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ABSTRACT

Empirical single case study of an post-acquisition integration process of a Finnish 

multinational acquirer and a Norwegian acquired company. Provides an in-depth analyses of 

the ”translation” process between the cultural codes, symbols and values. Takes into account 

both national and corporate cultures. Cultural crossing concept and framework serve as the 

tool of analysis with the three key-dimensions of the cultural crossing: modus, focus and 

locus.
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TIIVISTELMÄ

Empiirinen tutkimus yritysoston jälkeisestä integraatioprosessista, jossa suomalainen 

kansainvälinen yritys ja norjalainen yritys ovat osapuolina. Syväanalyysi kulttuuristen 

koodien, symbolien ja arvojen ”käännösprosessista", jossa huomioidaan sekä kansallinen 

kulttuuri että yrityskulttuuri. ”Cultural crossing” konsepti ja tutkimuskehys ovat analyysin 

työkaluina. Tärkeimpinä ulottuvuuksina on käsitelty modus, locus ja focus, eli 

”käännösprosessin” sijainti, tapa ja orientaatio.

Avainsanat:

Cultural crossing, kansalliskulttuuri, yrityskulttuuri, fuusiot ja yritysostot, Suomi, Norja
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1 Introduction

1.1 Premises

The merger and acquisition boom sees no sign of slowing down. In year 2000 

the value of all mergers and acquisitions in the world amounted to $3300 billion, which equals 

ten times the value of M&A in 1992 (View 2001, 8) Already in the beginning of the nineties 

acquisition phenomenon appeared increasingly broad based, fragmented and global 

(Haspeslagh et al. 1992, 4).

In the light of research on mergers and acquisitions the growth is well-founded. 

Foreign acquisitions are usually considered strategic investments necessary for gaining access 

to new markets or new technologies (Yung,2001,58). Mergers and acquisitions are seen as a 

significant strategic alternative to internal growth of firms, because they enable firms fast 

penetration of new and foreign markets, obtain economies of scale more quickly and/or 

acquire necessary know-how and skilled personnel (Olie, 1990, 206).

Unfortunately the reported failure-rates on mergers and acquisitions are high. 

Some reports on the effectiveness of mergers are very pessimistic, stating that one half to two 

thirds of all mergers and acquisitions simply do not work (Olie, 1990, 206). The reasons for 

the failures are many. Haspesplahg and Jemison (1992, 8) state four problems in mergers and 

acquisitions, which deal with failure to find the fit to the corporate renewal strategy, set up a 

proper pre-acquisition decision making process, foster learning and failure to handle the 

integration process. Integration process is often seen as the ultimate source of value creation 

in acquisitions (Hapesplagh et al. 1992, 167).

In the literature the hardship of integration is often referred to as “post-merger 

syndrome” where cultural issues play a significant part. People go through a culture shock, 

and cultural differences are often sited as a source of hostility. At the organizational level, the 

syndrome takes the form of a tendency not to pass information or problems up or down, not to 

communicate across past organization boundaries, and intense conflicts.(OHe, 1990, 207) 

Therefore it should not come as a surprise that human factors are increasingly being held 

responsible for merger and acquisition failure (Cartwright 1992, 4).

The study of cultural premises in mergers and acquisitions gains more and more 

acknowledgement. In many studies the cultural effects have proven to be one of the most 

important determinant of the success of the merger or acquisition. Merger or acquisition leads 

to an organization-wide power battle, where people identifying with their previous 

organization form two opposing cultural camps. When an international merger or acquisition
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is in question, the confrontation can become the battle of national cultures. (Vaara 2000, 11) 

Thus both national and corporate cultures are involved in the cross-cultural integration 

process.

This study will provide an in-depth analysis of cross-cultural dimensions of 

integration processes of a Finnish multinational in its acquisition in Norway. Both the national 

and corporate cultures are dealt with. The results of this study reveal the dynamics of cultural 

crossing - the semiotic translation process of the cultural codes, symbols and values between 

the acquirer and acquired company.

