particular field tend towards industry level
standardisation due to these three categories of institutional pressures. Reuf and Scott
(1998) corroborated the New Institutionalist persipechat homogenisation emerges

from the structuring of organisational fields and identified the state and professions as
rationalisers driving homogenisation or institutional isomorphism (DiMaggio and

Powell, 1983).

S ¢ o0 {2018)seminalinstitutionalframeworkbuilt on earlierwork (e.g.DiMaggio and
Powel I, 1983; Par sons, 1956) and devel op:t
framework. These pillars regulative, normative and cultural cognitivare perceived

as either interconnected or segta and offer insights into the behaviour of
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practitionersMoreover it follows thatthe pillars facilitate a potentialcombinationof

macro, meso and macro level influences on organisations.

Scottds (2013) regulative pillar of inst.]
and | aws or Ostructuresd in an organisat.
ensure compliance since the regulative pillar restricts institutions to kiagee

constraints on behaviour. Organisations are perceived as gaining legitimacy through
complianceandconformitywith thesed | e mpquirement$Scott,2013).In turn, social

stability, therefore, is established by the implementation and supervidioesef

regulations supported by penalties for rtmmpliance. Following a brief discussion of

Scottodos framework bel ow, the institution:

The normative pillar (Scott, 2013) introduces a deeper elfased perspeot to

assessing legitimacy, and these normalised rules are likely to be internalised by
organisational actors. This introduces the scope for intrinsic and extrinsic rewards in
turn for conformity. Compliance within the rules of the normative pillar isgakbdiry
suggesting that this pillar imposes substantial constraints on behaviour. Normative
pressures also have the potential to empower actors since they have an evaluative
el ement that necessitate judgemendrawg Scot |
heavily the influence of Parsons (1956), who recognised that broader normative
structures are key to legitimising organisations within society, particularly those which
implement values, such as schools. It also echoes earlier work in the field of Ne
Institutionalism by DiMaggio and Powell (1983) who identified that the normative
iIsomorphism leads to similar individuals occupying similar rolese above. This, in

turn, resultsin standardisationverridingthevarietywhich might otherwisebeexpedted

given firm level distinctions in terms of histories and traditions.

A

Scottds cultural cognitive pillar highl i
interpretations, common recognition of roles and similar structural templates (Scot,

2013) as various soces of legitimacy. Therefore, interpretations of cultural values,
sharedpatternsandframesleadto similar responsefrom actorsacrosorganisations

and fields (Scott, 2013).
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Table 2.3Summaryof S ¢ o {2018)Billars

Regulative Normative Cognitive
Basis of Experience SocialObligation | Shared
compliance understandings
Basis oforder Regulativerules Binding Constructed
expectations schemata
Dispersion Coercive Normative Mimetic
mechanism
Logic Knst r ume n Appropriateness | Orthodoxy
Indicator Rules Certification Commonbeliefs
Laws Accreditation Sharedogicsof
action
Sanctions
Basis of Legally sanctioned | Morally governed | Comprehensible,
Legitimacy recognisable,

culturallysupported

Source: Adaptedfrom Scott(2013)

Otherresearchwithin the New Institutionalistthemehaslookedat the microfoundations

of change (Jepperson, 1991; Powell and Bromley, 2015; Powell and C&Q@&y, or
the influence of individual employees, which is reminiscent of much of the Strategy as

Practice approach (Whittington, 2006). This research from New Institutionalists is
t h adlteremhamdr o
enacted

Oprompted

extinguished

by a

as

t hey

recognition

ar e

by

ndi

and Bromley, 2015, p.765). These social situations could be taken to apply to working

lives within subsidiaries, as in the case of this present resegpglersen (1991)

clarified a complex concept by presenting micro translations as simply representing the

ways that micro categories may get intole@ds of individuals (Jepperson, 1991). The

ongoingimpactof themacrolevelinstitutionalpressure$ seeabovel occursalongside

these, as macro level values may be pulled down to the individual level as micro level

influences are simultaneously pulled upwards (Powell and Colyvas, 2008).

To sum up, New Institutionalism can be viewed as astref Practice Theory

(Nicolini, 2012).Thelensis guidedby attemptgo interprethow individualsarelocated

within social relations, and their understanding of and responses to the institutional
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environment (Colyvas and Powell, 200B)n par ti cul ar, Scottds
frameworkof newinstitutionalismoffersinsightsinto the behaviourof, aswell asthe
behaviour of employees within institutions. The framework is applicable to research
such as in this thesis, and is usefuhiterpreting the insights gained from interview
participants see Chapter b when exploring how strategy is embedded in the

organisational setting of MNC subsidiaries in an emerging market economy.

2.4The 3Psof SAP: Practitioners, Practicesand Praxis

Thefollowing sectionof the chapterexploresthe so-called3Psframeworki Praxis,
PracticeandPractitionerg (Jarzabkowsketal.,2007;Peppard2014;Whittington,
2006) which form the pillars of the SAP perspeciivaee Figure 2.Below.

2.4.1SAP - Practitioners

As established above, structuration theory and the associated concepts of agency and
structure are central to the SAP philosophy. Hence, the notion of practitioners is,
therefore alsokey to this perspectivePractitionercanbedefinedasanyactorsactively
involvedin strategyformulationandexecution(Whittingtonetal., 2006).SAP hasbeen

described as a distinct approach to studying management, and researchers from this

perspective see strategy as somethingpeopgleo 6, pl acing the focu

strategy practitioners (Golsorskhi et al., 2010). Therefore, it is the practitioners, often

employees, who are the focal point of SAP research and have been described as

(

O0strategyb6s actors, amiongoanmndeexwoc kt iofi g ms

(Whittington, 2006, p.619).

Practitioners, such as managers and strategy consultants, may be directly involved in
makingstrategy.These employeesrein apositionto directly shapestrategy asarethe

other managers andategists appointed by organisations. These types of practitioners
are usually internal to the company and
(ParoutisandPettigrew,2007).However,changemayalsoarisefrom agentexternalto

the company; theseimg h't i n c imakdrs, thépedid, the gurus and business
school sé6 (Jar zabkows k i-102).nkis atlils antextarnalgt o n ,
dimension when considering strategy research in real world organisations, to

complement the activities of empl@ginternal to the firm.
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Figure 2.3: The3Ps Model ofSAP

Practitioner:

Source: Adaptedfrom Whittingtonetal. (2006)

The SAP perspective assumes a broad definition of practitioners, Whittington (1996,
p.619) defines them as 6éstrategyds actor
executings t r a SAP théreforeaperspectivehatembracesontributionsfrom

both internal and external actors and challenges the hierarchy and emphasis on upper
management that is widespread in #teategic management literature. SAP proposes
thatstrategypractitionersmeednot necessarilypetop or middle managersasassumed

by the previous approaches inthisfields,faety 1 ncl ude a mi x of 0
e mp | o (Jazalkkdvski2005).In the contextof multinationalsthe contextof this

study, strategy practitioners may be located in either subsidiaries or headquarters,
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suggestinghatsubsidiariesnayplay animportantrole in strategyformulation(Bower
and Gilbert, 2007). This is consistent with the focus of the perspective which views

strategy as something people 6dod and pul

2.4.2Practicesand Praxis

Practice tself refers to the repetition of routines, collaboration and conversations

leading to the enactment of strategy (Whittington, 2006). Therefore, SAP draws in all

levels within thefirm, not just upper management as in previous strategitagement
researchAnothersuccinctdefinition of practiceis theactionthroughwhich employees
accomplish strategizin@arzabkowski2004).Praxis isanotherstrategidhemecentral

to the SAP perspective; it is seen as the actual activity from which strategy is
accomplished over time. A useful definit.
mat erial tools through which strategy woil
p.70). Praxis is, therefore, socially embedded and is an important influence on strategy
formulationin organisationsthroughthoughtfulreflectionand action, praxiganslates

the norms or practices in the workplace into being. In more everyday terms, praxis can

be perceived as episodes of strategizing, such as management meetings @skzabko

and Seidl, 2008). These are common to most organisations in all major industries.
Therefore, practices develop into routines and these norms form procedures for

deciding, using tools and acting in strategy work (Whittington et al, 2006). In a later

article, Whittington (1997, p.1579) provides a definition of practices as the broader

Omwdi nes and norms of strategy worké. Thi
influenceswhich seepracticeassociallyembeddedPraxiscanincludeeitherformal or

informal strategy activities as an application of skill (Regner, 2003), and this means

research is essential to identify the impact of praxis on strategy in organisation.

Whittington et al. (2006) focus on the importance of hotrganisational activities
involvedin theformulationandimplementatiorof strategyby consideringoraxisasthe
specific activities of the formulation and implementation of strategy. However, a key
point to the notion of praxis is that it can occur at different levels and is dynamic, so it
may shift betweennstitutionalandmicrolevels(Jarzabkowsket al., 2007).Again, this
has implications for research as it is vital to consider empirically how praxis may
influence strategy in real life organisations, offering potentially valuable insights into
various contexts. This i s thefelhiamditscoent of
uncommon for SAP scholars to perceive an industry as a field. The advantage here is
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thatresearchersanconsidemultiple levelsof analysisalthough aheartSAPis a

micro approach.

In keeping with the idethat praxis is socially embedded, Reckwitz (2002) offers a
definition of praxis as a stream of activity interconnecting the micro activities of
individualsandgroupswith thewider institutionsin which thoseactionsarelocatedand

to which they contribte. In terms of organisational strategic activity, Whittington
(2007)proposeshatpraxisis theactivity of strategymakingandmayincludeplanning,

issue selling and decision making which may be achieved formally or through ad hoc
meetings and offine attempts at influence (Whittington, 2008.uc h &éepi sodi c
p r a cdlspircled@sdecisions, meetingsr workshopgJohnsoretal., 2007),whilst a

wider interpretation of it is any communication series with a beginning and an end
(Hendry and Seidl, 2003), which suggests individual agency influences strategy. These
episodes are familiar to all workplace contexts and offer potential events from which
strategy can unfold and, again, this would appear to offer a wide variety of research

opportunities.

I n practical organisational terms, then,
meeting, consulting, writing, presenting, communicatingsodn that are required in
order to make and execute strategyd (Par
strategising work can occur at the corporate centre and at the organisational periphery
(Regner, 2003). In terms of an MNC organisational ocdnfgaxis occurs in either
subsidiarie®r headquartergr both. Underlyingpracticesmayincludethe varioustools

of strategy. These may include analytical tools, such as SWOT, or technologies such as,
flipcharts, computers, software and so on (Blackled Regan, 2009). Again, these

tools are widely used in workplaces across industries, making them a focal point for
strategy development. Similar activities were highlighted by Vaara and Whittington
(2012, p.6) who described practices as tools, normpmruédures of strategy work.
Practices includeoth formal and informal interactions and activities atddwatre and
periphery and centre of the organisation (Regner, 2003). The introduction of a centre/
periphery context is potentially interesting foetcontext of this thesisMNCs1

which havealocalandHQ presenceMoreover theuseof toolssuchasSWOTwhich

date back to the planning school show that a multitude of influences shape

contemporary strategic management.
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2.5Strengthsand limitations of SAP

2.5.1The strengthsof SAP

SAP is an emergent perspective and has several key strengths in comparison with
mainstreanapproachesSAPintroducedhed p r atc u iinto &rategiananagement
and reduces the imbalance in a field whiclasinated by quantitative studies.
Whittington et al. (2006) consider SAP as an approach that overcomes the previous
dualism between individualism and structure, suggesting that both should be studied in
strategyresearchTheir frameworkof praxis,practcesandpractitionersoridgesthegap
betweermicro andmacrolevel approacheto strategy. Therefore, &stablishe@bove,
SAP allows for research from different levels of analysis beyond the level of the firm
and the topgdown focus prevalent in the maineam literature. In particular, the post
processional strategy process view (Chia and MacKay, 2&@8)the SAP approach as
offering a richer understanding of practice formatiBather than focusing on the
individual or organisation as the level ofadysis in strategy research, SAP offers the
opportunity to adopt the locus of analysis as the social practice itself and to conduct

research from a multevel unit of analysis.

To sum up, then, SAP is seen as enriching the traditional strategy rasflassited

by economics in four main ways (Vaara and Whittington, 2012). Firstly, SAP research
is influenced by and draws on sociology as opposed to economics. This means that the
perspective can be applied to réfd case studies and gives a more pradttiook at

how strategyworksin firms. In short,the perspectiveanbe usedto highlight historical
contingenciesparticularismanduniquenesgKnights,1992)establisheine mp | oy e e 6 s
working lives. Secondly, SAP addresses strategy from a broad perspective. Prior
research focused on firm performance and advantage over rivals, but SAP approaches
strategy differently and sees strategy as something a firm does, not a policy an
organisation has. Thirdly, SAP enables researchers to study a wider variety of
organisations including, for example, fot-profit organisations. Again, this differs

from other strategic management approaches which focus on profit seeking firms. In
fact, alargestreamof theliteratureseescompetitiveadvantagendprofit seekingasthe

central aims of strategy. And fourthly, SAP research demonstrates a methodological
shift in what is traditionally quantitative research dominated area. This newer

perspedte brings qualitative research methods to the field of strategic management,
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enablingpotentiallyricherresearcloutcomesasstrategizings exploredfrom a practice

perspective.

2.5.2Limitations of SAP

Any approach has its critics, aB@\P is no exception. Primarily, the idea that strategy

is directed by senior management is still widely held; specifically, if strategy requires
leadership in unstable situations to ensure future success, then upper management and
CEOs should direct strage (Carter et al., 2008). Another criticism is that SAP is

perhaps not a genuinely new approach, challenging its claim to be as an emerging
perspective based on the practice turn. As noted by Carter et al. (2008), many of the
concepts identified as formptocedures of strategy as practice actually date all the way

back to Fayol (1916). Direction setting and resource allocation are old concepts that

have been proposedasmal procedures of SAP by Jarzabkowski (2003). However,

that said, it is not unusui research to adopt principles from other fields or

perspectives. Nevertheless, the suggestion by one of the founders of SAP, Richard
Whittington (2004),thattheapproactheraldsaé n e w ia sirategyresearctdoesseem

on balance to be a sweeping olaindeed, Whittington appears to fail to recognise that

the Mintzbergian approach was also bottom up in nature and appeared many years prior
to SAP. In fact, studies in the early 1970s had already considered the notion that
strategy is @mapmgetbscdodr (Mwhatber g, 197
as far back as the 1990s, such as Barry
narrative based to strategy research. This timeline suggests that the fundamentals of

SAP actually pradate the miastream positional school it often claims to hasmglaced.

Widening the scope to its sociological roots, Giddens and Bourdieu were writing in the
early 1970s, inspired by great historical thinkers such as Rousseau and Locke.

Moreover, structurationtheoy 6 s strong -i nfl uence on SAP
guestions about SAP6s originality; far f
SAPassimply old winein newbottles.Lastly,in thea u t hvew theseis thepotential

for adisconnect between SAP and practitioners in modern day business who
overwhelmingly view strategy in economic termsee Chapter @ with the primary

motivator clearly being profit. Moreover, in the real business world managers may

relate more to publicains such as the Harvard Business Review rather than the dense

scholarly SAP research which may appear to them to border on the esoteric.
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2.6 Conclusion

The sections above considered the evolution of strategic management friassiisal
foundations in scientific management to the planning school and situational school via
the processual perspective. Previous approaches tended to be underpinned by
economics, whilst the alternative perspective of SAP is derived from sociology and,
particular, structuration theory. To sum up, the foundations of the SAP, therefore, offer
an alternative focus on the practices and processes via which strategy is developed,
renewedandexecutedVaaraandWhittington,2012).Threekey concepts aref central
importance to SAP researchers; they take the view that strategy is formulated and
implemented during work through the dimensions of practitioners, practices and praxis
(Johnson et al., 2007). Each of these three dimensions of practice thescyesedout,

from a sociological perspective, they interact in order to explain strategy formulation
and implementation. However, despite this contemporary research trend, many of the
contributions of scholars subscribing to the econemgpired stream, st as Ansoff

(1965) and Porter (1973; 1979; 1980; 1985), remain the staple of textbooks and are
widely taught in business schools throughout the world. Moreover, this rationalist
approach certainly appears to appeal more to managers in thielfee$ed ortextbook
space and its dominance in professional training courses. The following chapter will
now review the crossultural studies literatur@ith a view to considering the influence

of culture on strategy in the context of this study, local subsidiafigwbal MNCs, to
further inform the theoretical framework of this thesis.

2.7Introduction T Crosscultural managementstudies

Finance sector MNCs are largely we#tablished organisations with long histories that
involve overseas expansion. Their sdimiies, therefore, provide rich organisational
culturalcontextsfor the studyof strategyformulation.In addition,the contextof Turkey

is a fascinating national cultural setting for research; as outlined in the introductory
chapter, it is an emergingarket, former imperial power and modern day free market
economy. In keeping with this context, therefore, this chapter of the thesis responds to
the call for a oO0greater focus on the int:
(Erez and Gati, 2004.534). Specifically, it will explore how culture may be an

influence on strategizingrameworkadoptedn this thesis viewsorganisationatulture

asdynamicandemerging at multiple levels.
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2.8National culture and international business: The functionalist perspective

National culture is of particular relevance to MNCs because they are naturally exposed

to different cultures reflecting the fact that, by definitihey operate across national

(and hence cultural) borders. The MNC business model introduces explicit business
related challenges, such as engaging in cross cultural negotiations and the needing to
alter their products and services to appeal to oversadseta. However, operating
transnationally also introduces some more subtle issues, such as the manner in which
culture may influence subsidiary activities and strategy formulation patterns. At the
nationallevel, culturemayinfluencepracticesastheacborsin MNCs aresubsidiarystaff

who are also open to cultural influences themselves as individuals. National level
culture can be defined as, O6a gener al pat
beliefs that devel op o0 yaevicSiber, @1, asrcitedin,gi v e |
Matijevic, Raguz and Filipovic, 2015). Variations in shared understandings of culture
between different nations develop over time and their influence is stronger than culture
attheorganisationalevel andmayinfluenceemployeeactionsat work. Nationalculture

may affectcompanieghatlocateandoperaten a hostcountry,apointwhichis relevant

to this study because it may in turn impact on their strategizing.