1.2 Background

This study will concentrate on the cultural side of merger and acquisition 

integration process. Both national and corporate cultures of the acquirer and acquired 

company play a major role in the integration and it’s successfulness. Previous literature 

strongly suggests that integration of corporate cultures- that is, shared company values and 

their embedded symbols, company identity, and general “style” of work - has a great effect on 

the successfulness of a merger or acquisition (E.g. Buono&Bowditch 1989, Datta 1991, 

Koivisto 1998&2001, Koivisto & Lampinen 2001, Vaara 2000). Also the proper 

understanding and integration of the national culture differences are important aspects to be 

focused in international M&As (Koivisto & Lampinen 2001, Morosini & Singh 1994, 

Morosini & Shane & Singh 1998). This study aims to reveal more of the dynamics of the 

cultural crossing (definition given in chapter 2) and add to the recent studies by Koivisto 

(1998, 2001) and Koivisto and Lampinen (2001a).

The case company is a Finnish multinational that manufactures low margin 

items for the consumer sector mainly from pulp. It has an extensive international experience 

and at the moment it operates worldwide in over 30 countries. The corporate culture of the 

case company reflects Finnish values to a great extent. The company was established in the 

beginning of the 1900s as a family business and is still headquartered in Finland.

The acquired company of this case is a Norwegian firm that has gone through 

two integration processes before the acquisition in question. It has been in both American and 

Dutch ownership for years. The acquisition of the Norwegian company was part of a bigger 

acquisition whereby the case company strengthened its position in the world market. Through 

buying the Norwegian company, the case company received knowledge in form of a new 

technology as well as stronger presence in the Nordic countries. It should be mentioned here
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that the products manufactured require local presence due to the high cost of transportation 

compared to price of the goods.

1.3 Research Setting

This chapter will present the research gap concentrating on the merger and 

acquisition studies and in the study on cross-cultural organizations in particular, the purpose 

of the study derived from the research gap, the research questions that further specify the 

purpose, as well as the limitations of this study.

1.3.1 Research gap

The study of mergers and acquisitions has mostly dealt with motives and 

consequences of mergers and acquisitions (e.g. Datta 1991, Tautwein 1990, Duhaime et al. 

1985). It’s widely acknowledged that acquisitions are an important vehicle for corporate 

strategic redirection and renewal (Jemison et al. 1986,145). The failure rates on mergers and 

acquisitions are however high, which has encouraged to further research on subject.

Olie (1990, 207) names failure to properly integrate the units involved in a 

merger or acquisition as one of the major reasons for unsatisfactory results. Integration 

involves various phases and areas, which might depend on the intended degree of integration. 

One of them is definitely the cultural integration.

The studies on culture per se have been mostly comparative studies on cultural 

differences such as Joynt (1981,1887) with her comparative analyses of organization behavior 

in various countries and naturally Hofstede (1980) with the cultural dimensions.

Research on cross-cultural organizations has involved studies from the human 

resource management’s, psychology’s and communication’s point of view. The field of cross- 

cultural studies entails also multicultural team studies by Adler (1997) and also e.g. Smith et 

al (1997). Karppinen-Takada (1992) has studied the importance of cultural mediators in 

international business, who bridge the cultural gaps in organizations.

Former research has dealt separately with organizational culture and country 

specific culture when studying their effect on acquisitions and mergers. There was a clear 

research gap in the previous studies in this area. In addition there had not been any significant 

research conducted on cross-cultural organizations in the past decade. Weber, Shenkar and 

Raveh ( 1996) have conducted a survey on M&A in the United States. They compared cross- 

cultural integration of domestic and international M&A using a questionnaire-approach. Their
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study relied heavily on Hofstede’s (1980) definition and content of culture, and thus can be 

argued that the study remained superficial.

Koivisto (1998,2001) has, however, in his recent studies made an attempt to take 

the study of cross-cultural organizations further and combine these two dimensions, national 

and corporate culture, with a concept and framework of cultural crossing. Cultural crossing 

concept refers to the translation process of one cultural language to another when company’s 

operations are multicultural. This framework in question has been empirically tested only 

once with a single case study of Finnish-based NorCoat Pic. in Hong Kong setting where it 

proved to derive fruitful findings (Koivisto and Lampinen 2001a). The framework will be 

explained more thoroughly in chapter 2.3..

The effectiveness of the cultural crossing concept and framework has not been 

tested more widely - not in another company or within the same company in another setting. 

This study attempts to fill this research gap by providing more possible evidence that this type 

of approach would enlighten the acquisition process from the cultural side and thus aid 

researchers in gathering valid and reliable information of further acquisitions by this tool of 

analysis and also give more insight into how the acquisition cases differ within one company 

by the national and corporate culture setting. One should not forget the managerial point of 

view neither, as this tool could also prove to give value to companies pondering with 

integration issues.

The previous empirical study on cultural crossing came to a conclusion that the 

cultural crossing is very much embodied in the key persons involved in the integration. This 

study would also enlighten this aspect as well and possibly give suggestions whether the 

conclusions were correct.

1.3.2 Purpose

As this research is based on an established framework the main goal of this 

study is to put the framework through yet another empirical study in order to test the viability 

and durability of the framework in question. As stated above and to be specified later, the 

concept of cultural crossing has not yet been studied much.

The case company in this study is has the same national culture setting (Finland) 

as the case company that was used for the previous single case analysis, which utilized the 

framework (Koivisto&Lampinen 2001a). The previous research dealt with a Finnish 

multinational’s acquisition of a Hong Kong-based company whereas this study attempts to 

explore the acquisition of a Norwegian company. This brings about some limitations as well
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as benefits. It is interesting to see what kind of an effect a shorter cultural distance has. There 

is a much wider cultural distance gap between the Finnish and Hong Kong-based company 

than in the Finland-Norway axis, where both cultures can be classified as Scandinavian. 

Without better knowledge one could assume that the cultural integration would be easier with 

the shorter cultural distance. However, as mentioned already above Moro sini, Shane and 

Singh (1998) in their study of cross-border acquisition performance, support the hypothesis 

that the greater the national cultural distance, the better the acquisition performance.

The purpose of this study is to 1) further test the framework and concept of 

cultural crossing and see how applicable it is as a tool of analysis in studying the cross- 

cultural integration in international acquisitions and 2) to provide an in-depth analysis of the 

integration of national and corporate cultures in international acquisitions from the point of 

view of a single case company.

1.3.3 Research Questions

This section will present the specific research questions that are to be answered by this study. 

As the cultural crossing concept is not studied widely before, the first and most relevant 

question would deal with the testing of the framework further. Cultural crossing has been 

empirically tested only once by a single case study (Koivisto and Lampinen 2001a) within one 

Finnish multinational in single target country suggesting the need for further analysis. Thus,

1) Is it feasible to obtain valid and reliable results utilizing Koivisto’s framework in varied 

national and corporate settings?

As the purpose of this study is also to provide and in-depth analysis of the integration of 

national and corporate cultures in an acquisition by utilizing Koivisto’s framework, the study 

naturally must include the analysis of the different variables of the cultural crossing. Thus,

2) In what form do cultural crossing variables emerge in a case study of a Finnish 

multinational’s acquisition of a Norwegian company?

As the only previous empirical study of cultural crossing (Koivisto and Lampinen, 2001a) 

dealt with an acquisition involving culturally very distant companies, the framework has not 

yet gone through a test where the companies would have had a rather short cultural distance. 

Therefore it’s interesting to find out does the framework prove to be fruitful also in this kind 

of situation. And thus,

3) Does the cultural crossing concept and framework fit to a study of the cultural integration 

process where the target country represents a culturally very close culture as opposed to a 

distant one?
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1.3.4 Limitations

This study concentrates on a post-acquisition integration processes within a 

single multinational. The previous empirical research on subject (Koivisto & Lampinen. 

2001a) also dealt with a single company.

A common concern over case studies is that they provide little basis for 

scientific generalization (Yin, 1994, 10). As will be specified below, this study does comprise 

of yet another case study, which is a very in-depth analyses, including face-to-face interviews. 

In this kind of approach the possibilities of generalization and applicability to other cases are 

limited. But as mentioned before, the depth of analysis can be reached, which already on its 

own is attractive.

Although Koivisto’s cultural crossing concept proved to be fruitful in analyzing 

the particular case in a particular organization, this might not be the case for aE situations. 

However, one of the objectives of this study is to prove or disprove this, so that does not pose 

a major limitation.
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2 Framework

2.1 Culture

One of the important factors affecting the success of an M&A is the integration 

of the involved companies. Shrivastava (1986,65) sees cultural integration as the most critical 

type of integration. Socio-cultural integration unifies organizational frames of reference of 

merging firms. The integration facilitates communication between the managers of the 

merging firms by ensuring they have the same assumptions and consistent mental maps 

(Shrivastava, 1986,72).

As part of the process of integration, among other factors, the management 

styles can have a great impact. Datta’s (1991) findings show that differences in top 

management styles have a negative impact on performance in acquisitions characterized by 

both high and low levels of post-merger integration. His study is in the area of “organizational 

fit”, which influences the ease at which two organizations can be assimilated after an 

acquisition.