Most research has focused on identifying core cultural dimensions which differentiate
cultures and the implications of these for work behaviour (Erez and Gati, 2004), and
this remains the case today. National level cultural studies from the functionalist
perspectiveoffer insightsinto how culturemayimpacton working life in organisations,
typically viewing culture as a phenomenon that can be measured and quantified using
guestionnaires. Sackman and Phillips (2004) noted that studies of national values in
differentgeographicahreasandtheirinfluenceon collaboratiorbetweerorganisational
members dominate cultural research in the international business (IB) field. Such
studies have rationalist roots and are mainstream because the most widely cited pape
focus on identifying national level cultural dimensions and describing national
dissimilarities (see Hofstede, 1991; House et al., 2004). The national level cultural
dimensions identified influence actors in working life. This approach has been labelled

6functionalismdéd (Lauring, Bj erregaard an
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perspective tends to assume a linear relationship between national level cultural values
andworkplaceoutcomes.An analogyhasbeenmadethatthis perspectiveriewspeople
arebehavindike billiard balls,thatis in alinearandpredictablegashion (Jonser2018).
Giventhecomplexitiesof cultureandthemodernworkplace thisis arguablyunrealistic

in practice.

Cultureatthe nationallevel compisesvariouselementsFor Tayab(1996),the basisof

national cultureeomprises a shared history, climate, education system, social hierarchy

and political and economic institutions, all of which may be easily identified in a

particular context. However, belethes ur f ace i nfl uences may i |
religious or language group, cultural implications of gender and the culture of a certain
generationé (Hofstede, 2007, p.23). Staff,
organisation operates will be naturally subjected to these. Functionalist cultural theory

also tends to study culture at the group level of analysis. Members are se@snut

patterns of behaviour to members so that they may function effectively in / as a social

unit (LeidnerandKayworth,2006). Whilst individualsarenot overlooked the purpose

of these studies is nevertheless to identify potentially generalisdhleatdimensions

at the national | evel rather than to expl

Cultural dimensions are useful in terms of conceptualising cudtutee national level.

Hof stededs (1980) seminal R framework, his er ed
work subsequently inspiring innumerable additional empirical studies within its field
(Kirkman, Lowe and Gibson, 2006). Hof st e
organisationsndbusinesdife andits popularityhasresultedn him beingdescribedas

Ot he pioneer of research in cross cul tur
(Jadivaretal, 2006:p. 910).In fact, althoughfew nationalvaluedimensionsavebeen
empiricallytestedn Turkey (thefocusof thisthesis)anotableexceptionsHo f st ede 6 s

valuebased framework.

The original version of Hofstedebs fr ame\
distinguish between national values in the 53 countries. A key concept in national
culture and organisians is the cultural dimension of individualism and collectivism
(IND-COL) which Hofstede established in his
by a tight social framework in which people distinguish betweagranps and out
groupstheyexpectthar in-groupto look afterthemandin exchangeheyfeel theyowe
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absolute loyalty to itdéd (Hofstede, 1980,
may influence important strategizing behaviduthe togetherness associated with
collectivism may have relevance for effective teanrk that is often associated with
successful strategizind.herefore, collectivism may also be associated with team

working thorough increased relationstupentated behaviours. Interestingly, this

cultural dimension draws a distinction between Turkey as the host country and the
nations driving banking FDI which have HQs located in nations far higher on the
individualism scale. For example, the USA displays an individualistic national culture

and whilstHong Kong is identified as a highly collectivist society (Hofstede, 1980;

Leung and Bond, 2004 urkey can be categorised as a highly collectivist culture in
termsof the IND-COLL dimensionlt shouldbe emphasisetierethatHofstedehimself
cautioned against applying the dimensions in his model to organisational culture; he
argued that organisational culture and n:
(Hofstede, 2011, p.10). Nevertheless, many functionalist studies in theutiéchat/e

done just that.

TheIND-COLL dimensioninks culturaldimensiongo employeebehaviouatwork by
considering perceptions of the O0self. 6 Ci
i ndividual i stic di mensi omensberadficheudtwes!| | y |
tendingto makestatementssuchas,6 la@busy. In contrastgcollectiveculturesfollow

the collective self and so individuals may state thatthewecor k er s see 0t hel
(Triandis et al, 1990). Hofstede (1980, p.286)mlefis i ndi vi dual i sm as
social framework in which people are supposed to take care of themselves and their

i mmedi at e f Ehese dra verg different pgrépectives and may influence

peopl eds behaviour at owislinkedwith stratggiaimgt i cul a

activities and possibly ethics in the workplace

ThesecondfH o f s t dimebresionss powerdistancepr thelevel of inequalitythatis
seenasacceptabléy a society.Thethird dimensionis uncertaintyavoidancethisis the
level at which people accept ambiguous situations and adopt measures taken to avoid
them. Masculinity/ feminism is the fourth dimension, referring to the extent to which a
society is deemed to be predominantly masculine or feminithedmstinctions being
made between competitive or consensual approattastede later added a fifth
dimension, namely, a loAgrm orientation, which he proposed as the extent to which
people choose to delay gratification of their material, social aradienal needs.
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HofstedeandBond (1988)alsosupportedheH o f s t oeiginal fowr dimensionsand
added an extra cultural dimension, the Confucius work dimension, which focuses on

measuring a longerm planning orientation.

Thesecultural dimensions have been empirically tested widely in the international

business literaturand havébeen linked with workplackehaviours. Studies reveal that
uncertainty tends to be viewed with suspicion by cultures high on the uncertainty
avoidancescale (House et al., 2004; Srivastava, Singh and Dhir, 2020). Therefore,

MNCs with subsidiaries in nations high on this scale are required to balance change

with the need of local staff for security and stability. Countries high in individualism

may not rform well in terms of teamwork; for example, UK culture was seen as a
source of teamwork problems and Omi sunde]
Anglo-Dutch MNCs (Kogut and Singh, 1988). However, in countries high on the

collective cultural dimensiomrganisations have been found to value harmony and

loyalty (Beatty, McCune and Beatty, 1988) whilst there may also be a greater sense of
belonging to an organization amongst staff in collectivist natibeadership style has

also been linked with Hofsteles cul t ur al di mensions to th
are high in power distance (PD) and collectivist (COLL) cultures are likely to choose
autocratic leaders. However, individualistic nations lower in power distance cultures
welcome a more participag leadership style (Dorfman and Howell, 1988). House et

al . (2004: p. 534) added that O6organi sat.
values (observed) in their (own) society
which suggests that thereagossible link between societal values and work and this
dimension may well be relevant to Turkey which is typically seen as high in power
distance. More generally, Sagiv and Schwartz (2007) support the view that
organisationgadoptnationalculturalvalues,suggestinghatfurtherresearchn thisarea

is required Whilst most studies tend not to focus specifically on the relationship

between culture and strategizing behaviours, they are nevertheless based on

organisational research undertaken intermatig.

In the contextof this thesis Aysan(2008)notesthat Turkish societycanbe categorised
as high in power distance, hi gh on coll e
dimensionandalsohighin termsof uncertaintyavoidanceThis mayhaveimplications
for the contribution of an individual to strategy formulation. More specifically, high
power distance may imply that members of an organisation follow the hierarchy, obey
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management and are unlikely to question authority. As a highly collective society,

Turkish employees are less likely to undertake new ventures and arenoiioredi to
follow the norms of a group whilst, as a
feminine scale, the characteristics of modesty and a caring stance are to be expected in
employee behaviours. Lastly, low appetites for uncertainty are likely ttoelr@orm
amongsftTurkishemployeesHowever,it is unclearhowthesebehavioursnayinterplay

i n strategy formulation from an SAP appr
previously attracted the attention of researchers.

Despite the large nureb of studies which have based their research on cultural
dimensions, the use of dimensions themselves has been criticised in the literature. For
example, McSweeney (2009) argues that a connection between national values and
organisationgannotbe consideedlargelyfixed becausénteractionwith othercultures

might change behaviours within an organisation. Once again, this suggests that this is a
complex issue and requires further stu@jternatively, Chow et al. (1999) concludle

t hat MNCs usually O6standardised practice:
order to meet corporate goals, regardless of host national culture. In situations where
this is the case, national culture may have more limited influence on an MN€. Mo
generallyH o f s t oeiginal fows dimensionsareseenby manyassimplisticandsome
suggest that improvements in the sophistication of the cultural dimensions employed in

the research may give rise to deeper insights into the issue (Jackson, 2020).

Othershave devel op eLOlHorersibnemiilst&iagelis &t B., (1995)

consider this dimension to be far more complex than previously assumed. They use a
zoology metaphor to compare the INEDLL dimension with birds, noting that there
aremano speci es6 of birds which differ signi
Moreover this dimensionis key to researcton strategizinglueto the suggestiorihatit

may explain differing levelamongst employeesf 6 i ni t i attitudesothe and t
i mportance of o6écooperative coll eaguesb6 (!
the key to understanding the various types of individualism and collectivism is the

6rel ative emphases on horizont al and ver
multidimensional construct examines the IND/COLL and adds a vertical/ horizontal
distinctionto the IND/COLL dimensiono distinguishbetweerthe culturalorientations

of various nations.
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Other widely cited studies appear to supportréhevance of the use of cultural

dimensions in cultural research (Kaasa, 2021; Tuleja and Schachner, 2020). Schwartz
(1994),for exampledevelopeda culturalvaluebasedrameworkwhich heempirically

tested in forty nations, finding that selected cultdraensions could be identified to
differentiate cultures. The cultural dimensions Schwartz (1994) tested are the extent to
which people value conservatism (collectivism), hierarchy, mastery, autonomy,

egalitarian commitment and harmoingee Figure 2.4ddow. The autonomy and

conservatism dimensions replaced the IND/COLL dimension and Smith and Schwartz
(1997) categorised Turkey in particular as a nation demonstrating conservative values

on the Schwartz scale. Schwaatghrzds cul tur
(collectivism) value which applies to cultures which identify interdependence amongst
people, whilst those in conservative cultures live in clekalygroups and promote

group goals. In contrast, the autonomy (individualism) dimension descr#es th

i mportance placed by a society on indepei
and goals. Affective autonomy values stimulation and hedonism whilst intellectual

autonomy promotes free thinking (Schwartz, 1999).

The GLOBE study (House et al., 2004 coordinated research programme undertaken
by researchers based in different parts of the world, examined culture at the national
level, thereby allowing dimensions to be tested on a larger sample of countries than

previously. It introduced new insighaind national level cultural dimensions and built

on the foundations established by Hofste
cultural studies, such as those by Schwartz (1984) and Triandis (1995). The GLOBE
study identi fi ed ,éaehnweastreddwice, isometdcallg,iasne ns i o |

practices and respective valuesd (Javi dai
tested and empirically supported as measures of cultural differences between countries.
The national level dimensions are simii@ithose from previous dimensions, such as
thoseproposedy Hofstedg(1980).However the studyaddsseverahewdimensiongo
existing measures, as follows. Humane orientation is the degree to which a society
encourages altruistic, generosity and caliegaviours. Assertiveness is a measure of
how confrontational individuals are in relation to each other. The COLL dimension is
subdivided into collectivism types | and Il. Collectivism | measures the degree to
which societal institutional practices encage collective distribution of resources and
action, whereas Collectivism Il is the extent to which individuals in a society show
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pride,loyalty andcohesivenesw® their organisationsnd/or families. GLOBE grouped
eachof the62 socidiesinto 6 ¢ | u sTarkey vadplacedin the Middle Easterrcluster
consisting of Turkey, Kuwait, Egypt, Morocemd Qatar, situated between the
Confucian and Eastern European clusters.

Figure 2.4 S ¢ h w aCulttural/alues

ConservatismHarmony,

Egalitarianism

Master Intellectual
g Autonomy,

Affective
Autonomy

Source Adaptedfrom Schwartz(1994)

Kogut and Singh (1988) introduced the KS index of cultural distance (CD),
demonstratingnow crossnationaldifferencesarerelevantin internationabusinessThe

KS index recently reached its"8@nniversary and Beugelsdijk et al. (8)produced a
metaanalysis of works empirically analysing the KS index, concluding that the index
remains statistically significant and relevant for contemporary research. Kogut and
Singh (1988) developed a measuracultufal CD
dimensions and aggregating the measures of individual/ collectivistic, masculine/
feminine, uncertainty avoidance and power distance. The index has been used in IB
research to investigate the management of MNC international operations (Black,

MendenhalandOddou,1991).CD is oftenassociateavith strategicchoicesn termsof
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MNC entry decisions and higher levels of cultural distance may influence expansion
choices.MNCs may choose an International Joint Venture (1JV) in host countries
where CD is high between home and host countries in order to manage the difficulties
posed by CD. Whilst this thesis approaches strategy from a different focus from these
functionalistempirical tests applied to the KS index CD, the component cultural
dimensionsncludedmayinfluencestrategyformulation.This all suggestshatnational

level dimensions have relevance to issues in international business and to the

organisations (MNCs) kich operate within international markets.

2.8.1Limitations of the functionalist perspective

The functional perspective has been adopted by the majority of the research in the field
and has set the foundations for studying culture in organisations. SeshiBwaltes

(2016: p.147) suggest that o6énational culf
assumptions that affect management pract.
essential element of IB research. Yet, whilst national culture research is based on ho
values differ, its use of cultural dimensions (Hofstede, 1980) has drawn criticism

because it was not the original intention of early researchers in the field for their
dimensions to be applied to the study of culture in organisations. Nevertheless, such
dimensions have been routinely applied to the organisational level of analysis and have
become théasis of cultural studies in business. In additionsthdies use countries as

the unit of analysis and aim to generalise across whole populations. Hogigea the
complexity of the topic, it is possible to question whether it is possible to draw
generalisationsn suchalargescale.Moreover culturaldimensiondeganasrelatively
simple constructs, with Hofstuudleds early
dimensions. In hindsight, this arguably looks simplistic in comparison with the more
complex national level dimensions in later studies from a functionalist perspective

(House et al., 2004).

In criticising the functionalist approach, Lauring, Bgggaard and Klitmoller (2018)
suggest that studies (e.g. Hofstede, 1980) in the IB field apply a relatively static and
deterministicunderstandingf theimpactof nationalculturalvaluesandbehaviourof
individuals. Arguably, therefore, an alternatiy@eoach focusing on the rapidly
changing naturef cultureis needed. A counter argument to this critique, however, is

that i1t is misplaced inasmuch that it cri
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something that it never aspir&al In other words, Hofstede sought to propose a model

about the state of a particular culture rather than one about the process through which
culture develops. Working on the assumption that nation states are artificial notions,

Zhou and Shi (2011) alsaiticise functionalist studies for treating groups (nations) as

0si mple, isolated, static entitiesd; the
a Omet hodol ogical abstractiono. Neverthel
globalisaton and the major shifts in economic structures and societies observed since

the global move to free markets since the 1980s, the nation state has prevailed. Hence,
thosesubscribingo the functionalistperspectivareableto justify basingtheirresearch

on this level of analysis.

Whilst remaining the mainstream approach to researching culture, the functional
perspectiveon culturebegano bechallengedisearlyasthe 1960s with proponent®of

the alternative constructivist perspective arguhmag it offers deeper insights into
complex cultural settings, such as an MNC subsidiary, than research at the national

level that remains dominant in the field.

2.90rganisational Culture: The interpretivist perspective
The interpretivist perspective on organisational culture originally developed in other
academic fields, such as sociology and biology, but began to inspire research in
organisational culture as early as the 1970s. Interpretivism shifted the focus aftfresear
in termsof organisationatulturefrom the studyof nationallevel cultural dimensionso
one which considered the interaction of employees within the workplace, and is
arguably of particular relevance to the study of business policigspretivismin
terms of knowledge has been taken to meal
meanings6 (Magoon, 1977, p.652). Essenti
is related to prexisting concepts already in place amongst participants. Similarly,
culture is seen as arising from how employees process and interpret complex
information at work in addition to simply repeating facts. Romani, Sackmann and
Primecz (2011, p.2) note that the focus
embedded inheir sociecultural reality: their experience, their ways of thinking, their
sensemakingandhowtheytalk aboutit T thatis, theirl i f e wldhis &pprdacloffers
insights into the topic adrganisationatulture and the cultural context of MNCs which
are the focus of this thesis and are complex cultural contexts crossing geographical and
organisational boundaries. Interpretivism views culture as arising out of interactions
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between peopland is, therefore, constantly changing, at least to some extent. MNC
operationsnvolve staff from differentcountiesnteractingin avariety of organisational
ways in order to deliver its operations, products and services. Values and identities
amongsttaffand organisational cultuggise, from the constructivist perspective, from
this interaction. Organisational culture measures influence on the group level and the

unit of analysis is the organisation itself.

An interpretivist lens offers insightstmstudying culture at the group level and

supports research which compares culture between different firms. Organisational
culturecanbedefinedasthe6 s h percepion®f organisationalork practiceswithin
organisational units that may differfroomt her or gani sati onal uni
Wilderom, 2004). This definition is useful because it focuses on organisational culture

as opposed to general elements of culture, and it encourages comparisons between
organisationsvhich suitsthe casestudyapproactof thisresearchIn termsof cultureat

the organisational |l evel , differences 1in
(Hofstede, 2001). The approach that this thesis adopts is to see culture in terms of
perceptions of practices as ogpd to viewing culture as an objective phenomenon.

Thisis similarto Van DenBergandWilderom (2004,p. 572)who stresgheimportance

of approachingulturethroughthe 6 e yoktleememberof aworkingg r o Cpltdreis

viewed in this sense as a maibé perception.

Therefore, an organisationds culture may

formul ation, its employeesd perceptions

to strategizing GallegeAlvarezandPuchetaViartinez,2021; Struwigand Smith,2002;

Tolado, Didonet and Luce, 2013) Therefore, organisational culture is seen as the set of

shared values, beliefs and norms influencing how employees think, feel, and behave in

the workplace (Schein, 2009Qrganisational culture isasted within the national

cultural context and the two may be seen as interlinked to some extent because, while

organisational and national culture are distinct, culture at an organisational level may

impact on how strategy is formulated as staff may heanced by national level

culturewhilst undertakingheirroles.Neverthelesssinceorganisationatulturepertains

to the corporation itself, for a number of reasons it is widely sees as a lesser influence

on individuals than that of their national wuk. In particular, organisational culture is

Obased on practice and is more superfici

weaker o (Hofstede, 2007, p . 299) . Nevert |
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to their work envionment and, since this thesis examines company practices,
organisationalevel cultureandits influenceon strategizings of interestUndoubtedly,
a firmbébs culture may strongly influence

impact their behawiurs in the workplace.