Morosini, Shane and Singh (1998) have studied national cultural distance in the 

light of cross-border acquisition performance. Their results are interesting as their findings 

support the hypothesis that the greater the national cultural distance, the better the acquisition 

performance. This challenges the more intuitive thought that it would be easier to succeed 

when the cultures are closer to each other and also the step-by-step approach in 

internationalization proposed by some theorists such as Luostarinen (Luostarinen et al. 1990), 

where the companies would first enter culturally closer countries in order to leam.

Morosini & Singh (1994) have studied national culture compatible strategies 

which would improve post-cross-border acquisition performance. They conclude that 

implementing such strategies is particularly important in the light of studies that suggest that 

national culture is notoriously difficult to change, especially in the short term. Also the 

corporate culture has its impact on the performance. Very, Lubatkin and Calori (1996 (66-67) 

argue that the degree to which the culture of the buyer is resisted may depend on the strength 

of the person-culture fit at the acquired firm, and how dissimilar those individuals perceive the 

buying firm’s culture to be.

Culture itself as a highly abstract concept has been defined in different ways 

mostly depending on the area of interest of the scholar. From the communication point of 

view various researchers have defined culture as a subjective construct to describe complex
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communication processes, which is also central to the notion of organizational culture 

(Shockley-Zalabak et al. 1989,483).

Olie (1990,211) argues that culture should not be viewed as just another 

variable, but simultaneously as a dynamic, living phenomenon, through which people create 

and recreate the world in which they live. What comes to the different implications of 

corporate and national culture, Olie (1990,210) makes a vivid figure of speech when he 

compares the culture as an onion, where the outer layers are the organizational culture. 

Organization culture has also been seen as an oxymoron, because the boundaries of a culture 

are not conceptually or empirically identifiable (Vaara, 1998,61) It’s been said that 

understanding of an organizational culture involves identifying subcultures and their 

interaction to influence organizational behavior and decision-making processes (Nahavandi 

& Malekzadeh 1988, 80). Very, Lubatkin and Calori (1996 p.65) speculate that very work 

situation contains hard-to-describe elements such as the mix of occupations and individual 

personalities staffed. Most organizations encompass numerous subcultures.

Very, Lubatkin and Calori (1996, p.66) have also given a thought to the 

relationship between the national and corporate culture. With an almost indefinite number of 

combinations of determinants possible, it may be that every organization develops a culture 

that is so unique as to bear little resemblance to the national culture of its members, the 

Authors speculate. However, they also see the possibility that the influence of the national 

culture may dominate so that the variation in the culture across nations exceeds the variation 

within nations.

Pablo’s (1994,809) thoughts on the cross-cultural research are as follows: 

“Culture is critical in the configuration of a total organizational system, influencing the 

effectiveness of the organization in its environment. Thus is acquisitions, culture can have an 

instrumental effect on both the coordination and control functions of integration, as it can 

operate to generate commitment to the larger organization, enhance organizational stability in 

a situation of dramatic change and convey a sense of identity to organization members.”

Vaara (1999) takes a critical perspective on studies of cultural difference in post

merger problems. He argues that superficial cultural conceptions are commonplace in 

research. He believes though that cultural differences do have a significant explanatory power 

in integration problems. However, he urges toward better conceptualization and use of less 

superficial rhetoric.

Sometimes a mediator is needed between the cultures to bring about the benefits 

of co-operation. This phenomenon has been studied by Karppinen-Takada (1992). Individuals 

with cultural skills allowing them to mediate directly between two cultures, is the definition of
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a cultural mediator. Secondary cultural mediators on the other hand have a third language or 

culture through which the messages are transferred between the two cultures. (Karppinen- 

Takada, 1992, 1)

A term used to describe the exchange of cultural elements between the merging 

organizations is acculturation, and has been studied by Nahavandi & Malekzadeh (1988). In 

their article the acculturation is defined as changes induced in two (cultural) systems as a 

result of the diffusion of cultural elements in both directions. The attention is drawn to 

meshing of people, cultures, and organizational practices as a determinant of a successful 

merger (p. 88). Their study has focused on the phenomenon from the point of view of the 

individuals, whereas this study would be more interested in the organizational level.

Very, Lubatkin and Calori (1996) have studied acculturative stress. 

Acculturative stress represents a key obstacle to strategic change in mergers. It has been 

associated with lower commitment and cooperation of the acquired employees, increased 

turnover among acquired executives, and lower financial success.(p.59). They even present a 

formula for acculturative stress (p.70): Acculturative stress= “ought to be”* (“appears now” - 

“ was before”)

An interesting approach to the culture aspects of mergers and acquisitions was 

taken by Tienari, Vaara and Säntti (2000) who in their recent study present evidence of 

metaphor-building in a merger across national boundaries. According to them metaphors 

serve as means to (re)construct organizational and national identities in a fast-moving merger 

context characterized by threats and opportunities. Their findings indicate that organizational 

members draw from variety of social domains or arenas when searching for ways to describe 

Self, the Other and the Common Future, domains including 1 ) family and people, 2) war and 

battle, 3) sports and game, 4) building, vehicle, and machine, and 5) nature and animal. The 

analysis of the scholars goes beyond the traditional approach to the human side of mergers 

and acquisitions.

Säntti (2001, p.41) has presented his view of approaches relevant to the study of 

culture in table 3.
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Table 1. Approaches relevant to study of culture

Theoretical approach Cultural phenomenon revealed through this

approach

Philosophical approach □ The phenomenon of “culture” broadly

seen

□ The relation between language and culture

□ Visible and hidden aspects of culture

□ Value systems and human values

Organization theory approach □ The concept of culture in organizational

context

□ The interrelation of culture and

organizational systems and processes

□ Organizational values

Learning theory approach □ Determinants of cultural change

□ Relationship between tacit knowledge

(including values partly and basic

assumptions totally) and explicit

knowledge

□ Organizational and individual learning

Source: Säntti 2000, p. 41

Säntti has also found out that the effect of national cultures on corporate cultures 

has been studied, but mainly in the sense of categorizing different national cultures and 

analyzing the effects of different national cultures on corporate culture in multinational. His 

interest goes beyond that to consider the relationship between national and corporate culture. 

His starting assumption was that national culture is a deep phenomenon that is the foundation 

for the formation of more superficial corporate cultures, and that it’s important to remember in 

cases where two or more national cultures are combined during an organizational change. (42) 

Adler (1997) makes a contribution to cross-cultural studies with her theories on 

multicultural teams. She speaks a lot about cultural synergies, which surface especially when 

the organization is in need of fresh ideas and needs to avoid groupthink (p 101).Also Smith & 

Berg (1997) touch the subject when they explore different approaches that are alive in
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multinational groups and propose a “paradoxical” framework for understanding and exploring 

them.

2.2 Cross-Cultural Organization Studies

There are rather few attempts to study cross-cultural organizations in the 

literature. Perlmutter (1969) and later Heenan and Perlmutter (1979) have contributed to the 

cross-cultural organizational studies by their famous cross-cultural orientation paradigm. That 

divides companies by their selection of the basic orientation to cross-cultural management and 

organization from ethnocentric, polycentric, regiocentric and geocentric focus, where the 

orientation varies from centralized to decentralized management to regional and universal- 

local combination. Their approach concentrated on the global organization while the attempt 

here is merely to study the aftermath of a single acquisition.

Another meaningful scholar of cross-cultural organizations has been Adler 

(1986) with discussion of interrelationship between a company’s globalization development 

and its cross-cultural organization. According to her the focus of management changes from 

inward to outward during different stages of internationalization. Adler (1997) further looks 

into the location of international cross cultural interaction when the it’s question of a 

domestic, multidomestic, multinational or global firm. In homogenous teams all have similar 

background, in token teams all but one has the same cultural background, in bicultural teams 

there are two different backgrounds represented and in multicultural teams there are members 

from various cultural settings. According to Adler, the benefit of multicultural team is the 

access to many perspectives leading to more and better ideas as well as reduced groupthink. 

However, she does not overlook the difficulty that exists in integrating and evaluating the 

multicultural team. There may exist attitudinal and perceptual problems and also stress among 

the members. The success of multicultural teams depends on how the diversity is managed, as 

well as the nature of the task and stage of the process.