Interpretivist research in MNCs can be employed to uncover cultural influences on
workplacebehavioursEmployeesonstitutead g r @ndaddpta mind-setin line with

the norms of an organi sat ichem. 1888 §.99). on it :
Therefore, an organisation provides a cultural setting in itself, alitbin the wider

setting of a national or tramstional setting. National culture is ingrained in employees

and its influence may not be altogether conscious. In these terms, culture may also be
seen as, Osubconsci ous anmldnecbhanismpoparadinyine t o
ourthoughtghatdrawstheline betweeronething andanotherthesdinesarearbitrary,

but once we have learned and internalisdéde m, we treat them as |
p.30). Later research by Alvesson (2005, p. 14) supports this view, emphasising that
organisational culture is a phenomenon that involves aconscious set of meanings,
ideasandsymbolismandeachsituationis unique. Therefore, employ@erspectiveare

of genuinemportancen studyingculturein theworkplaceanda interpretivistapproach

facilitates their exploration

Certain themes can be observed when comparing cultures in organisations. Schein
(1985)propsed t hat organisational culture it s
and certain types of cultures can be grouped. However, Schein (1985) thought of levels
as a way of ranking sources of culture rather than referring to a unit of an8lymin
(1998, p.12) considers visible artefacts to be observable yet shallow displays of culture.
These are a firmbés physical and social el
of staffin thecompany. Scheinsimilarly refersto artefactsexamplef whichinclude
visible organisational structures that can be easily identified from organization charts
and job descriptiongHowever, Schein (1985) noted that some artefacts are far less
visible, such as group membe ardte deciphdr.l ue n c ¢
Nevertheless, these may be uncovered through further research into specific
organisational settings. Maignan et al. (1999) identified three dimensions of culture:
market, humanistic and competitive. Therefore, organisational culture earipe
group or organisational level. Market and competitive cultures are both outward
focusedemphasisinghef i r pogtisnin themarketwhereasn contrasthumanistic
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cultures tend to prioritise employees within an organisaki@mce, this latter type of
culturevaluesteamwork anaooperationMoreover,it alsodemonstratesensitivityto

the needs, interests and demands @ft er nal st akehol ders rath
own needs(Galbreath2010).This type of culturemay fosteranenvironmenwhereby

business ethics are value@ther scholars have identified other types of flexible

cultures. These nuances differ from context to context and a case study approach may

give researchers the opportunity to look at a partidutar

Other types of organisational culture identified in the literature include the supportive
(or clan) culture and the innovative culture (Cameron and Ettington, 1988). A
supportive culture demonstrates its core values by ensuring flexible procaddres
shows concern for its employees. This may involve both peer and supervisory support.
It may consist of characteristics such as leadership that demonstrates an employee
orientation participationandhigh levelsof teamwork.Thevaluesidentifiedin thistype

of culture are human affiliation, collaboration, attachment, trust, loyalty and support
(Fiordelisi, 2014). An innovative or entrepreneurial culture is one which, by definition,
demonstrates the characteristics of innovation, aigatind adaptation (Veiseh et al.,
2014). Again, this is an organisational culture that may influence strategizing
behaviours.Competition cultures (Fiordelisi, 2014) is a term used to describe firms
where management prioritise the attainment of competiéss and market share and
adopt a customer focu3.o do so, a competition culture includes effective
communication, competition, competence and achievement (Miguel, 2015). Again, a

case study approach to research can be adopted to explore this iti¢ghe 1B

Scheinbds (2009, p . 10) | ater research i d:¢
culture as structural stability and integration. Critical elements are the deeper cultural
elements inside an institution which are not easily identifiedwafserving practices.
Howevertheymayrevealthe6 r € d ke ndf dnorgadisationThelevel of trustin the
institution, for instance, might be considered to be an element of structural stability.
Structural stability is the collection of behavio@pt er ns summari sed a
climates, and valuesd factors that combi
(Schein2009,p.10).Amongstthem,Schein(2009)took valuesto includethegoalsand
philosophies which determine why an organisation magtion in line with certain
company values, such as efficiency. Such values may also include approaches to ethics
and strategizing in an organisatidd.c hei nos ( 1 9i%Mgltkreownr | i er wo
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cultural model draws an analogy betweenltcwe and an iceberg. The three
dimensionof culturewithinthed i ¢ e &reraprgséntedy: (i) thesurface tip of the
iceberg (artifacts); (ii) the middle section (shared values) and (iii) the bottom section
(shared assumptionsQther model$ased on cultural dimensions also assist in the

i nterpretation of the intervieweesod resp:i

Another weltknown framework is Johnson et al., (2008) Cultural Web which depicts
culture as a Owebd of seven factors that
cultural dimensions are: (i) Stories; (ii) Rituals & Routines; (iii) Symbols;Gejtrol

Systems; (v) Power Structures; and (vi) Organisational Culture. The final category in
themodelid abel | ed 0 p atheadoinengiompositiondd inchi e bho@rare.

This describes the deeper cultural assumptions held by organisaticstsaaad
betweeremployeesvhich aretakenasfor grantedassumptiondy employeesSymbols,

therefore, are a central element of culture.

The cultural dimension of assumptions is seen as the beliefs and habits that may
determine values, beliefs, habits, uights and feelings. Such assumptions are the
6sourced6 of values and artefsetsatworkwhi ch m:
(Schein,2010)Theyareunspokerandmayrelateto this researctbecaus¢heycould

offer insights into employee beliefs on isssash as, for example, whether
corporationshouldactin asustainablevay. This would againsuggesanyimpactof

culture cannot be easily divided into separate and distinct levels.

Culture on the individual level of analysis may also impact on organisational culture

and it is unclear whether or not this element of culture is relatively stable. Alvesson
(2005)viewscultureasastabled p e r ¢ ¢apehby empléyeesvithin an organiation

and this view highlights thienportanceof thestudy of culturdrom the individual level

of analysis. Stable perceptions will allow practices to develop within a firm over time
andculturemaybe connectedo organisationaprocesseddowever thereversanaybe

the case and culture may emerge out of el
situations encountered in a work setting (Hassard and Hodgson, 2005). In this case,

organisational culture arises out of changes and is neither fixed nor stable.

The relative strength of organisational culture is another issue covered in the literature,
andopinionsvary. Ontheonehand,Alvesson(2005)describesheconcepiofad st r o n g
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organi zational <cultured as a coherent sei
which are observably embraced by members of an organisation. On the other hand,

ot hers focus on consistency whilst FIl amh:
organz at i onal <cultured to be one where empl
organi sation and act consistently with t|
alsoidentifiedasaplace wherestaff areresponsiveo a stimulusdueto theiralignment

to organisational values (Quinn, 2011). In this environment, organisations could be

more inclined to act responsibly because staff hold similar beliefs, and this might

influence strategizing in an organisation.

2.9.1Limitations of the interpretivist perspective

The interpretivist perspective is also open to criticism. Despite globalisation, the nation
state still appears to largely dictate the cultural, political, social and economic
dimensionof muchmodernlife. Perhapsheinterpretivistview of seeingndividualsas
detached from their nation state of origin is not realistic given that the nation state may
well beamajorinfluenceon people Lauring, BjeregaarcandKlitmoller (2018)cointhe
phrase O0i magined communi t ptéteissahpowetiul ac k n o wl
influence, although not in the static sense that the functionalists because it is a lived
phenomenon for member of a community. This perspective is also difficult to measure
because it involves a wide variety of variables, althoughtqtiaé methods, such as
interviewswith key informants,areanoptionto overcomethis. Much of theliteraturein

this perspective is based on a-thigwwn perspective whereby senior management
determineculture and strategy; this overlooks the mil®the actors and thpossibility

that strategy may be emergent. And finally, Parker (2000) levelled the at the
interpretivistparadigm thait appear$o assumenimplicit assumptiorthatsocial order

is constructed consensually. This could be viewed as mgémat it overlooks the

wider conflicts which may occur in the field.

2.10The Practice approach to organisational culture
The application of the practice approach to organisatimriaire research is emergent
and builds upon the foundations established by work from the preceding constructivist
perspective which is a continuing stream of researchtWwb@pproaches (practice and
interpretivists) share the assumption thatresedrabha | d f ocus on t he e
perspectivesyettheydiffer in thatthepracticeapproachintroduceghe assumptiorihat
both agency and structure influence culture in the workplace. Culture impacts on an
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empl oy e e 0 sselfipercepdions amdihow they see their organisation. The idea

that subsidiary staff are influenced subconsciously and that culture may influence their

part in strategy formulation processes will be explored in this study. Alvesson (2005,

p.4) suggesthtat cul ture gives meaning to Obehayv
p r o ¢ emhishsuggestshatculturecouldbeaninfluenceon organisationapractices.
Therefore, strategy may be influenced by employees at different levels of the business

and eeryday work which is consistent with how the SAP perspegplaees employees

at the centre of strategizing.

Interestingly, however, few have specifically applied this perspective to organisational
culture whilst it has not been applied to strategy foatioh in MNCs, whether in

general or in the Turkish context in particuldlevertheless, one notable application of
SAP to culture is the work of Lauring, Bjeregaard and Klitmoller (2018) who applied
the practice turn to culture, viewing it as a developneéiboth the functionalist and
constructivist contributions to research on organisational culture which preceded it. To
summarise these (see discussion above) the constructivist perspective views an

i ndividual 6s i nter pr e ofeesearchanddsfan estabbshedt vy a ¢
approach.t uses qualitative methods, and this approach offers the potential to deliver
rich insights when undertaking research into culture. An alternative approach is the
dominant functionalist perspective which diffénsresearching at the national culture
level (Hofstede,1980; House et al., 2004; Triandis, 1995). However, the quantitative
methods questionnaire approach often used from the functional perspective views
cultureaslargelyfixed. Thisdevelopghe mainsteamapproach (Hofstedd,980)which
viewsnationalculturalinfluenceaspredictableasemployeesctin line with established
cultural dimensions. In overlooking the agency of actors, the potential for national
cultural to be reinforced through interaction (Romani, Sackmann and Primecz, 2011) is
missed. Therefore, the functional perspective may be rightly identifatignal level
differences, but it fails to identify the dynamic processes from which these differences

originate, whereas a practice approach can help overcome this limitation.

Studies from a constructivist a@palroach h;:
cul tur al hybridsd whereby Mbdullurast aff oper :
environmen{Taras,SteelandKirkman, 2014).As economiegylobalise MNC staffare
at the front line of this process, and the practice perspective offers the opportunity to
extend this perspective by supplementing it with the influence of national culture. This
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is important in practice because national cultural differences may disrupt business

across borders or influence strategy. Lauring (2008) recognisedhthas and
behaviours may change quickly as actors
organisational culture is in flux and its influence on strategy formulation will vary

depending on theontext. Practicéheory builds on this by fislamingthe geographical
boundaries that characterise nation stat
and Klitmoller, 2018). In keeping with constructivism, national culture is seen as

dynamic rather than static by practice perspective researcheis &edping with

functionalism, culture is assumed to héve power to causdisruption to international
businessMayrhoferandPernkorpf(2015)notethatthe practiceperspectivéoridgesthe
structureagency divide and these scholars view the apprasem alternative to the
functionalist vs constructivist cycle and a fresh perspective on organisational culture.

This thesis subscribes to the view held by practice scholars such as Lauring, Bjeregaard
and Klitmoller(2018) who describthe practicepersgg ct i ve as Of efart i | e
researctwithin studiesof organisationatultureandparticularlyin arenadike the MNC

where national and organisational culture interplay.

2.11Summary - Crosscultural studies

In summary, this section haaviewed the crossultural studies research in keeping

with the context of this studylocal affiliates of international banks, operating in

Turkey. Culturas explored within the vehicle of MNCs, which by their very nature are
open to influences fromt@gome country HQ and from the local environment in which
MNC subsidiaries operate. Culture within businesses can be viewed as-kewalilti
influence (Erez and Gati, 2004) and this section has critically reviewed research on
culture from the national levabrganisational level and the practice approach. Insights
from each of these approaches alongside potential drawbacks of each stance have been
considered. Therefore, the literature as a whole introduces a multitude of potential
influenceson strategizingwithin the subsidiarieswhich informsthelaterresearclstage
(methodology) of this thesis (Chapter 3) and subsequent findings (Chapter 4) and
conclusions (Chapter 5). The following section now reviews the international business
literature and, in partidar, the interplay between headquarters and subsidiaries within
MNC groups.Thisis asalientissuedueto theglobalnatureof theresearch contexand
because headquarsubsidiary relations are one of the influences on strategy which

will be exploredduring the research phase of the thesis.
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2.12Introduction T Theinternational businesditerature

The international business (IB) literature reviewed below is closely related to the
economic derived mainstream strategic management litexaitlneed previously in

this ChapterHowever, it is characterised bydestinct focus on thetudy of MNCs and
their unique structurésthe separation between home country HQs and host market
based subsidiaries. Therefore, this stream of reséamis part of the theoretical
framework of this thesis and informs the underlying research element of this study. IB,
as a stream of the literature, is typified by econord@sved quantitative research and
again,in thisrespectjs similarto mainstreanstrategiananagementsearchHowever,
anotableexceptionis Bjerregaard and | i t m @¢2D16)EBrbasedstudywhich adopts

the alternative practiebased approach derived from practice theory. Again, parallels
can be drawn to the strategic managerntgrature and, in particular, the SAP
approactwhich wasalsodiscussedhn detailin theprecedingchapter.Neverthelesghis
research, which uses MNCs as a vehicle to study strategizing in Istanbul based
subsidiaries of i nt emnaduaidnindasttedretidcaldrankework. s u p |

MNCs as organisations fac@ique challenges in strategizing doeheir largesizeand
geographicallywidespreadperationsA definition of the MNC is providedby Dunning
andLundaf 2008: p3) who define MNCs as an O6el
direct investments (FDI) and which owns, to a certain extent, controlsadties
activates in several countriesd. Moreove.:
international assstrather than passively hold diversified investment portfolios in
isolation,makingthemdistinctfrom vehiclessuch asnvestmenfunds.This meanghat

their subsidiaries usually consist of physical offices and production facilities which are

often key omponents of the overall MNC group. Therefore, strategies, such as those
relatingto marketing facilities, manufacturingtechnologyor researctanddevelopment

(R&D), areof greatsignificanceto MNC operationglueto their pivotal role in ensuring

MNCs deliver shareholder value and returns on investment.

Empiricalstudiesof MNCs largely beganduringthe postWorld War Il periodatatime
when large American companies expanded rapidly overseas and developed into large
MNCs. However, organisational involvement within international trade dates back
hundreds of years; old in theoretical terms, the notion of the MNC was central to
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classicall9" centuryRicardiantradetheory (Maneschil992).Therefore, early foreign
direct investment studies (see Prebisch, 1959; Friedman, 1973), whilst typically dating
back to the postVorld War Il period, are also heavily inflneed by classical writers
suchasAdam SmithandDavid Ricardo.Much of themorerecentlB literatureincludes
typologies relating to the internationalisation strategies of MNCs and commonly
focuses on strategy maximisation, the adaptation of strategyemuidjuarters

subsidiary relationships (see Bartlett and Ghosal, 1998; Prahalad and Doz, 1987). A
morer ecent devel opment has been the recogn
tentativemoveto incorporatea practicetheorylens(Bjerregaard an&litmoller, 2016).
Therefore, the following section reviews and discusses the three main threads of IB
MNC strategybased literature grouped into: MNC structure, subsidiary driven and
practice theory derived studies.

2.12.1International Business- MNC structure and strategy formulation

As discussedbove the majority of thelB literatureis basedn thesignificanceof HQ /
subsidiary structures for strategy, assuming that a common structure in practice is a
home country head office and a host country subsidiary. The theoretical models below
are rationalist in their assumptions and perceive the primary motivation foggteaste
attaining competitive advantage. Moreover, these studies view the home duasdd/
headquarters (HQ) as highly influenti al
is recognised that this relationship is finely balanced without one sidm¢y all the

power. MNCs, therefore, operate as global networks of head office and local affiliates
and it is this network that characterises an MNC with the parent company (or

headquarters) at the centre linking together multiple subsidiaries basest imations.

Therefore, the subsidiary and headquarter (HQ) power balance relationship is likely to
be the primary influence on strategy. Consequently, MNC (subsidiary) managers face
thedecisionof whetherto manageheir organisationapracticesy simpy following the
policies set by HQ or by altering them or localising them for them to better fit the local
market (Doz and Prahalad, 1984). Integraitoameworks of strategic control of
organisational practices between HQ and subsidiaries were develipedthe IB
literature to specifically explore this issue with the aim of acting as guides for
management in the field to follow (Bartlett and Ghosal, 1998; Prahalad and Doz, 1987).
The decision each MNC group faces when operating internationally lsvéddo
which they adapt their products to serve a local market. The level of adaptation or
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standardisation of products is arguably led by local factors unique to a local context.
ThereforegachMNC andeachcontextis unique,andtheintegrationresponsiveness
approach of organisational practice is a complex phenomenon whilst deciding
appropriate level of localisation is a key strategic decision. This issue of how local
factors influence strategy is explored within the context Bivbanking in Turkey

during the research stage of this thesis.

Whilst earlier IBtheory recognisetheimportance ohostcountymarketsoanMN C 6 s
overallsuccessthefocus remainefirmly ontheideathattheh e a d q upenspedtive s 6
should largelypevai |l over an affiliatedbs view. P
however proposedeekinggreateralignmentbetweerheadoffice andsubsidiariesDue

to their geographically dispersed operations, MNCs face the challenge of ensuring that

the centreand subsidiaries are in alignment on strategic issues. Various socialisation
mechanisms, such as meetings and reporting, allow headquarters and subsidiaries to
aligninterestsaandvaluesandthis processioesnotrequireanyformalinternalstructural
differentiationbetweervarioussubsidiaries. Frommnerawhenit was clear thatiQ still

took centre stage within the overal/l MN C
mapped the evolution of MNCs and recognised the distinct challengedriaced

operating globally in diverse regions. Perimutter (1969) developed a model which
facilitated the identification of three potential profiles. This approach suggested that the
cognitive orientation of MNC management and the Ethnographic Polycentric and
Geocentric (EPG) Model identified these three potential generic profiles. These were
categorised as ethnocentric (or home country oriented), polycentric (or host country
oriented) and geocentric (or world orientated), with an additional rexggotric (R)

d mension added | ashati ombhki 6hevel @sof mmuk
orientation towards Oforeign people, ide:
subsidiaries. Therefore, an MNCO6s O0state
dictaes iIits strategic profile. Perl mutter 6s
seni or management in strategic planning :
overseas. Again, whilst this was a move towards recognising the importance of host

markes, the concept still involved HQ leading the group (Fuchs, 2022).

However Levitt (1983)suggestethatglobalisationrequiredVINCs to view theworld

as one large world market and believed national differences were not of great

importance. The central idevas that the gradual homogenisation of tastes around the
71



world required MNCs to develop globally standardised products. To some extent, the
success of certain global brands in a variety of industries, such as pharmaceuticals,
suggestshat this approach is correct although overall if MNCs are not responsive to
local trends, growth may be limited. However, these older assumptions which viewed
thehomecountryasthe overallgroupbaseandassumedatrongallegianceo thatnation

from the whole organisation are perhaps becoming dated as global markets continually
develop. By the early 1990s, it was observed that it is no longer the country of origin
but, rather, the global arena that impacts an MNC (Ohmae, 1990, p.94)s,Trend
therefore, gradually moved to increasingly recognising the importance of subsidiaries

and host markets.

Dunningds eclectic paradigm (2001) vVvi ewe
and identifiedatwp ar t di sti ncti on e tameale o hopnerda tcio
within strategy. Four factors are identified by Dunning as key areas affecting overseas
expansion and MNC success: (i) the quality of output; (ii) the upgrading of human

capital; (iii) technology; and (iv), the environment. This feamork emphasised that

MNC behaviours needed to be adaptedito@ast mar ket or coOprnt edkea foi
(Dunning, 2001, p.145). Again, however, it was assumed that senior management aims
to oO6roll out &6 strategy basdathesofixedfactarsd uci n
This highlights the links between the global (HQ centric processes of MNCs) and local
(theimpactof hostnations).This basichome/hostseparations still activelyusedin the

literature but, again, could be seen as diminishirigiportance as newer research is
developed, as discussed shortly. In fact, as world markets continued to expand
throughout the 1990s, globalisation | ed
behaviours of MNCs drawing in the national origins of the M&$Ghe major
explanatory variable | ost value é (the) |
product (l ocal) mar ket of the MNC in whi

p.19). Localisation, therefore, began to gain traction.

Bartlettand Ghosal 6s (1988) model of i nternat.

responsivenegsroposeseveral alternativstrategieso guideMNCs revolvingaround

the key variable of whether Opressureso |

seeFigure2.5 below.Again, thedivision betweerahomecountryheadquarterandthe

host country affiliate plays an i mportani

strategy6. The model provides insights i
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competingpressureandoffering four possiblestrategiesn responseTherefore MNCs
pursue strategy in relation to the strengths of pressure for local responsiveness and
global integration. This leads to MNCs adopting one of fmeric strategies: a global
strategy, an international strategy, a transnational strategy or a multidomestic strategy.

Demands for local responsiveness originate from local market customers who expect

MNC productsto meetlocal requirementsndthis mears thatMNC also facahethreat

of competition from domestic producers who may gain an advantage in a local market

by being seen as more responsive to local demands. Global integration is an alternative
strategic approach and allows an MNC to operateieffily and benefit from

economies of scale by providing standardised products and obtaining international
success through global branding. Forces for global integration may lead to a highly
centralised MNCs with globally standardised products and a heaelcuiad
6globalised strategyo6. Certain sectors,
approach. However, there may be situations when MNCs face pressures from hosts to
providelocal responsivenesandsimultaneouslyhereforcesfor globalintegrationare

al so strong. I n such an environment, MN C
summarise, localisation was recognised as an option provided pressures in the host

market were strong enough to require it.

Therefore, fr om B a8)perspedivearandnatiGrialstsategy lcould ( 1
be seen as an advantageous position for an MNC because it involves producing adapted
products to satisfy host markets but also produces benefit from gains related to global
integration. Gains from global integi@n include the benefits of sharing technology
and skills from staff across the whole firm, that is, globally. Another option is an
0 i nt e rsntart awbelgsyiddertakerwhenpressuresor local responsivenesand
global integration are low. In thienvironment, an MNC would focus on products in
their home market and offer little in the way of adaption when operating in host
mar kets. The final option in their frame\
will follow this when pressures for locedsponsiveness are high but for global
integration are weaker. Therefore, products will be extensively customised to satisfy
local tastes, an important element of the multi domestic strategy being that it is largely
determined by an eMiNsEnvdosmeatfsfratebid irpit s s . Und
decentralised and subsidiaries act with independence. However, in keeping with the
alternative strategic options within the framework, adogn approach is assumed,
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albeitatlocalandnotheadquarterkevel (BartlettandGhosal, 1988).To summarise,
subsidiary agency was recognised in this economics derived framework based on

generic prescriptive strategies.

Figure 2.5: Managinginternationaloperations
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Ghoshal and Noria (1989) -subsdiaryrelatiendard hat |
an important part of strategy design within MNCs. Therefore, MNC strategies are

di fferentiated to o6fitd ndaffiliaeuraghawi ar y 6 s
significant input and certainly offer an alternative to HQ dominated approach. HQ

retainsits centralrole in strategyaccordingo their studywhichis basedn a sampleof

American and European MNCs. An MNC may choose to naowesy from the formal
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structure to the extent that empowering affiliates and attaining a fit with subsidiary

markets improves the performance of the MNC group as a whole. Affiliates may

contribute to a strategy to the point that the MN@gavhilst the HQ retain a strong
position.Thed f stracturesdentifiedby GhoshalandNohria(1989)arehierarchical,
federative, c¢clan and integrative. MNCs c |

subsidiary link matches one of these four desions.

Another perspective derived from economics which focus how MNCs select new
markets for international expansion based on the ease of trading relationship is the
Cultural, Administrative, Geographical and Economic (CAGE) framework. The
frameworkwasoriginally designedn orderto assistseniormanagemenn gaugingthe
cultural distance between a host country that an MNC plans to enter and the home
countyin whichit wasestablisheqGhemawat2001).Theoriginal assumptiorwasthe
greater theultural distance between a subsidiary then the greater the risk (Mariadoss,
2017).

The four dimensions of the framework are: (i) Cultural Distance; (ii) Administrative
Distancefiii) EconomicDistanceand(iv) EconomicDistanceGhemawat2001).The

first dimension refers to the cultural difference between home and host nations.
Historical links between countries are often used as a source of similarity. One example
would be the perceived closeness between the UK and US due to historical ties and this
would lead to a degree of cultural closeness (Mariadoss, 2017). It would then
theoretically follow that business ties between the US and UK would be similarly close.
However, the reality is likely to be more nuanced. Linguistic similarities have been
identified as a bond (Tokas and Deb, 2020); however, as English has widely been
adopted as the global language this is possibly less relevant in the digital age. Deeper
interpretations of cultural distance highlight the social norms and unspoken principles
thats hape daily i nteractions, and these O0ne
promote business and differences block it. These cultural factors are similar to the ones
discussedh thecrossculturalbusinesditeraturelaterin this Chapten seeSections2.2.

and 2.3.

The second dimension, administrative distance, is a factor based on the legal and
political between home and host nations in terms of institutional differences (Berry,
GuillenandZhou,2010). Thesdifferencessuchaslawsandreguations,canactasa

75



barrierto businessHowever,similaritiesin approachebetweertwo countriesn these
areas can be viewed as a facilitator of trade (Masa, 2017). The original work on
CAGE noted that that European Uniornhe leading example of a bloc which has led
efforts to reduce administrative distance between partners. These include a common

current and political union (Ghemawat, 2001) which fosters trade.

The third dimensioii geographical distandeidentifies the atual physical distance
between home and host countries as a dimension of distance. The greater the physical
distance, the longer and more expensive it is to ship goods between the two. Ease of
communications between two countries is another issue retataigtance. Virtual

factors, such as time zone differences, which could delay communication are an
importantfactorwithin this dimension Quality of internetprovisionis alsoanimportant

issue that falls within this category (Mariadoss, 2017). Ghem@0al) labels this as
information infrastructure and also adds boarder physical infrastructure considerations,
such as transportation and communication within each country could ease or restrict
trade. Therefore, this dimension highlights issues of ¢oation due to spatial

geography (Chakrabarti and Mitchell, 2016) and focuses on the role of geographical

distance to enable or restrict both physical goods and intangible services alike.

The fourth dimension, or economic distance between a host andcooimtey, is based

on the differences between their national economic indicators. The greater the disparity
betweerthetwo countriesn economiadevelopmenandtechnologicatapability.(Dow

and Karunaratna, 2006) then the more the friction in tradeamsatvill be. GDP per

capita is often flagged as a key indicator of economic distance because similarities or
difference in GDP per capita would determine purchasing power and disposable
income. Similarities in these indicators reduce distance (Maria@@$3). To sum up,

rich counties tend to engagemorecrossborder tradeompared to their econonsze

than poorer countries (Ghemawat, 2001), although it must be noted that in a globalised
world all nations present business opportunities to some eRlisot when considering
outward FDI, the attractiveness of a developed market could lead managers from

emerging markets to overlook differences and distance (Li et al., 2017).

The CAGE framework has been applied in the literature to test a numbenahtele
factorsincludingtradeflows (Ghemawat2007),locationchoicemodeof entry (Chin
Lung and WenFang, 2009) and export development (Malhotra e. al, 2009).
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Empirically, CAGE has also been applied to international trade and thebmakes

trade flows between India and its major partners (Tokas and Deb, 2020). Tokas and
Debds (2020) research i geapearisdaddtrehkeyt r ad e
distance factors found to impact trade are dependent on whether a company was
operaing in the manufacturing or service sector. In summary, linguistic similarity in
particular was seen to aid trade, and this factor has significantly greater importance for
businessesperatingn theservicesectortrade.Otherresearcthasfocusedon different

CAGE dimensions. Mukhopadhyay and Das (2020) explored the CAGE factors and
their impact on bilateral FDI flows in a group of emerging markets at the
macroeconomic level. Three CAGE factorsultural, administrative, and economic

factorsi helpedexplain FDI inflows in the 15 emerging markets studied.

Li et al (2020) suggested that in cross border mergers that higher levels of cultural
distance negatively impact the situation in the short term, however, may intproye

in the longer term. Otm@esearch has tested the framework in a single industry
internationakourism.Researcasshowna positiverelationshipbetweersingle CAGE
dimensions and tourist satisfaction. For instance, the literature shows that there is a
positiverelationshipbetweenCAGE dimensions, thas, geographicatlistancgPhilips,
2020) and cultural distance (Manosuthi, Lee and Han, 2020) and satisfaction amongst
tourists. Other research within the same sector has explored a broader concept of
distanceOnerecentstudy adoptsameasuref overall CAGE distancesneasuréermed
comprehensive distancéhe findings indicate that comprehensive distance positively
impacts satisfaction amongst tourists (Yang et al., 2022) Continuing on the theme of
applyingacomprehensiveneasuref distancemethodologicallyspeakingeachCAGE
dimension can be seen as interdependent, potentially suggesting a role for senior
management to navigate distance when internationalising or leading acquisitions
(Galdino, Gordon and ikg, 2022).

The dimensions tested and specific industry are clearly important issues when testing
CAGE and,understandablperhapsempiricaltestingtendsto bedominatedoy China

and India.

MNCs are seen, therefore, as internally differentiated orgamns and their
administrative form is a common research topic in the IB literature. The rationalist,
economicslerivedapproacldominatesesearctand,consequentlyacommonview is
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that headquarters remains powerful as the matnibutor of resources, assuming the

role of ensuring efficiency and exploitation in an economic sense of local opportunities
(NohriaandGhosal, 1994).Taggart(1997)notedthatsubsidiariegrecloselycontrolled

by HQ and that business informatiortire form of internal reports and monitoring

ensures subsidiaries are aligned to HQ views. This alignment is an issue, because HQs

do not assume automatic compliance by affiliates and are aware that a subsidiary may
naturally seek to act in its own intere¢taggart, 1997). Early studies identified HQ
6control & which may be achieved via vari
perhaps overseeing appointments in subsidiaries of key personnel (Perimutter, 1969).
Therefore, str at toogygetloca gemang and may tvedl gee laoste d 6
markets as valuable opportunities, but the centre (HQ) continues to dominate the
groupbs activities. It may wel |l be, ther
control mechanism to ensuiee interests of the group, as perceived by the HQ, prevail.
However, as the literature has developed it has become increasingly recognised that

MNC structureis evolvingandthatthe HQ / affiliatesno longerenjoy astraightforward

dyadic relationship use larger MNC groups have become truly global, both
geographically and in goal setting (Ghoshal and Bartlett, 1990). As local markets
continuedo growin sizeandimportanceandtheworld globalisedyesearclalsoshifted

to more proactively incorporathe local perspective. In hindsight, it seems a little

regressive that notions of HQ dominance of hosts and strict control over affiliates

remained assumptions as late as the 1990s.

2.12.2International Business- The rise of the voiceof the subsidiary
As theliteraturehascontinuallyevolved,a numberof studieshavehighlightedtherole
of the local subsidiary in MNC strategy. Paik and Sohn (2004), for example, built on
Ghoshal and Noriabds (1989) f admmistratmm Kk and
approach in which subsidiaries make a significant contribution to strategy. In contexts
where | ocal markets o6differd from a MNCs
to be altered for the local market strategy must be adapted todilod legal
expectationsLocal responsiveness influencedby contingenciesitthesubunit level,
suggesting that host country management plays a critical role in the adaptation of
strategy. Therefore, the assumption is that strategyop down drign plan, although
there is a recognition that local managers are actively involved rather than the
traditional centralised view afominant HQ management. In contrast to earlier studies
which suggested that standardised internationalised strategy b&fé@is through
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economie®f scale theemphasiss shifting to thebenefitsof integrationandtherise of
local affiliates. Begley and Boyd (2003) found that an integrated internationalisation
strategy led to efficiencies vi@mocess innoations and responsiveness to local markets.
Such efficiencies benefit the MNC and offer an alternative to simply prioritising
economie®f scale whichwastheclassicakarliestview of MNC strategyasenvisaged

by scholars such as Prebisch (1959).

Jarll o and Martinezds (1990) model anal yses
placing the emphasises on the affiliateo:
represents a shift in attention away from models such as the integration/ national
responsivenesapproach (Bartlett and Ghohsal, 998) which analysed strategy from an

HQ level perspective. In contrast, Jarillo and Martinez (1990) propose a two

dimensional model to categorise strategic contributions from MNC subsidiaries. The

first factor is the scapof activities undertaken by an affiliate in a host county. This

includes operational activities, such as research and development or manufacturing,

which are increasingly undertaken at the local level. The second factor in the model is

the level of integation between the activities undertaken locally and those undertaken

by the rest of the group. The two dimensions are independent of and inform each other.
Activities undertaken in host countries may be independent of the activities of the rest

of thegroup.Threeroles arghenidentified. Thefirst typeof affiliateisan6 a ut o n o mo u
subsidiarydé which describes an affiliate
from the rest of the group. The isaercyodnd t
which describes an affiliate which undertakes a limited number of activities, such as
sales and marketing. The third type is al
performs a wide scope of activities and does so interdependently withsobsediaries

or headquarters. Activaubsidiaries ari astrong position to shapdNC strategy and,

whilst this approach recognises the role of the subsidiaries in overall strategy, it

proposes a generalizable framework to apply to all firms whighited. Whilst the

emphasis of the research outlined above remains on the structure of MNCs, namely the
headquartersubsidiary distinction, as the literatueeolved the subsidiary voice within

it grew, resulting in an increased recognition of the impaeaof local factors when

operating globally.

Following on from the above, another approach to analysing the power balance and
naturaltensionsdbetweerheadquarterandsubsidiariess to framethesewithin resource
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dependency theory (Lee, 2022; Pfeffer and Salancik, 2003; Rao, Brown and Perkins,
2007) and agency theory (Lee, 2022). Resource dependency holds that organisations
primarily succeed due to effective management of resources within their external
environmentand subsidiaries can be deemed as a resource. Agencyitheory
economidermsi is theconcept that thens an inherent moral hazard dnéormation
asymmetry (Linder and Foss, 2013) between principals and agents. When applied to
headquartesubsidiay relations(Kostova,Nell andHoenen2016),thiswould suggest
control from the centre is the obvious method for reducing this risk. Application of
agency theory to the research context of the present research can be viewed as a

developmenbf the Transaction CogtconomicqTCE) perspectivé seeSection2.2.3

2.12.3International Business Towards a Practice Theory ofthes u b s i ddlear y 6 s
in strategy

Localisation of strategy can be seen as a growing trend within MNCs, but there is a

debate about thaternal structure that leads to this. Strategic contributions from
subsidiaries assume autonomy (Bartlett al
takingd (Rugman and Verbeke, 2001) has b
investment and mergers and aisifions. The assumption here is that if subsidiaries

takethe initiative, then strategyan beinfluenced from thdéocal level as theselements

of strategyrepresensignificantstrategiacontributions Therefore MNCs now appeato

be morereceptivetdbot t om up6é i nfluences than the
(Cantwell and Mudambi, 2005; Rugman and Verbeke, 2001). However, whilst

localisation of MNC strategy also suggests that subsidiaries can be seen as influential
actors in their own right (Birkinslmg Hood and Jonsson, 1998), the outcomes and

impact of this localised influences in a particular context is not entirely clear

(Schweizer, Lagerstrom, and Jakobsson, 2020).

Therefore, there have been calls in the literature for localised views basedmicrib
political negotiations of actors in an MNC, and this would certainly represent a
development beyond the positivist mainstream approach which has previously
dominated research in this area (Geppert and Dorrenbaher, 2011). Practice theory has
now bea introducedo theIB literatureon MNC studiesby BjerregaardandKlitmoller
(2016) who applied it to HQ / affiliate practice sharing. This represented a break from
extant studies that took the MNC subsidiary as the unit of analysis and viewed policy
transfer within MNC groups as outcomes as an4uatetr relationship. Thereforé¢he
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previous limited recognition of the localised perspective, in the sense that local
contributions to strategy were centred at the subsidiary level of analysis, evolved to a
practice theory focus on hinthoduces§ thepotential 6 T h i
for new insights from research on how tr:
di fferential situatedness in the I mmedi af
(Bjerragaard and Klitmoller, 2016, p.1271) namely subsidiary stafr&yaard and

Klitmoller (2016) shift the focus of studying how practices are formed in MNCs to
6intra unit conflicts in a new approach |
actors may Oaccommodate, suppo(@Berragaard ev e n
and Klitmoller, 2016). Therefore, studies adopting a practice theory perspective

represent a break from the positivist approach which dominates research into MNC
strategy to the extent that a new focus on the role of employees or actors would

highlight how situated actors shape group policy locally. Framaetice theory stance,
theearlyHQ-focusedwork in IB researchaswell asthelaterIB studieshatintroduced

the notion of the importance of meeting the needs of local markets, aesllinyithe

fact that they overlook the significance of thput of MNC staffin everyday work and

how this may help shape strategy.