A term used to describe the exchange of cultural elements between the merging 

organizations is acculturation, and has been studied by Nahavandi & Malekzadeh (1988). In 

their article the acculturation is defined as changes induced in two (cultural) systems as a 

result of the diffusion of cultural elements in both directions. The attention is drawn to 

meshing of people, cultures, and organizational practices as a determinant of a successful 

merger (p. 88). Their study has focused on the phenomenon from the point of view of the 

individuals, whereas this study would be more interested in the organizational level.
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Weber, Shenkar and Raveh (1996) have conducted a survey on M&A in the 

United States, in which they compared cross-cultural integration of domestic and international 

M&A using a questionnaire-approach. Their study relied heavily on Hofstede’s (1980) 

definition and content of culture, and thus can be argued that the study remained superficial.

The study of cross-cultural organizations had not come across much new for a 

decade until Koivisto (1998,2001) created concept of cultural crossing to define the 

translation process of one cultural language to another in organizations operating in two or 

more cultural settings. The previous literature on the subject as well as the cultural crossing 

framework in detail will be assessed in later chapters, whereas the next few paragraphs will 

briefly introduce the background for this particular case study.

After the development and conceptualization of cultural crossing concept, the 

first step towards empirical testing of the concept was taken. Koivisto and Lampinen (2001b) 

conducted a case study where the integration process of a Finnish multinational’s acquisition 

of a Hong Kong- based company was studied with the recently developed cultural crossing 

framework.

The approach proved to be fruitful in analyzing cross-cultural organizations and 

the integration process in case of an international M&A. Cultural crossing framework enabled 

an in-depth analysis of the case in question, revealed the dynamics, both facilitating and 

inhibiting forces, behind the integration process. Further the case study detected a strong 

embodiment of cultural crossing in the key persons. From the managerial point of view this 

implies that companies should develop more person-independent cross-cultural management 

approaches.

This study will entail a case study the approach of which is based on Koivisto’s 

cultural crossing framework. The case company central office is located in the same national 

culture setting as in the previous empirical study. This will provide certain benefits but also 

limitations as discussed in chapters below.

2.3 Cultural Crossing Framework

Cross-cultural integration of international mergers and acquisitions is a two

layered process involving both national and corporate cultures (Weber & Shenkar & Raveh, 

1996). A recent contribution to the understanding of cross-cultural organizations was made by 

Koivisto (1998, 2001a, 2001b) with his concept of cultural crossing. The cultural crossing is 

defined by Koivisto as follows:
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Figure 1. Cross-Cultural Integration of M&A as a Twofold Disposition

Source: Koivisto & Lampinen 2001a

“In international subsidiary management, the cultural crossing means 

the organizational semiotic “translation” process between the cultural 

codes, symbols and values of the company’s home-culture 

environment and those of the foreign subsidiary’s host culture 

environment. In settings between corporate cultures, in M&A it refers 

to the “translation” process between the two corporate culture 

semiospheres of the acquirer and the acquired firms.” Koivisto (2001,

7)

A company with subsidiaries in other cultures is faced with the situation where 

the headquarters and foreign subsidiaries do not necessarily share the same ways of 

communication and decision-making. The values and symbols of the culture may differ a 

great deal. The same setting can be detected in mergers and acquisitions between the acquirer 

and acquired company. To integrate the corporate cultures the company faces a great 

challenge. When a company has operations in more than one cultural environment, it needs to 

translate or transform information and management processes from one cultural ”language” to 

another in order to coordinate its activities across the cultural boundary. This process of cross- 

cultural interfacing and transformation is cultural crossing.

WTien considering subsidiary management the company must be able to 

communicate effectively in both external and internal level. A subsidiary in a certain country 

must know how to best communicate with the stakeholders in a given culture, how to use the
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“local cultural language”. The communication between the headquarters and the local unit 

must also be well thought of.

In managing the integration after an acquisition, the company is often faced with 

two different corporate cultures, which may have developed to be very different from each 

other. Deal and Kennedy (1982) argue that the different industry and business dynamics - 

pace of business, level and time-span of risk, company size etc. determine the corporate 

cultures. When these dimensions are very different in the acquiring and acquired company, 

the management is faced with two different semiospheres, “ universes of meaning”.

Koivisto and Lampinen (2001a, 6) suggests that designing and handling of the 

cultural crossing!s) shall be considered as one of the most important elements of a company’s 

cross-cultural management and one of the most important elements of a company’s cultural 

policy. This applies to both international subsidiary management as well as post-acquisition 

integration.
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Figure 2. Cultural Crossing as a Management Process

Source: Koivisto 2001, p 7

Koivisto divides cultural crossing into three key-dimensions:

1. Locus, or location - where in the organization the cultural crossing

is located?