2.13Summary: International Business

To sum up, the IB literature forms an important part of the theoretical framework of the

thesis, along with the strategic management and-cudagral studies outlined in the

preceding chapter and earlier in this chapter. The IB stream of research offers insights

and helps explore how local influences shape strategy in MNCs, one of the keyfaim

the thesis. The early IB literature includes typologies relating to the internationalisation

strategies of MNCs, with a focus on strategy maximisation, the adaptation of strategy

and headquarteisubsidiary relationships (Perlmutter, 1969). Later kygies, whilst

largely sharing same underlying assumptions as this early work, added a greater

awareness of the role of subsidiaries within the overall MNC group (Bartlett and

Ghosal, 1998; Prahalad and Doz, 198&}er IB work began to account more fbet

complexity of MNC structures and the growth of the emerging markets within which

they operate (Ghosal and Bartlett, 1990). This could be seen as paving the way for the

introductionof apracticebasedapproacho researchindg/NC strategy(Bjerragaardcand

Klitmoller, 2016). This differs significantly in approach from the quantitative, positivist

approaches that preceded it and opens the potential for new research avenues exploring

how i ndividual actorsd6 may maleompetingt r i bt
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perspectivesetthescendor thelaterresearciphaseof this thesisby informingthe
interviews undertaken in the field (Chapter 3) and the subsequent discussion and

conclusions drawn from them (Chapters 4 and 5).
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Chapter3

Researcimethodology

3.1lIntroduction i Researchmethodology

The purpose of this Chapter is to discuss the philosophical stance, methodology and
approaches to data collection and analysis adopted to answer the research quiestion a
meet the research aims outlined in Chapter 1. In doing so, an interpretivist ontology is
adheredo andamultiple qualitativecasestudy(Yin, 2003)is employedo underpinthe
study. This is supported by data generated in the field by way of interweétv
practitioners at MNC subsidiaries and triangulated with secondary sources, such as
company reports. The data were subsequently analysed using thematic analysis (Braun
and Clarke, 2006) which informs the subsequent findings and discussion sethien of
thesisi see Chapter 4. In addition, this chapter also details the sampling approach, the
role of the interviewer, quality measures undertaken, and ethical issues related to the
research. In summary, the approach to the research process adopteith@sisis
summarised in Figure 4.1 below which presents the building blocks of the research

process used during the research stages of the thesis.

3.2Researchphilosophy

Research philosophy refers to a system of beliefs and assumptions about the
developmenof knowledge (Saunders, Lewis and Thornhill, 2009). Broadly speaking,
there are two main paradigms influencing research, namely, positivism and social
constructivism/ interpretivism (Easted®mith, Thorpe and Jackson, 2012; Guba and
Lincoln, 1994). As ompeting approaches, thase paradigms differ in terms dfeir
ontologicalandepistemologicaassumptionandtheresearchmethodghattheyapply.

As outlined below, this thesis employs a qualitative research approach based on the

philosophical position of constructionism.
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Figure 3.1: Theresearclprocesd theresearco oni on 6

Reserarch
Philosophy
Intepretivism

Research
Approache:
(Inductive)

Research
Strategy

(Multiple
casestudy)

Data
Collection
Methods
(Semi
structured
intervirews)

Source:Adaptedfrom Saunders, LewiandThornhill (2009)

3.2.1Researchphilosophy: Ontological approach

The ontological position adopted during research is a crucial part of the research
processnotleastbecausar e s e a stanbeenrthénatureof realityo d et e theni ne s
researclapproachandtheultimatedatac o | | e c t i (AbdelKagktahddjitkya,

1983: p.379). There are two principal ontological approaches in research: firstly,

positivism (realism), and secondly, constructivism (relativism), and this thesis adopts
the |l atter. Ontology has been taken to me
6realityé (Guba, 1990). I n other words,
asumptions that a researcher makes about the nature of reality.

From the positivist perspective, reality
laws and mechanisms. This objective world view is closely associated with research in
the hard scienceand is based in the belief that observation and measurement can lead

to thediscoveryof fundamentalawswhich areideally causalandgeneralisablePutting

it another way, objectivism assumes that an entity under investigation adheres to an
externalobjectiverealityindependentf ther e s e a awalergesfrygnan,2016).As
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EasterbySmith, ThorpeandJackson(2012,p.22)summarisep t $o@alworld exists

externally,a n di&s propertiesshouldbe measuredhroughobjectiveme t h tedcs, ;

an objectivist stance is more suited to quantitative study. To summarise, positivism
seeks Othe truthoé and views it as O0Osomet |
p.55). Moreover, the assumption that positivists make is thaintiity under

i nvestigation adheres to an external obj

personal awareness (Bryman, 2016).

In contrast, for constructivist researchers, there is no single reality to be discovered.
Rather their existmultiple realitieswhich reflecthowindividualsunderstan@ndmake

sense of their world; hence, reality is conceptually constructed and originates from
humanideasandconversationgMaki andMaki, 2001).Constructivismdoesnotaimto

discover the causanechanisms behind phenomena and this perspective argues that
theory should describe observable things and events in the world (Hands, 2001).
Therefore, according to constructivists,
constructedhroughinteractonsbetweerpeopleyrealityiss u b j e(Bleikeretal b

2019, p.55).

This presenstudyexploresheindividual perspectivesf practitionersvorking at
subsidiarie®f globalbankingMNCs basedn Istanbul.Thelived 6 r e aofelachy 6
contributorto theresearctwill differ. Thereforetheuseof arelativistontological
approach is consistent with this study which aims is to explore and explain MNC

strategy by gauging practitionerso persp:

3.2.2Epistemologial approach
Having considered the two main ontological approaches to research, tisisction
now reviews alternative approaches to epistemology. Epistemology can be defined
succinctly as O0the study of knowd edged (|
EasterbySmith, Thorpe and Jackson (2012, p.31), epistemology caedreas aet of
assumptionsvith regardgo thed b evaysof inquiring into thenatureof thew o r Ilind 6 .
otherwords,it is concernedvith how we know whatwe know or, asGubaandLincoln
(2004) suggest, the epistemological question focuses on the potential nature of the
relationship between the knower or wotld knower and what can be known. It
therefore also establishes the theoretic:
subsegently adopted within the research process.
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The two main stances, positivism (objectivist) andial constructivism/ interpretivism
(subjectivist),inevitablydiffer considerablyn their epistemologicahpproacheOnthe

one hand, posvists view the world as external to the self and believe that it may be
measured objectively, rejecting the need for intuition or reflection. Hence, a detached,
norrinteractive epistemological position is adopted; the positivist researcher believes
thatobj ecti ve detachment could assist in fi
of this approach which is termed objectivist is studies centred on the natural world.

(Bleiker et al., 2019, p.55). On the other hand, researchers following the interpretivist
paradigm or Osubjective regulationd (Bur
phenomen&romani n d i v subjectvéviévgoint. Their epistemologicapositionis

that knowledge emerges from their interpretation of their subjective interawatitbns
researclparticipantsThereforethis6 r e g theasacialscientistto graspthesubjective
meaning of soci al a-t3). Reseaichers 8lopting a subjectiétl 6 ,
approach view participantenasraattonsofwh:
this assumption is O6often adopted by res:
al., 2019, p.55).

Returning to the present study, gauging the subjective opinions of subsidiany Staff
field acknowledgeshatknowledgeis acquiredby generatinquancedinderstandingsf
a phenomenon strategizing though hdepth discussions with participants during the
semistructurednterviews.Therefore, aonstructivistepistemologicastancas adopted
which is consistent wlit this type of research.

3.3Researchstrategy - Multiple casestudy approach

As established in the introduction to this chapter, the research in this thesis applies a
multiple case study design (Eisenhardt, 1989) using-seogtured interviews with
bankingpractitioners as the primary data collection method, supported by the use
secondangourcef data.This subsectionoutlinesandjustifiestheadoptedesearch

strategy.

A multiple case study approach offerseveral key advantages which render it a
suitablechoicefor this typeof study.Primarily, it offersalevelofé ¢ o mmo asat! i t y 6
allows for the repetition of interviews in the same format / asking the same questions,
thereby resulting in the comparhtyi of interviewee responses across cases. Thus, in
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turn, it potentially strengthens confidence in the qualitative data generated. In other

words, by repeating t hiinthiecase dive MNC over O ml
subsidiarie$sthe approach delivers o6direct repli ¢
6analytical conclusions aris[e] independ:¢

drawnatthefindingsstage At the sametime, casestudiesarean appropriatehoicefor

studying the workplace, such as MNC subsidiaries, because they can be used to study
practitioners and may be used to deal with real management situations (Gibbert et al.,
2008). Inaddition,in termsof researctyuestionandtopic, Eisenhard{1989)notesthat

mul tiple case studies are effective for
relating to 6big pictured research quest.
case study approach is in keeping with the overall aim of this thesis,wakich

established in Chapter 1, is to explore strategy formulation in MNC subsidiaries,

because it is an empirical method aimed at investigating contemporary phenomena in

their context (Robson, 2002).

More generally, case studies can be used to gainnsofhits from exploratory studies

of organisations. Yin (2017) views a case study as research into real life context,
especially ones where boundaries between the phenomenon itself and context are not
clear. This suggests an exploratory case study apprisaslitable for the topic of

strategy formulation and may potentially offer an advantage of uncovering insights in
such realworld contexts. In addition, ‘case studies help to identify and explore

processes' (De Jong and Wdo, 2010) and this also makdstapproach appear

suitable for investigating strategizing. Similarly, Saunders, Lewis and Thornhill (2009)
suggest that case studies allow the creationof-dnénpt h under st andi ng
ando p r o cheirgs @ & candak,thereforea suitabk matchthetopicin this study.
Additionally, given that this thesis also explores the influence of local factors on
subsidiary strategy, a multiple case st uft
interaction between a phenomenon and its context is bdststood through case

studi esd6 (Dubois and Gadde, 2002).

Therefore, returning to the chosen philosophy to underpin the research, an interpretive
case study allows the researcher to inteil
understandin@f their context(Klein andMyers,1999).As previouslydeterminedthis
all ows the researcher to study strategy |
generatingzaluableinsightsthatthe uniqueinterpretation®f subsidiaryemployeesan
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offer. There are further strengths that make this approach useful in studying strategy in

this particular context global banks operating in Turkey. Case studies permit the
investigation of broad and complex social phenomena (Bonom&).1%&8ategy in

MNCs may be deemed O6complexd due to the i
and host subsidiary and such o6compl ex si
greaterdepthby usingcasestudieg Easton2010). Furthermoregasestudiespermitthe

use of a variety of data collection techniques, particularly of secondary sources to

support the data generated from the semi structured interviews. This includes reference

to data from internal reports and those published by the banke case study.

Moreover,World Bankandgovernmenstatisticsarealsooptionswhich increasehe

scope for a researcher to draw findings.

Nevertheless, as with any research strategy, a qualitative multiple case study approach
has limitations. Positigits may view case study research as lacking in rigour and
objectivity in comparisorto othersocialresearch methodq&owley,2002). Thebasisof

this criticism is the realist ontology wl
reality. Therefore, quiative research based on relativist ontological and constructivist
epistemology foundations may be viewed as producing results which lack

generalisability. Such criticisms must be considered when undertaking research,

although it may simply be acaseaof par ti cul ar researcher 6s
research phenomenon. Steps can be taken 1
measures employed to do so in this study are outlined below in Section 4.6.1. Another
possible limitation of qualitativease studies is that sample sizes are often smaller than
guantitative research utilising questionnaires, data sets, or other large scale statistical
methods. This also feeds into the positivist viewpoint that quantitative research is more
rigorous that quaative. On balance, however, it is argued here that the strengths of a
multiple case study far outweigh the drawbacks in this study, and that it is an
appropriatechoiceto generate nuancedriew of aspecificcontext. Havingoutlinedthe

rationale forselecting multiple case study design, this chapter now describes and

justifies the sampling and data collection processes.

3.4 Sampling

Thisresearctappliesa nonprobability purposivesamplingapproach critical caseand

snowballsamplingi which aretypesof non-probabilitytypesaimingto 6 s a ncasede

interviews in a strategic wagnroliabilfyBr y man a
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sampling is often used in exploratory studies, such as this thesis, which explore
6devel opmeonsad (qlueegsetr et al ., 2017). When
essential that there are clear criteria for the inclusion and exclusion of cases (Patton,
2002). Two specific criteria underscored the sampling in this study. First, each case

should be a suldiary of an international MNC which, second, should be operating

within a particular industry, namely, the international banking sector. Therefore, the
population is a specialist one, namely: subsidiaries of international banks operating in
Turkey. Studyig multiple cases / subjects within one geographic location and business
sector allows subsidiary strategy for mul
Therefore, to investigate strategy formulation in MNC subsidiaries, the sample fittingly
consistof banking subsidiaries in Istanbul, which allows for an analysis of similarities

and differences in strategy and strategy formulation processes within the five banks
selectedy theresearcher seeTable3.1below.As outlinedin Chapterl, globalbanks

are strong contributors to foreign direct investment in Turkey and offer a vehicle from
which to study strategic formulation and particularly the influence of local factors.
Therefore, the fiveases international banks operating subsidiaries in Isthinbwere

selectedy theresearcheon acritical casesamplingbasis. An additionalbenefitof this

is that each case potentially offer insights into the others in the study and, in turn, the
whole banking sector. The approach raises the notiothat it happens th

happen anywhere?6 (Etikan, Musa and Al ka:

Similarly, interview participants were selected by purposive sampling based on the

criteria that they were employees at the Istanbul based subsidiary of one wé the fi
international banks chosen by the researcher for the case study. Purposive sampling
requiresheresearcheto identify andselectindividualswho arewell-informedwith the
phenomenon studied (Etikan, Musa #dklassim, 2016). Therefore, in keeping lwvit

this studyés aim of exploring a particul:
field of studyi MNC banks in Istanbul.

A mixtureof seniorityof participantdbetweerseniormanagementniddle management
and graduate entrant was sought. s to ensure a variety of perspectives from
employees who were knowledgeable about the research topic as subsidiary staff in the

field. The pilot interview was undertaken with a Director at one o$tibsidiaries who
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was acontactfromhe researcher6és personal net wor k

recruitedby eitheraskingtheparticipantshemselve$o recommendontacts§rom their

own networks or through networking by the researcher on Linkedin. Therefore, the
primary approach to recruiting participants was snowball sampling whereby the
researcher asked participants to recommend or suggest people who met the target
characterisgcs established above and who might potentially be prepared to take part in
the research. Snowball samplings is an effectiag to access participants, in this case
subsidiary staff who may otherwise be difficult to reach due to their heavy workloads
andsensitivity to confidentiality around the topic of strategy. Therefore, access to
participants was attained &é6bit by bité
total 30 subsidiary staff of differing levels of seniority were interviewed across fiv
international banks which operate Turkish based subsidiases Table 3.1, and the

demographics of the interviewees is outlined in Table 3.2.

To expand on the above, the inclusion of a mix of seniority lévgeisior, middle, and
seniormanagement roldsis an important element of the research approach. This

approach ensured that interviewees represented a broad spread of seniority within the

hierarchy of each bank or case studied. This was achieved by interviewing respondents

who were anix of senior management, middle management, or junior management at

theirrespectiveemployersAs discussedn Chapterl, intervieweesvorked atoneof the

five cases studied. Each case represents one of the major international banks operating

in Istantul. Thefocusof this studyis specificallyon strategywithin the contextof MNC
banks in an emerging markieTurkey. To summarise, the approach ensured that views
and perspectives on strategy are captured from differing levels within the higrarchy
from graduatdraineedo Directorleveli acrosdive organisationsn thechosercontext

of study.

Capturing different perspectives on strategy in the field also highlights the differing
assumptions between the different approaches to striategg Chapter 2. The
mainstream perspectives assumes that senior management dominates the area of
strategy in e organisation. Viewpoints differ depending on level of seniority (e.g.,
Jackson, 2020). It follows from this assumption that senior management would have
moreknowledgeof thetopic havinghadgreaterexposurdgo andinfluenceon strategy

due to their saority.
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In contrast, the alternative Strategy as Practice (SAP) view takes a different stance and
emphasises the role of bottaup strategic contributions (Golsorkhi et al., 2010). In
practice, this means middle managers and junior neieaguld play a role in strategy.

As previously discussed in Chapter 2, a large volume of studies from an SAP
perspective focusn the micro level perspective which positat strategy contributions

are partly a bottorup phenomenon (Jarzabkowski and §@#9009; Jarzabkowski,

Burke and Spee, 2015; Vaara and Whittington, 2012; Whittington, 1996). In keeping
with its Practice Theory roots, and in a way that differs considerably from the
economicslerivedmainstreanstrategyapproachesSAPseesstrategyasad s i tandt e d

socially accomplished activityoé (Jarzabk:

An important component of the SAderspectives strategizing, which refert® strategy

work (Vaara and Whittington, 2012) which is the practices and processes from which
strategy is developed, renewed or implemented in the field. These are viewed as the
micro-level job mundane activities that an employee might undertake either formally or
informally whilst atwork which may constructandenactstrategiegWhittington,1996).
Strategy occur @arzabkawski, Burke ameSpee s2p18)mead

empl oyeeds workplace as they construct pi
Krull, 2021).

It follows then that all practitioners, and not just theieemanagement team, could
possiblymakestrategiccontributionsn thefield, hencetheinclusionof practitioners

from different levels of the hierarchy within the banks included in this thesis.

It important to recognise that ngmobability purposivesampling approaches, such as

critical case or snowball sampling, have their limitations. For example, quantitative
researchers aiming to produce generali sal
generalisability t haebal, 2016 bld Certhinlytte s amp | e
alternativeapproactof probability samplingwould provideanunbiasedgsamplen order

to represent the target population of the study to yield generalisable results. However,

the purposive sampling adopted here is appaipto the research objectives, and no

claim is made for generalisability. Moreover, the chosen approach is suitable in studies
with a narrowly defined populations such as this thesis which targets subsidiary staff in

financial service sector MNCs basedstanbul.
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Havingestablishedhes t u a@pprdacho researclphilosophy methodologicastance

and the sampling approach outline above, the next section details data collection.

3.5Data Collection

3.5.1Semkistructured interviews

Theprincipal data collection method in the thesis comprised 30-seuoutured

interviews conducted with a variety of senior, feglel, and graduate entry level

employees at the subsidiaries of five international banks operating in Turkey. In the
simplestte ms, i nterviews seek to elicit inter
experiences and their understanding of t|
andRubin,2005,p. 36). More specifically,interviewsallow participantdo expressheir

individual perspectives on the social phenomenon being researched (Saunders, Lewis

and Thornhill, 2009), which is essential when researching a complex process such as
strategy and the impact of local factors on MNCs. Therefore, interviewing responden

is an interactive method of generating research data. Interviews promote specialised
conversation forms regarding the social world (Weinberg, 2002). This fits with the
concept that practices are socially embe
can be vital in shaping strategy, suggesting that interviews produce data which is

valuable at the data analysis phase of the thesis.

Thereareseveraldifferenttypesof interviews,andthe optionusedby researchergaries
depending on the extent thgatestions may be determined before an interview takes
place (Patton, 2002). As established above, s¢émctured interviews are employed in
this thesis due to their notable strengths as a data collection method. This type of
interview may produce respassthat are high in terms of comparability, in that
responses from interviewees can be compared for pattéongomparison purposes,

data are obtained for each respondent on the same topic through the use of the same
guestions, an approach which alsuits interviewer effect and bias (Patton, 2002, p.
349). Nevertheless, it must be acknowledged that as every interview is unique and the
interview schedul@ see below comprises both open and probing questions, each
response is also likely to be vary. Hewer, this may be considered a strength because
this variety may lead to deeper insights. Therefore, the interviews with practitioners
wereundertakeriollowing Yin's (2017)'semistructurednterviews'approachAs Riley

etal. (2000)elaboratesemistructuredinterviews involvean intervieweaskinga series
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of questions in the form of an interview whilst keeping the option to vary the sequence

of questions in a format that gives the interviewer the opportunity to be quite
freewheelingln termsof questiondesigni asEisenhard{1989)notesaboutcasestudy
approaches and research questiosesmis t r uct ured I nterviews al
Ohowé and o6whatdé questions (Saunders, Le\

form the basis of exploratory studies, such as this thesis.

Patton (2002, p. 346) dines a number of advantages of using ssimictured
interviews. First, the exact o&éinstrument
guide to researchers and respondents. Second, in situationstiiteeeat interviewers

are used in the search, variations amongst researchers should be minimised; this,
however, does not apply to this thesis because all the interviews were conducted by the
author. Third, the interview is focused, in that it follows a schedule, so that the

interviewee times used efficiently. This may be an advantage when dealing with

people working to tight time schedules. In this study, the interviews lasted on average
between 45 minutes and one hour. Lastly, the ease of comparing responses between the
interviews that repeed interviews offer facilitates analysis which is useful if multiple
casesarebeingexaminedA furtheradvantagef semistructurednterviewsis thatthey
encourage free format responses from respondents; they provide answers based on their
own assumtions and mental models (Rubin and Rubin, 2005). Therefore, insights can

be gained into the respondentds perspect.
and Rubin (2005) suggest that interviewing analogous people in each case serves to
heighten compability between the data from the interviews undertaken. This study
therefore sought to interview respondents holding similar positions, albeit at multiple

levels of seniority and in different subsidiaries.

In termsof structuretheinterviewsthemselvesvereorganisednto differentstages(i)

the introductory section; (ii) prrmulated questions from the interview schedule;

and (iii), the closing stage of the interview. The introductory part of the interview

covered ethical issues, suchansent, privacy and the protection of the interviewee

(Denzin and Linclon, 2008, p.142). In addition, at this stage interviewees could

introduce themselves, confirming job title and role. During the interviews with

subsidiary staff, it was particularignportant to highlight the measures taken to ensure

anonymityi such as the use of synonyms and redagétibacause confidentiality was

such an important issue for participants. The next stage of the interview was-the pre
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formulated quesons as outlined on the interview schedule. During this stage of the
interview, the questions aimed to gauge |
andto delveinto local influenceson strategy Thefinal stageof theinterviewsinvolved

closing the interview, providing participants with the opportunity to ask any questions

or seek clarification if needed.

Interview guides provide a systematic framework from which to explore the research
themedy undertakingn-depthinterviews(Brymanetal., 2016).Theinterviewguide

used in this present research is influenced by the research quesiianare the key
influences on strategy development within the context of MNCs subsidiaries?

- andtheliteratureon strategiananagementultureandinternationabusinesseviewed

in Chapters 2.

To capture as much information as possible, the design and formatqofetsteons in
theinterviewguidewereheavilyinfluencedby KvaleandB r i n k ni2009advie

on interviewquestioning, particularly adding follewp questions as and when
necessary to keep dialogue flowing between the interviewer and the interviewee to

encourage detailed responses. (See interview guide below)
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Theinterviewguide,therefore consistsof thefollowing questions:

SectionA: Introduction

1.
2.
3.

Pleasecan youdescribeghe main dutiesand responsibilities yourrole?
Whendid youjoin theorganisation?
Pleasecouldyou recommenar forwardmeany companylocumentshatyou

feelare relevant to my thesis?

SectionB: Strategy Formulation Process

4.

How would you describenvhatstrategyis? (for examplefi a nsyraiegy
operations strategy, IT strategy, Marketing Strategy, Human Resource
Management, strategy etc)

What,in your opinion docompaniesinderstandby thetermstrategy?

6. How s strategycreatedn thecompany{Pleasalescribeanymeetings,

conferences, announcements, or forms that are used.)

. Canyoutell meaboutanyinformal situationshatmayleadto strategy

formulation? (for example, nework-related conversations etc.)

SectionC Theroleof 6 p r a ¢ t i($tructure @and Agincy)

8.
9.

Doescompanystrategy changgequentlyor isit quite stable?

Canyou tellmeabouta timewhenstrategychangedn your organisation?

10.Can you tell me describe the processes for changing strategy in your

organisation?Pleasalescribeanyteammeetingsconferencesasnnouncements,

or forms that are used.)

11.Do internalissuescause strategiyp change?

12.Do externalissues causstrategyto change?

13. Doesstaffturnover impacbn strategy?

14.Whoin theorganisatiordecidescompanystrategy?

15.1n the pasthasstrategyachievemenbeenaresultof goodplanningor downto

good luck?
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SectionD: The MNC organisational structure (Subsidiary - local factors and Head
Office)

16.Canyou tellmeabouta timewhenyour headoffice decidedstrategy?

17.Canyoutell meabout aime whenyour subsidiaryin Turkeydecidedstrategy?

18.Do youseeTurkeyas auniquemarketin termsof strategy?

19.1f youhadanunlimitedbudgetwhatstrategigrioritieswould you mostlike to
see in your organisation?

20. Which onecompanydo you seeasarole modelin termsof its strategyAnd
howé

21.1n your view,which strategyill be the mosimportant inthe future?

SectionE: The concluding stage

22.1s thereanyquestions thagou wouldlike to askme?

23.Is thereanythingelseabout theopics discussethat you wouldike to add?

Due the timing of the interviews, whiawincided with the Covid 9 outbreak and

consequential travel restrictions, the sestnuctured interviews were conducted via

Zoom, the video conferencing software. This proved to be highly effective and
convenientTheinterviewsweredigitally recordedandtranscribedy theresearchein

addition, the researcher took notes by hand during the interviews and gathered them in

the same folder which helped create a focused atmosphere during interviews (Yin,

2017). Theranscriptions weraploaded into NVivdl4 which allowed the formation of
early stage NVivo nodes or o6initial code:
into namedthemegBraunandClarke,2006)i seesectiord.7.Theresultingthemesare

discussed in detail in Chapter 4.

As previouslydiscussed, a total of 30 interviews were conducted with practitioners
working atsubsidiarie®f internationabanksoperatingn Turkeyandthe breakdowns
as follows (Table 3.1). The interviews continued until saturation was reached at which

point addiional data failed to add further insights (Bryman and Bell, 2015).
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Table 3.1: Overviewof theinterviews

CaseNumber Bank Numberof Interviewees
Gold Bank(Gd)
Palladium(Pd)
PlatinumBank (Pt)
Rhodium(Rd)
Silver Bank(Sil)

gl | W N P
N N O] o b~

To sum up, sermstructured interviews are a data collection method which provides a
6richnessdé of data (Riley et al, 2000: p.
i nto the O0meani ng o0individdale antl graupms,Gn the nagde obthisa | u e
thesis MNC subsidiary stafil herefore, this type of interview may give explanatory
insightsinto topicsclarifying how intervieweesonceptualiséopics(Riley etal, 2000:

p.129) which is helps gauge thperspectiveslt follows that this form of data

collection may allow the researcher to create a deeper understanding of the research
subject and collect additional information (Bryman, 2012). Interviews also allow
participantgo replyin theirownway andwords, andhisin turn allows participantso

express their opinions freely.

Thedemographic informatiofor the participantss outlined inTable 3.2below.
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Table 3.2: Demographics athe participants

ParticipationD Employer SeniorityLevel of | Highestlevelof
Code ManagemenRole | Education
Held
I Silver (Sil) Senior Masters
Management
I Platinum(Pt) Middle Bachelor
0l Gold (Gd) Senior Bachelor
\Y Gold (Gd) Middle Bachelor
Vv Rhodium(Rd) Senior Masters
VI Rhodium(Rd) Senior Masters
VI Rhodium(Rd) Junior Masters
VI Platinum(Pt) Senior Masters
IX Rhodium(Rd) Junior Bachelors
X Rhodium(Rd) Senior Masters
Xl Palladium(Pd) Middle Masters
XIl Palladium(Pd) Senior Masters
XII Platinum(Pt) Middle Masters
XV Palladium(Pd) Junior Bachelors
XV Silver (Sil) Senior Masters
XVI Silver (Sil) Junior Masters
XVII Silver (Sil) Middle PhD.
XVII Palladium(Pd) Middle Masters
XIX Platinum(Pt) Middle Bachelors
XX Gold (Gd) Junior Bachelors
XXI Platinum(Pt) Senior Masters
XXl Gold (Gd) Middle Masters
XXIII Palladium(Pd) Senior PhD.
XXIV Rhodium(Rd) Middle Masters
XXV Rhodium(Rd) Middle Masters
XXVI Silver (Sil) Senior Masters
XXVII Silver (Sil) Senior Masters
XXVII Palladium(Pd) Middle Masters
XXIX Silver (Sil) Middle Masters
XXX Platinum(Pt) Junior Bachelors
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Having discussed tharimary data collection method, semi structured interviews with
subsidiarystaffin Istanbul,the nextsectionwill outlinethesecondargatausedin the

thesis.

3.5.2Secondarydata

This sectionoutlinesthe secondargatausedin thethesiswhich playsasupportingole

to the primary data gathered in the sestnuctured interviews. The secondary data used
comprised of organisational websites and reports from the banks. Moreover, various
statistics from the World Bank, UK government and Turkish investment officdsare

referenced in Chapter 1.

Theissueof triangulationis importantin empiricalresearchthebasicprincipleis thatit

is an option for researchers to use in order strengthen the validity of their research.
Giventhebroadandrich natureof qualitativeresearchtriangulationis thereto support

it and debatably to add precision. Therefore, data source triangulation involves using
multiple sources of data and/ or collecting the same data at different times (Stake,
1995). This thesis uses orgsational documents to supplement the findings from the
semistructured interview; moreover, the interviews themselves were undertaken with
multiple interviewees at different organisations as part of a multiple case study

approach.

The datagathering approach outlined above resulted in a substantial volume of data

being generated allowing the researcher to form patterns from different sources. These
materialsconsistedf annualreports,internalreportsandinformationpublishedon each

locd subsidiaryds website. These corporate
information, because they allow researchers to develop thick description of the
phenomenandaretrospectiveccounif chronologicabrganisationaéventySuddaby
andGreenwood2009). Inthe caseof thisthesis,acombinationof all thesedatasources

allowed insights to be drawn into strategy at the subsidiary level and HQ.

Themainadvantag®f documentaryanalysisof secondarylatais thatit maybeusedto

triangulate and synthesise data with the primary research findings (Bowen, 2009),

thereby, potentially offering new insights to support those attained from the primary

data. Yin (2017) notes that documentary analysis is often used with case studies and

various types of documents, such as, internal records, websites, reports etc are used in
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case studies to support and corroborate evidence for different data sources (Saunders,
LewisandThornhill, 2019;Yin, 2003).During theinterviewsrespondent this study

were invited to suggest internal or publicly available documents that might assist the
researchr espondents commonly referred to the

3.6 ResearchQuality
3.6.1ResearchQuality Measures

Adopting measures to maaih research quality is of great importance to researchers

because it has been cautioned that OoOwith:i
cannot be claimeddé (Scandura and William:
each type ofresearchhebd has what can potentially b

(Scandura and Williams, 2000, p. 1249) and, therefore, measures should be taken to
limit them, regardless of whether the research undertaken is qualitative or quantitative
in nature Positivistresearchergrom a naturaliststanceypically usevariousapproaches

to ensure the rigor of their research, and the terminology they use is familiar to
researchers; generalisation, validity and reliability are terms that dominate research
methods courses amextbooks (e.g., Bryman, 2016) and these terms originate form a
deductive approach utilising quantitative methods in order to support the quality of this

stream of research.

However, thenotion ofresearch quality applies equallydoalitativeresearch, although

the terminology used differs substantially. For context, it is essential to bear in mind
that, by its very nature, qualitative research is subjective and contextual (Whittenmore,
Chase and Mandle, 2001). This means that i@k researchers tend to strive for a
measure of quality known as O6trustworthi.
measures of validity or reliability that are typically associated with quantitative
research. To ensure that this thesis attains trugtimess, factors such as credibility,
dependabilityandtransferability(Sinkovics,PenzandGhauri,2008) areall measuresf
research quality that were considered and for which appropriate steps to attain them
were put in place during the study. Consadiens of quality are outlined considering
terminologyassociateavith bothqualitativeandquantitativeresearcHor the purposeof

context.

Moreover, the authenticity of findings remains an issue that is given strong
considerationn all approacheso researchThereforethis presenstudywas
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undertaken in adherence to protocol advised by Collins and Hussey (2009), whereby

data collection was semstructured in nature and based on a set of predetermined

questions drawfrom the literature and drafted reviewed and piloted prior to the

i nterview stage. I n designing this study.
1985) was considered to ensure research quality. In short, by using a standardised
interview questionaire (see Section 4.7) in the both the pilot and semi structured
interviewsin thefield, andby repeatingnterviewsmultiple timesacrossorganisations/

cased five global bankg the researcher is confident that the thesis was successful in

ensuring actual observations matched intended observations.

As established above, another key issue to consider is terms of research quality is the
concept of triangulationTo revisit this important issue, whilst commonly used by
researchers from diffené perspectives, triangulation is a term borrowed from military
strategy and is the usef 6 mreferenicgointst o | ocat e xarctolpjoesdttd
(Jick,1979,p.602).In anacademicesearcltontext,triangulationis the useof multiple

data soures in a multi methods design, and this study uses multiple sources of data
accordingly. Therefore, serstructured interviews and documentary evidence were

used in tandem during this thesis to attain a level of triangulation.

In terms of primary data dektion, multiple respondents from each MNC subsidiary
were interviewed and these firms all belonged to the research population. This ensured
thatall researclparticipantsvorkedin the samesectorandlocationandarequalifiedto

offer informed perspeites on the research topic. This is a foundation for the
subsequent thematic analysis based on a combination of primary and secondary data
see section 3.7Therefore, information gathered during the semi structured interviews
(primary source) was combidevith evidence gathered from documentary evidence

(secondary sources).

Constructvalidity is aconcepthataimsto ensurghatoperationameasuresrerelevant
to the concepts being researched and, during this study, it applied specifically to the
guestions asked during the interviews. Therefore, research subjectivity can be
potentially reduced by closely linking questions included in the interview questionnaire
to the aims and objectives of the thesis and the literature review. Researchergmvill oft
i nvestigate 6scholarly datad before asse:
subsequent analysis is based on these previous studies (Bowen, 2009) and taken from
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theliterature.Thereforejntervieweeresponsefrom thesemistructurednterviews
coupled with content analysis of supporting documentation can be used to further
develop the literature review section of the thesis. Internal validity is not usually
considered to apply to exploratory studies such as this thesig térm strictly
associateavith quantitativeresearchbecausd impliescausarelationshipbetween
variables and generalisable results which are features of quantitative studies.
Furthermoreexternalvalidity impliesthegeneralisabilityof thefindingsof a study

which is a strength often claimed primarily by quantitative researchers.

Reliability is anotherconcepin researctwhichinvolvesdemonstratinghe operations

of astudy, such as, data collection, and the extent to which thepacoess could be

repeated by another researcher to attain similar results in another context. Collins and
Hussey (2009: 64) succinctly define reli:
results i f the resear ch wéadive coanptatans.ed 6 an
Qualitative researchers tend to aim to af
which in practice is a comparable concephce again, the steps to ensure

transferability during this research included taking notes and studyuttiple

participants and organisations/ cases to ensure compatibility via repetition. Moreover,
the interviews followed an &6setod6 intervic
primary data collection and subsequent findings, ensuring a meastarséérability.
Thereforeto summariseasfar aswasattainablea similar numberof respondentsere

interviewed in similar positions in each subsidiary, and a common set of interview

guestions asked.

In addition, a solid data management or an audit trail is important when numerous data
sources and types are being used. Yin (2017) recommends researchers develop protocol
for each data collection phase and this advice was followed during the dataamllecti

phase of this thesis. The use of NVivo software at the coding stage helped ensure solid
data management. This I s consistent with
recommendation that by systemising and coordinating the work of observation,
recordingandanglsi s qual i tative researchers can
Again,in practice by adoptinga consistentodingandthematicanalysisapproachsuch

as Braun and CIl arikseedhslow(gladtifatve redearchaersecano r k

stakeaclan t hat their research outputs are Ov
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3.6.2Interviewer biasi Role of the researcher

Anotherconcepthattheresearcheneeddo be constantlyawareof duringinterviewsis

the notion of O6i nt er and&arehil 2019, p.88). ThSaun d e |
refers to the fact that any comments made by the interviewer, or even their choice of

tone, could possibly result in the interviewee responding differently as a result.

Therefore gveryeffort wasmadeto makesurethatlittle or noemphasisvasplacedon

words and phrases when asking questions. This also reduces any concerns that the
respondent may be encouraged to answer any question in a way that the interviewer
wanted to hear. This, however, should be balanced virterally approach, and one

where the interview is not too o6flato. TI
place on video conferencing, as is the case with this study, because a rapport between

the interviewer and interviewee is essential whesteriaking a discussion which lasts

around an hour.

Additionally, anot her p-eetba behavieutoftckeour ce o1
I nt er YSawmderslrewisandThornhill, 2019,p. 381). Thismayariseduringface
to-faceinterviewsor thoseheld on video conferencingvhennon-verbalbehaviourmay

influence the interviewee and conceivably impact the quality of their responses. Being

mi ndful of oneés body | anguage during onl
order to limit possible influence / bias although +vambal cues, such as smg or

nodding, may support the interview process by helping to build rapport.

Furthermore, interviewer bias may potentially also reveal itself in the research findings.
BrymanandBurgesg1994,p.47)notedthatani n t e r voi r eevameduhdlesstanding

may lead to subjectivity in the information used to draw findings. It follows that
researchers may unconsciously ekguresent certain points or quotes which happen to
meet their expected findings. Inevitably, this then impacts the findings, discassion
conclusions drawn in the research. Hence, an essential principle is that findings should

be a fair and accurate representation of the data (Robson, 2002: p72).
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3.6.3Reflexivity

Having reviewed the quality measures adopted by the thestisnubsed the issue of
interviewer bias, this subection will now consider reflexivity. Reflexivity is based on
theselfe x ami nati on of a researchero6s values
1998). This encourages the researcher to reflect onpilaer in the research process.
Theneed forreflexivity in theinterviewprocesdasbeenacknowledgedhn theliterature

andit hasbeendescribedhsa critical elementn anygoodresearcti{Nason andsolding,

1998). This is because reflexivity improvesth r e s e a ruoderstandirsy arede | f

encouraged an openinded approach to research.

Spencer et al. (2003) identify three basic components of reflexivity. The first is that
researchers should be aware of how biases may emerge. Reflecting on thesg potent
biases before they develop gives the researcher the opportunity to restrict their impact,
as discussed above in relation to this study. The second component is the need for
thoughtfulness about and assumed attempts to minimise any impact a reseaycher m
haveon datacollection.Onceagain,it is valuableto reflecton minimisinganyinfluence

the researcher may have on the interviewee during data collection, The third is attempts
to address bias using comprehensive analysis, and reflectmgtbnds, decisions

taken, and any limitations of tlstudy. Similarly reflection on the choicef methods or

sample by a researcher is good practice in order to maintain quality.

In addition, Yin (2003) recommends that researchers constantly wstsider their
level of opennes$o contraryfindings.Hence theresearchediscussedhe meaningof
data collected with colleagues andatleagues who are experienced researchers.
Alternative perspectives were deliberately documented in memos amihdiffiata
sources were sought in order that comparisons with such contrary memos could be
made. Another issue is that it is essential that the interviewees receive sufficient
thinking time and so the interviewer proceeded with a listening agenda. By tattgmp
to controltheinterview,thatis, by askingquestionsthereis thedangetthat participants
arejustthereto 6 p r o dl al tQ@KIey,2013).However,anawarenessf reflexivity by
theresearcheproducesa climatewhereinterviewersaremoregiving andquestiortheir
own practice and philosophical approach to interviews. Again, the researcher is
confident that every attempt was made to do so during the thesis.
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3.6.4Ethical Considerations

It is vital that the highest ethical stamds are met when undertaking research. In its

most general terms, research ethics has |
the conduct of an individual, group or al
specifically, research ethics is conoed with how researchers should treat the people

who are the interviewees or subjects in their research (Holt and Thorpe, 2007) and an
essential measure of any exemplary case study research is the recognition of ethical,

legal and professional standarylpurz-Graber, 2004). In short, ethics is more than a

duty, it is an essential component of research quality. This thesis benefitted from the
guidanceof U C | aethi@spanelwhich reviewedthe proposain detailprior to granting

approval.

Informedconsat wasgainedfrom participantsgachof whomwassentaninformation

letter / written consent form by email outlining confidentiality/ anonymity and

highlighting the fact that respondents may withdraw at any stage. The use of the
participant information | etter, aplproved
key advantages. By following thigocess, confidende h a t fullyinfdineed consent

of resear ch gaiaedturing the rasedrch @Eastedsth, 2012, p. 95).

Since the interviews required participants to speak about their role, views and
relationships with colleagues and thaiganisation, and it was critical to establish that

the option to either decline to participate or to withdraw at will was available.

I n addition, issues of confidentckyal ity al
problemsd in the past (Guba and Lincol n,
repeatedly assured that their identity was anonymous and any information that they
providedwasalsoconfidential,notleastpractitionersareusuallyvery concernedbout
these issues and anonymity was of critical importance to them. Also, some data
generated from interviews should perhaps
because they could cause embarrassment due to confidentiality or internal politics.
Hence,thesolwin i s t o i mpl ement a process of Oc¢€
necessary (Berry and Otley 2004, p.247 as cited in Lowe, 2005). Overall, the right to
privacy is not only useful to retain the validity of the research but also in protecting
respondentgBlumbergetal., 2008,p.118);theresearcheremainedacutelyawareof
this throughout the entire research process.
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Guidedby theabove concernsterviewswerediarised ateast10 daysin advancethis
providedparticipants with sufficient time to consider their options. Participants were
issued an information letter/ consent form by email at this point. As an additional
measure, the option to withdraw was discussed again at the start and finish of each
interview. None of the participants decided to withdraw during or after the interview,
although several did effectively withdraw by cancelling prior to the interview taking
place. Moreover, another consideration is the busy schedules of participants and avoid
intusi on or taking up 6too much of the ti me
2011, p. 82). Interview questions were therefore kept to a minimum and time limits of
45-60 minutes were strictly adhered to. It was decided that respondents should at leas
benefit modestly from participating in the interviews and so in return for participating
they were offered assurances of a copy of the thesis on completion. This attempt to

0 r e peappnilentfor theirtime helpedcreatetheview thatboththeresearcheandthe
research project were trustworthy (Bryman and Bell, 2015). In the event, around half of
interviewees proactively expressed a strong interest in receiving a copy, although all

participants will be contacted in this regard on completion of thésthes

To sum up, this thesis adheres to the Uni
researcltodeof conductfor researcllegreestudentsEthicalapprovawassoughtand
received by UCI anbdbs Research Ethics Commi

collection stage of the thesis.

3.7 Data Analysis

Dataanalysigs theintermediarystepconnectinghe precedingesearchiesignanddata

collection phases of the research with the subsequent findings, discussion and

concluding sections of the thesis. Ghauri andnBanig (2005: p.206) describe data
analysis as a process of &ébringing order,
dat ab. Similarly, i n more practical t er me
develop a framework for the organisation aée evidence in order to lay the way for

deeper analysis to form patterns and explain regularities.

Therefore, this thesis employs thematic analysis, a specific qualitative data analysis
approactwhich canbedefinedin simpletermsasthe searcHor themeswvhich emerge
as being important to the description of the phenomenon (Daly, Kellehear, and
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Gliksman,1997).Essentiallythematicanalysids aform of patternrecognitionfrom
qualitative data from which themes emerge as categfmieanalysis. It has been
described as a widely used and practical approach to the analysis of qualitative data
(Kiger and Varpio, 2000).

More specifically, Braun and Clarke (2006) describe thematic analysis as a valid and
widely-adopted method of dagaalysis that entails searching across a data set to
identify, analyse and report repeated pal
and detailed, yet complex account of dat
papertheygoonto suggesthatthisis becausehis approachprovidesa frameworkfor
researchers to use when seeking to understand a set of experiences, thoughts or
behaviours across a qualitative data set (Braun and Clarke 2012). Moreover, thematic
analysis has the advantageowtrcoming the inherent difficulty of analysing the

potentially vast amount of evidence that is amassed during case study research (Yin,
2004). Certainly, the senstructured interviews undertaken during the data collection

stage of this thesis producedignificant amount of data and dozens of potentially

useful quotes from the intervieweekherefore, this approach is an appropriate choice

for this thesis because it is appropriate for a study which aims to explore the

perspectives and lived experiencebahking professionals working at MNC

subsidiaries.

Braun and Clarke (2006) outline a-gikase framework to guide researchers
undertakinghematicanalysisasanapproacto dataanalysisof qualitativedata,as

follows:

Phasel: familiarisingyourselfwith your data
Phase: generatingnitial codes

Phase3: searchingor themes

Phaset: reviewingthemes

Phaséb: definingand naminghemes

= =/ =4 4 -4

Phaseb: producingthereport

The above phases or steps were followed bydbkearcher during the data analysis
phaseof thisresearchlnitially, in termsof familiarisation,interviewtranscriptionsvere

re-read multiple times during the analysis stage. NVivo 14 software was then used to
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generatenitial codeshodesi codeswhich canbedefinedasé t maostbasicsegment,

or element, of the raw data or information that can be assessed in a meaningful way
regarding the phenome Baunand Cl8rkey2806)z 1 s, 199
succinctly describe codes/nodes 61 abel s 6.

The author used a combined technique and was guided by both inductive and deductive
approaches to thematic analygtssentially this involved using judgement to balance
bottomup influences from the data as quotes arose fronmtbeview data and

secondary sources, while also being guided by the theoretical framework consisting of
the strategic management, IB and crogbural literature. The next stage of the data
analysis process involved developing themes, which were brizd#ds to encompass

the codes/ nodes. Braun and Clarke (2006) note that a theme captures something
importantaboutthe datain relationto theresearchyuestionandrepresentsomelevel of
patterned response or meaning within the dataldetthemes and suthemes then

informed the findings and discussion section of the thesis (see Chapter 4).

Thethemeghatemergedareasfollows:

1 Theme 1: Strategy & Strategy Formulationincluding the following sub
themes Formal Planning, Profit Maximisi@n, attaining a Competitive Advantage,
Top-Down strategyformulationandthe FlexibleversusFixed natureof strategieset.
1 Theme2: Culture includingthesubthemesof organisationatultureand
national level culture.

1 Theme3: Organisational Structure includingthe subthemeof theHead

office (HQ) role vs. the | ocal subsidiar

Finally, the thesis adopted pseudonyms as references for the banks included in the
study,andeachparticipantwasgivenanumberno assureconfidentiality(Table 3.1).

3.8Summaryi Researchmethodology

To sumup, this chaptehasoutlinedandjustified the methodologyappliedin this study.

The choice of qualitative research is in accordance with the research perspectives of the
researcheandis an appropriatehoicegiventhe of theresearclgyuestion- Whatare the

key influences on strategy development within the context of MNCs subsidiaries?

Thereforethe studyexploresstrategyasseenfrom the perspectivesf practitionersn
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thefield which areboth subjectiveandsocially constructedin addition,by gaugingthe

world view of banking professionals this research is qualitive in nature in order to

gather rich and nuanced data. A multiple gaéire case study of five subsidiaries of
international banks in Istanbul was constructed to gather qualitative data from semi
structured interviews and secondary sources. This chapter has also summarised the
measures undertaken to attain research qualtiydiscussed the role of the researcher,
focusing on interviewer bias and reflexivity, and research ethics. Finally, the data
analysis processthematic analysishas been justified as an
(Fereday and Muir Cochrane, 2006) agmio to the data analysis. The following

chapter now presents and discusses the research findings
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Chapted

Findingsanddiscussion

4.1 Introduction: Findings and discussion

As discussed in Chapter 1, the primary aim of this thesis iglorexstrategy in MNC
subsidiaries with a particular focus how this is influenced by local factors. In doing so,
the research applies practice theory lens as a theoretical framework supported by
relevantmultidisciplinaryliteraturei strategycultureandMNCsi in orderto achievea
more nuanced view of strategy formulation in MNC subsidiaries. To acttiaksan
exploratory qualitative multiple case study of the subsidiaries of international banks

operating in Turkey is undertaken.

More specifically, the research seeks to elicit the opinions of banking professionals in
Turkey, thereby offering tesh and more nuanced understanding of the operational
dynamicsof emergingmarketbasedVINC subsidiaries basexzh employee experiences.
Furthermore, by exploring the employee perspective on strategy in the field, this study
hopego beof practicalsignificanceto practitionersTheoverallresearchyuestiono be
addressed id3Vhat are the key influences on strategy development within the context of
MNCs subsidiaries?

Thus far in the thesis, Chapter 1 forms the introductory section whilst Chapters 2
proceeds to critically appraise the literature informing the resdasgiecifically, the

strategy, culture, and international business literatumeorder to draw out the

functionalist and constructivist threads within it and to unpack the historical and
contemporary roots of each stream. Chapter 3 then justifies and describes the
methodological approach adopted in the research. The purpose of this chapter is now to
present and discuss the outcomes of that research. For reasons of both logic and
conveniencethe chapteis structuredaroundthreemainthemesmergingrom thedata
analysis. Under each main theme,-fiilmes are introduced, and key outcomes
presented; these are supported where appropriate by quotations from the interviews and

data from secona sources. The themes of the study are outlined in Section 3.7
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In orderto maintainanonymity, allquotationsareidentified by way of apseudonynior
thefirm anda codefor therespondenfseeTable3.1),andthedemographienformation

for the participants is shown in Table 3.2. The research question and aims and
objectives of the study. The outcomes under eactirgrne are then discussed in

relation to the relevant literature. In short, this chapter presents and evdieatesin
outcomes of this research thematically by synthesising, presenting and discussing the
results from the senstructured interviews and a review of publications produced by

the case study organisations.

4.2 Themel: Strategy and strategy formulation - An overview

The first main theme to be identified from the data analysis is: Strategy and Strategy
Formulation. Within this theme, a number of ghbmes emerged, namely: Formal
planning;Profit maximisationAttaining acompetitiveadvantageT op-downstrategy
formulation; and, the Flexible vs. fixed nature of strategies set by the banks. The

findings from each sutheme are presented and subsequently discussed below

4.2.1Sub-theme: Formal planning - Findings

During the interviews, employees at each ofttheks included in the case study

indicated that, in their view, formal planning is an essential element of strategy

formulation. Planning was typically mentioned by participants at several stages during

the interviews, when both defining the concept mdtegy and reflecting on the relative

impact of planning or favourable luck in strategy development. Significantly, the
participants tended to associate planning so closely with strategy that it was essentially
used as a synonym for strategy during therinews. Indeed, one respondent at Gold
Bankchoseto definestrategyitself aséa seriesof actionsor planto achievea goalo(Gd
Bankl). The same respondent goadpRmingid at ed |
more important than luék wh e n to dtrategyfonraugation. (Gd Bankl). Another
respondent at the same bank corroborated the idea that planning is an essential
component of str at eadlyheriglst steps takengo athieweta st r af
g 0 dG&ddank?2). This respondent at G&@dnk went on to emphasise that luck has no
place in strategy formul ati on, plandedi mi ng
strategp ( Gd Bank?2).

111



A third intervieweeat Gold Bankalsosubscribedo theview thatplanninganddesign

are a fundamental part of strategizing, reporting that:

whena companydefinestheir strategy theyalsodefineandidentifywhatthey
expect for the futuréGd Bank3).

Similarly, anotheparticipantat the samebankhighlighted@lanningdasthe dasisof a
successful strategy in the marketpldace ( Gd Bank4) . Therefor e,
perspective to emerge from the interviews at Gold Bank was that that strategy results
from formal planning. This was corroborated by information published3old Bank

Report which promotedape ar strategic plan as a key
strategic focus. This supports the employee perspective that planning is key to strategy

formulation and strategic success (Gd Report).

Further indgiogmtas iphtaoni mgddsubt heme were
i nterviews at Platinum Bank along with i
perhaps unsurprisingly, the view that strategy is designed by formal planning was in
evidence with one participantaddingh at r &t egy i s aHlRiBank2)good
Another employee at the same bank similarly felt that strategy was dependent on
planning,butalsoemphasisethe creativenatureof strategytheydescribedstrategy@as

anartd ( Pt which askuBngthat strategy can kiesigned and beeen as h leng 6

termgoadb of a firm (Pt Bank3). However, this
phenomenon in terms of being a craft, suggesting that crafting a successful strategy

using long term planning can bethbugy of a sdrdambi I(dPitn Baan kB ) . 7
coll eague at Pl at i numroddmapkio reaehfgeatstoad t o s |
deadlind ( Pt Bank4), reflecting the interpre

A report published by Platinum Banlsa implies a commitment to planning by the
bank. This highlights financial plans, which seek to attain commercial success and
which assign a dedicated team to help with the architecture of these plans (Pt Bank
Report).
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Similar points wee made by an employee at Silver Bank, who echoed previous
commentdy notingthat@oodplanningis importanbin strategy(Sil Bank1).Another
participant who works at Silver Bank also believed that the action of planning defines
strat egy stategy s dhortorioagternd goals, planned actions and gdals

(Sil Bank4).

A participant at Palladium noted that planning is central to strategy formulation by
describinsgeipts &asaktehneRdBanklp A aleagae aptthezameé
bankusedaninterestingquantitativederivedtermwhendescribingstrategy seeingt as

something that can be mathematically engineered. This participant felt that strategy is
somet hi ng strubtwed coarn dbees i dgahgerithm fomadspecifigoah n 6

(Pd Bank4). Another respondent from Palladium Bank suggested that planning was a
cruci al part of strategy, suggestimag that

oneyear plan (that) is writtenon Exéel ( Pd Bank5) .

An interesting point waraised by one respondent at Rhodium Bank that strategy. In
theirview, strategyis somethinghatcanbeindirectly plannedby incentivisingstaff to

wor k towar ds mi sestingdhe torden ctargetingdi oenmpblyo yée e s t
meetelementoftheo r g a n i strategyRdmBé&nk1l) Therefore strategyis aseries

of plans, and is dependent on the right mindset of employees. A colleague at the same
bank,however sawplanningin termsof asingleoverreachinglan.Neverthelesghey

felt planning vorked best when a positive mindset was in play and added that, in their
view, planning can be seen as O0a plan or
Bank 2).

4.2.2Sub-theme- Formal planning: Discussion

A clear pattern emerged from the interviews inefhthe practitioners emphasised the
importanceof formal planningto strategywithin their organisationsThecommonalities

in theirresponsesutlinedaboverevealthatplanningis viewedasan importanstrategy
mechanism within the broader themesthtegy, and that the practitioners view the
strategy that plays out as closely linked to formal planning and the resulting strategic
plan. Participants appear to view planning as an intrinsic element and guiding principle
for strategy formulation and iibsequent implementation in their workplaces. This

key finding could be interpreted using either a practice theory lens (and-g&reains)

or through themoremainstream strategic managemgr@oryapproacti seeChapter2.
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From a practice perspective, it could be the case that subsidiary staff simply assume or
expect a plan to be present to shape and guide strategy. Therefore, in keeping with
Bourdi euds concept of o6édhabitusdé, anchey ar ¢
bel i eve t hiatalifiedreed skllgdrbanking @rofessionalthey belong to
simply expects a plan to be put in place
(Bourdieu and Passeron, 1990, p-I55). Whilst a strategic plan many be taken f
granted as being part of the structure oI
1990, p.23), subsidiary staff may act as social agents and reproduce the structure
throughtheiractionsduringtheirrolesatthe subsidiariesTherefore the secor whichis

the focus of this thesis, subsidiaries of MNC banks operating in Turkey, therefore, can

be seen as a 6fieldd (Bourdieu, 1990). TI

agency as the employeemneuvepor interact within the workplace.

Therefore,identifyingtheplan,interpretingit andparticipatingin its implementations

a more active process that it may appear at first glance. From a structuration theory
(Giddens, 1984) perspective, there is likely to be a dynamic elementgatimeng

process and agency is an important part of the process. Agency is certainly consistent
with the simile of strategy as art, which was a memorable comparison used by one of
therespondentsAfterall, this alludesto theideathatagency wouldepresentin order

to construct the strategy.

On theotherhand, from an alternativeainstreamofi o | d  sstcategy pdrspective,

it is striking how closely their responses and views echo the economic derived
approaches to strategy, one of which Mintzdegb el | ed t he 6Pl annin
(Mintzberg, 1991, p.463) of strategic management. Indeed, the notion of formal
planningwithin strategythatemergedrom thedatalinks closelyto thelooselygrouped
earlystrategymanagementesearch (e,gAndrews,1971;Ansoff, 1965;Barnard,1938;

Chandler, 1962) and the late Positioning School (e.g. Porter, 1979; 1980; 1985;1996)

previously discussed in the literature review section of this thesis.
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4.2.3Sub-theme- Profit maximisation: -Findings
RespondentBom eachof thebanksin this casestudyrevealedduringtheinterviews
that profit maximisation is viewed as an important aspect of strategic success. Profit

was seen as both a motive for strategy and as a measure of organisational success.

One practitioner at Silver Bank explicitly associated profitability with strategy
formul at i on, strategygigabaut profitapility andamaking money in an

efficientwap ( Si | Bankl). Another respondent f
focusd strategy is on cost efficiprefhci es, st
orientatedd ( Si | Bank4). Similarly, respondent

of profit for the or ga rdastdeisionmakingtordaked e s ¢ r |
profit6 ( Si | Bank6) . I nternal reports from S
shareholderssonfirmedthatprofitability is thekey measuref successUnsurprisingly,

given the-offiemdsatemdofoipter ati ng mondefl and
financial returns, the presentation focused on economic measures of performance, such

as market share growth and Return on Assets Employed (ROAE), suggest that profit
maximisation is both the overarching strategic aim and primary measure of strategi

success for this bank (Sil Report 2).

A respondent from Gold Bank expanded on the importance of profitability by adding

the descriptors of speed ahedalgoal®fanyt o pr ol
planned strategy is to find the easiest arstdat way to make aprd@iit ( Gd Bank1) .
Similarly, a colleague from the same bank suggested that profit is at the centre of
strategy maki n docusigon anytmmg that needs betloneiot nfalesa
profitd ( GidhpoRanae bfdrpfitin siréitegy was raised again when a
participant at t he stsaegydornlatiorkisbasedome nt ed t |
identified priorities and the aimisto increase proft ( Gd Bank3) Once ¢
empl oyees 6 per ciefgcasedom prdfitivastcorreborated hyetliey

emphasis placed by the bank on financial performance measures in its internally

produced reports. The target of growth, as a route to increased profitability was

repeatedly declared such reports. More spedyictide recent solid profit growth

announcedby Gold Bankis unsurprisinglycelebratecdndpresente@sthe outcomeof a

successful attainment of overall strategy (Gd Report, 2021).
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Respondents from other banks in the resesinetned similar perceptions about the
centrality of profit to their firmsdéd str .
was of the view that 6 am(shforprofie ¢ PmpBask4]j ol
view is supportedy thefactthata substantialproportionof acompanyproducedeport

is set aside to outlining financial and operating results including, performance figures

such as overall lending figures, overall bank deposit levels and annual profit levels (Pt
Report). In a similar veirg participant from Rhodium Bank also suggested that
profitability is the main goalkionfg at patod
(Rh Bank1), whilst on of their colleagues considered profitability to be a key part of a
successful strategy, descb i ng t he aipm oofi ts tnra@hiRagkys. aatsi oon
However, this pranmisingcriskp aanst aan seos sseanwt ida | el
presumably because losing money or threatening profits would be a particular measure

of a failed stratgy in a profitdriven business.

4.2.4Sub-theme- Profit maximisation: Discussion
Whenconsideringhe settingof the study,theseresponsegevealed profit focusthat
might be fully expected to the point of almost being-sgitlent, not least because

profitability is a concrete measure of success for any private sector organisation.

Practice theory offers insights into interpreting the repeated pattern whereby

respondents strongly associated strategy formulation as driven by the assumed aim to
deliverastrongfinancial returnFromaNew Institutionalperspectivé albeittheniche

of institutional logics (Friedland and Alford, 19915an explanation for the emasis

placedon profit maximisationby respondentacrosghecasess thatprofit is viewedas

the dominant institutional logic, and this has resulted in an isomorphic response across

the field (Lounsbury, 2007). To4® a p , i nstitutional | ogi cs
and informal rules of action, interaction and interpretation that guideslacons . . . 6
(Thornton and Ocasio, 1999, p.804). Therefore, they can be viewed as the systems of
cultural elements, as a result of which actors, groups and organisations evaluate their

daily activities, and arrange them in time and space (Haveman and (GUzt&).

Whil st originally conceived by Friedland
ordering realitydéd to introduce meaning, i
deterministicapproachdueto the perceptiorthatthereis the potentialfor any cortextto

be influenced by O60contending |l ogics of di
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1999p.104).However,in this particular,instanceandassuminghatmoneyis centralto
the very notion of banking and given that the orgditisa researched are subsidiaries
of large global banks, it is apparent that the subsidiaries are closely aligned to the
prevailinginstitutionallogic of marketcapitalism(FriedlandandAlford, 1991)whichis

also categorised as markets (Thornton, 2004).

An additionalinsightfrom PracticeTheoryisB o u r ddoxawliich mayhelpexplain

the shared importance placed on attaining profitability as a goal. Doxa can be viewed

|l eading to a 6énatural attitudwordlpr a sens:
experienceso6, taken as the way things ar
Vakal opoul os, K., 2022). Bourdieués conc:¢

liberalism as an influence on the modern business world.

4.2.5Sub-theme- Attaining competitive advantage:Findings

Also emergingfrom theinterviewswastheview held by a numberof respondentthat
strategy is an instrument by which to attain competitive advantage. Competitive
advantage is another concept adopted from economics; hqowewewvides a wider

measure of strategic outcomes than profitability alone.

Onerespondent &Bold Bankviewed strategy itselis aneans ofichieving

competitivea d v a n (GaBgarkD).Thiswasmirroredin a Gold Bankreportwhich
alsoidentified that a strategic aim of operations is to pioneer banking products in
Turkey to attain a competitive advantage. This approach is supported by a strategic
target of introducing an improved and comprehensive range of banking products and

servicesa the local market (Gd Report).

Similarly, a practitioner at Platinum Bank also viewed strategy as arising from the need
to differentiate the bank athedimiissobpasoduct
unique as possibfe ( Pt B a n k 1wee belibved tkat unigue selling poits
(USPs) lead to competitive advantage and that the strategic success of an organisation
depends on effective strategy designed by management. A colleague at the same bank
expandeantheideaof competitiveadvantagas adriver of corporatdevel strategyby
suggesttimgg ttehrageté i s to achieve the Board
business competitivee d g(RtBank2).Anotherparticipantat PlatinumBankalsosaw
strategy as an opportunity to design a strategy that is stronger than the competition
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basedon conducting@coreandSWOTa n a | (PtBank3)in orderto identify the
c 0 mp astrgn@thsAgain, thisis closelyrelated tadifferentiaing a productand

service to attain an advantage over the competition.

An interviewee at Silver Bank added to this debate by observing that, in their
experiencedifferentiationis a sourceof competitiveadvantagedt [strategy]is theuse

of economic resources in an optimal way to differentiate a pragdctS i | Bank1) .
Additionally, akey strategicaim outlinedin SilverB a n kepostsis theachievemenof
adifferentiatedvalueproposition.Thisis a pre-requisiteto a strongmarketpositionand
competitiveadvantage. Adetailedin thereport,thebankhopeso attainthis advantage

over rivals through a twin pillar approach of data and technology and engaged human
capital(Sil Reportl). Similarly, arespondentrom adifferentbanki PalladiumBanki
added that st r acompptitiveadvanceiment tesbeceme the marlaet 6
leade® ( Pd Bank3). A report by that bank 1
attainment of a diversified product range, whichdesistent with the subtheme of

attaining a competitive advantage (Pd Bank Report). This suggests that strategy is used

by subsidiaries in their objective of attaining competitive advantage within this sector.

4.2.6Sub-theme- Attaining a competitive advantage: Discussion

Whenviewedfrom a StructurationTheoryperspectivethe participants viewethegoal

of attaininga competitiveadvantagasatargetto activelywork towards.Thereforethe
efforts deployed i n 0cr eaniniscergd schkemesofmp et i |
action. This refers to peoplebs physical
when reading to more demanding tasks, such as, researching (ReRuatehit, 2011,

p.77). As this plays out, structure and ageinaythis cae efforts employed with this

specific goal in mind are ultimately mutually reinforcing.

The results are also in keeping with a micro foundations approach to achievement from

actorsin thefield. In particular,thereferenceo theuseof strategytools suchasSWOT

analysis as part of the process to attain a competitive advantage, can be interpreted

through as SAP |l ens as O6strategy model so

0 b a ¢ k kmowledgedfthep r a c t ii in thiscasesubSidiarystaff whilst theyare

060doing strategy6 (Stander and Pretorius,

knowledge as a driver of the enactment of strategy practice or the cognitive,

behavioural, procedural, and physical resources employed is stressed by SAP scholars
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(Jarzabkowski and Spee, 2009). This is al
cognitivepillar from anewinstitutionaliststancevhenwideningperspectiveo explain

the fact that similar ideas arose across each of thédinks researched.

Competitiveadvantagés akey concept irbusinessndis clearlyanimportissueto the

subsidiary staff who participated in the study. Wang, Lin and Chien (2010, p.111)
define competitive advant agémaaabledoan adval
deliver the same benefits as competitors but at a lower cost (cost advantage) or deliver
benefitsthatexceedhoseof competingoroductqdifferentiationa d v a n tThasgype) 6 .

of strategic focus, and the notion of competitive positiogeneral, is closely

associated with the Positioning School due to its situational approach to strategic
management, whereby managers position the company strategically in response to

external factors and contingencies.

4.2.7Subtheme- Top-Down approach - Decision making and internal

communications: Findings

The view that strategy is a t@jpwn process, either formulated centrally at HQ or by
uppermanagemendtthelocal subsidiarywasrepeatedlyut forwardin theinterviews.
Respondentat thevariousbanksin the casestudy revealetheir belief thatstrategizing

was clearly part of the role of senior management. Therefore, based on their responses,
it is evident that banking professionals consider strategy formulation as a process
arising fromthe top; moreover, they tend not to feel closely connected with the idea of

contributing to its formulation.

One interviewee at Platinum Bank described strategy formulation in their organisation
asaprocessdy which duppermanagemerttold a seriesof meetingsanddiscussion$o
createstrategy ( Pt Bank1l). This appear-dowh o be cl

approach in strategy formulation. The same respondent added that

meetingallow managemenb predictandanalysetheissuesandthenfind

solutions. Employees then apply these satsti@Pt Bank1).

This view presents upper management as the designers of strategy with middle
managemerdandotheremployeesdoptingamorepassiveole in theprocesstheir
main contribution being to roll out of plans established at the top of theelsgsin

119



Another respondent who works at the same organisation described the strategy making

pr oc etsast alsl yo (Pt Bapk 2)dThiwis guite direct and suggests that there is

little involvement from the banking professionals in sggtformulation. Similarly,
anotherespondenatthe samebankclearlyfelt thatdJppermanagemerandthe CEQH
create strategy whilst suggeshatthay t hat t |
I mp o r(PtBamk4)ithin theprocesd again,andexplicit descriptionof atop-down
perspective. In a similar vein, respondent Pt Bank5 described a project management
environment in which projects were decided and instructed by senior management as a

centralised process:

Projectsare setby seniormanagmentandtheyconstructstrategy we [project

managersjust apply it (Pt Bank5).

Thi s r es pon dhebankisavdrygrir@audratica and this cannot be
overcomé(PtBank5).Theideathatstrategigplanningis essentiallya caseof managers

meeting to decide strategy was raised another employee at the same bank when
describing the key role, the sealawor mana
management to predict and analyke issues and then find solutions Bankl1). This
dominance of senior management in the strategic process was confirmed by another

interviewee at Platinum Bank:

In theory it[the strategic formulation processjould be organic, but not in the
real world. It is seniormanagemenwvhod e ¢ i dtetegdis createdby Senior
Management, and it is top down. The first we hear is when it is anno(fPiced
Bank?2).

A colleagueatthesamebanksimilarly identifiedthe mostimportantactorsin strategy

creation as Othe Boarahkband Senior Execut |

The topdown nature of strategy formulation described by the respondents in the case
study organisations extends to the internal communication of strategy. One respondent
at Gold Bank commented that banking practitioners act as recipients ofséstdbl
strategywhich hasalreadybeenformedelsewhereTheysuggestethatGstrategyis then
announced through emails by the Dirediofthe subsidiary]n Istanbub ( Gd Bank 1
Middle managersndotheremployeestherefore, appeaeetheir roleasto assisin the
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application of strategy rather than shaping it, which suggests that they play a limited
rolein contributingto forming strategy Similarly, a practitionerat Gold Bankidentified

the | eader s tofmasagmeattteany and oard of rhaeageydent( G d
Bank?2); they are key actors in strategy formulation. A colleague at the same bank
descr i beammiteeSa twehgy ho r eport diOE@c t(IGd t o t
Bank3) but was not aware of how much influence tlvesemittees have nor how they
areappointedThepointis, however thattheprocesof strategyformulationessentially
originates with within the senior management team and involves only narrow range of

organisational stakeholders.

Unsurprisingly, evidece of topdown senior management driven strategizing emerged

from the interviews at the other case study organisations. For instance, a respondent at
Silver Bankreflectedthatstrategyformulationis not solelyin the handsof the CEO but,
nevertheless, from their description, it would seem to be concentrated firmly in upper
management at The GED decidds wgethar with $enior danagers, it is

not a oneperson decisiod  ( Si | Bank3) . I n contrlest, ho
CEOisthemo sitmpo6o r t a mnvolvdd ingetms ef@rming strategy and noted that
Gvhen t he CEO c¢ han S#Bank4)sThis detv &vap puppottied Ioyg e s 6
ot héelrhe: C& O h a dnternts of fopnolatiegrsidategy (Sil Bank4) whilst

one respondent (Sil Bank2) identi ftheed t h
CEO and t he .Anbthearéspogdent at SilmemiBank also identified the

senior management team as the decision makers at a strategic level by identifying the
key players in strategy formulation as t|
Consul tantsd (Sil Bank1) . Finally, respo.
executive teantontrolled strategy but although a number of managers contributed,
strategicdes@ i ons airne otobskearmy (Bil Bank 7), concluding that,

br oadl y teepC&Q@ lkas thedastdexisipnf i nal say] 6 ( Si |l Bar

decision making.

A participant at Palladium Bank viewed strategy as a top dowphedomenon and

notedthatthe maindecisionsaretaken athe highestievelsby the &CEOandDirectorsh

(Pd Bank1). Similarly, another participant at Palladium Bank inferred that strategy is a

topdown policy by suggesting it is O0steps

Bank?2) having previously described these element of strategy as themselvas set f

above. Again, another respondent at Palladium Bank also felt that senior management
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are extremely powerful in terms of strategy. The respondent reflected on the power of
the CEOandstatedthatthe CEOis &trongd(PdBank2)in thattheyhold a greatdealof
infl uewbhet ahtdegPdBank?). goes b

A participant at Rhodium Bank suggested that senior management are in control of
strategy formulation i n t imposestrategyloraudi s at i ¢
(Rd Bankl1)However, there was no sign of any resentment. Rather, there was evidence
more of a willingness and determination
with the bankds strategy and to I mpl emeni
addedthabve act a ¢Rd®ankll). A aplleggiée from the same bank also

believed that strategy formulationisatdp wn pr oc e s stheCE@setshei r
strategy and makes decisiéns whi | st Di r e ct o coavingelDseopamd t me n
communicate thstrategp ( Rd Bank 1) . However, it must
participantsseemedkeento align themselvesvith theroll out of whateverstrategyis set

from above.

4.2.8Sub-theme- Top-Down approach - Decisionmaking and internal

communications: - Discussion

During the interviews, the importance that the respondents attached to the role of the
CEO and the board as key decision makers suggests that they are fundamentally
important actors and synonymous with strategy irMNC subsidiaries. However,
insights into other elements of organisational structure and culture, such as tall as
opposedo flat organisationastructuresgcanalsogainedfrom this partof the study.The
participants reported that tall structures arel&c in the subsidiaries and the
participants supported this approach due to their perceived advantages, such as order,
accountability and direction (Ainger and Fernandes, 2022) to the affiliates. To sum up,
strategy was seen as the key observable pugdasmior management, and the
participants clearly felt as though their roles are positioned within a strict hierarchy.
Neverthelessherewaslittle signof frustrationwith regarddo this; therespondentgelt
content and empowered to operate witheirtholes, which were all relatively senior

positions demanding a solid skillsd set.

Practice theory offers insights into the 4dgwn nature of the working lives in
subsidiaries which was revealed in the study. Initially, the responses seem somewhat
deteministicin nature However thereis certainlyanelemenif structuratiorthatmay
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be seen as deterministic in nature, and a fietdthis case the subsidiarie®bjective
conditions may simply be reproduced in practices, which in turn are reproduced by the
habitus (Hurtado, 2010). Furthermore, applying a Bourdiusian view, it mayysoap

that the subsidiary staff have set expectations about the objective probabilities of the
futuresucces®f theirendeavourgMoore,2004)which leadsthemto stick to their core

function and leave strategy to senior management. As previously digciisse
possible that the respondents simple see
Bourdiusian 6doxa6é (Vakakopolous, 2022).

On the other hand, the picture may be more complex than the responses suggest. It is
highly likely, for example, that agency is at play within the tightest of hierarchies. In

other words, when conceptualising a field (Bourdieu, 1990), it is highly unlkaty

agencyis notat play behindthe scenedecause field canbethoughtof asa6 é s oft e

endl ess struggle and endless changed (Ev
From a practice perspective, it would seem that within any work environthant
contributionsandd s t r waulgl dbceudin theformulationof the strategiesn MNC

subsidiaries.

Similarly, a Giddensiarperspective wouldlsosuggesthatthereis alevel of agency at
play despite the rigid teadown processesescribed by the participants. Subsidiaries
couldbe conceptualisedsenvironmentgonstructedy the skilled accomplishmentsf
its member§ in this case subsidiary stdffalthough these would not be intentional or
even wholly comprehended by them (Geds, 1976)

Alternatively,consideringstrategyfrom arationalistbasedperspectivethe participants
responses are reminiscent of Upper Echelons Theory (Hambrick and Mason, 1984;
Neilson and Neilson, 2011) in that the CEO and upper management arng clearl
influential in directing strategy. This level of influence suggests that there is a
substantial degree of managerial discretion within this context (Hambrick and
Finkelstein, 1987). The tegown nature of strategy is consistent with both the early
strategyy research and the Positionifighool in thestrategic management literature (for
example, Chandler, 1962). Moreover, whilst the Positioning School of strategic
management (Porter 1979;1980; 1985) is an alternative approach to strategic
management whichiffiers to early research, this approach also perceives strategy
formulation as a formal plan devised by upper management.
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