1. Modus, or mode - how the cultural crossing is designed?

2. Focus, or orientation - what is the dominant direction of the 

cultural bridging in the organization?

In the next sections the three dimensions of cultural crossing will be discussed in

further detail.

2.3.1 Locus

Locus indicates where in the organization the semiotic translation process takes 

place. There are several alternatives defined by Koivisto where this can happen. (See also 

Table 1 and Figure 2.) Cross-cultural setting can be either between national cultures, when it 

is a question of international management or between corporate cultures in mergers and 

acquisitions. When there is a cross-border merger or acquisition in question, then the cross- 

cultural setting is two-fold and thus both national and corporate cultures play their part. 

(Weber & Shenkar & Raveh 1996).
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Figure 3. Loci of Cultural Crossing
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Source: Koivisto 2001, p 10

1. Within a central unit of the company

Local units apply the patterns of management and communication that are 

typical to their business environments. This approach implies that in the central unit there are 

people who are able to understand and apply the communication and management style of the 

local unit’s local culture. It is preferable to transfer some people from the acquired unit to the 

parent company to ensure this.

In mergers and acquisitions this is most likely the case in the beginning. People 

in the local unit are rot yet accustomed to communicating the same way as the people in the 

central unit. In the acquired unit there may also be some resistance in the beginning to learn 

the new ways due to dramatic change. Central unit must thus be the one to establish the 

connection to the local unit, which will be accomplished best by using local symbols and 

practices. The customers in the local environment are served with their “cultural language”.

2. Between the central unit and local unit(s)

Local unit applies local practices when communicating locally and central unit 

way when communicating with or in the central unit. Local unit is relatively unintegrated with 

the central unit. This situation is typical for a holding company and venture capital investment
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type of arrangements. This arrangement again supports the communication with the local 

customer as it is conducted in the local “cultural language”.

3. Within the local units

Central unit’s home-country cultural style of management is used in the central 

unit as well as between the subsidiary and the parent company. More specifically, at least 

some of the subsidiary’s personnel, most often parent-country national expatriates, have to be 

able to use parent-country style, while others, most often local employees, use the local unit’s 

host-country cultural style. Thus cultural crossing takes place between those styles within the 

local unit. This is probably the most common setting. Common training across the company 

supports this approach. The top management of the local unit gets trained to the company’s 

shared values and then practices it within the local unit.

4. Between the local unit and its external stakeholders

In this case the local unit uses central office style while communicating 

externally. The local unit might even be staffed solely with parent-country nationals. This is 

not a very common approach. The local stakeholders in this case will have to adapt to the 

communication with the company’s central office style. In this case the local unit must be 

very well integrated with the company.

5. Between local units

There can be translation happening also between the units in different locations. 

Also, there is an exception where it takes place between the central unit and its customers in 

an example where immigrants have established a trading company.

6. Multilocal

Cultural crossing is often multilocal as modem international organizations tend 

to be culturally very diverse. As matrix organizations become more and more common, this 

type of settings increases as well. There may be a manager representing the parent company 

culture who communicates with the locals and the local managers may also have tight 

communication with the people located in the headquarters. In that case the locus is both 

within the local unit and between the parent and local unit. Third country national managers 

may take this scene even further by introducing yet another locus.
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Table 2. Different Locus of Cultural Crossing

COMMUNICATION STAFFING OF

LOCAL UNIT

SITUATION COMMONNESS

Within

Central Unit

HQ uses local unit’s

“style” with local unit

Local’s

transferred to HQ

Want exporting

to be handled

right

Less common

Between

Central and

Local

Unit(s)

Local unit uses local

style with externals,

HQ style with HQ

Relatively

unintegrated

(Holding/V entur

e Capital appr.)

Within

Local Unit

HQ style in HQ and

with the local unit

Parent-country

national

expatriates

Integration

facilitation

Most common

Between

Local Unit

and

Externals

HQ style in all

activities

HQ-country

nationals

Representative

office

Not very

common

Between

Local Units

Takes place between

HQ and local

externals

More than one

local unit

Rare

Multilocal Multiple interfaces HQ national

expatriates +

Locals with the

HQ + 3rd country

nationals

Matrix

organization

Very common

2.3.2 Modus

The modus of cultural crossing explains how the translation of cultural language 

from one language to another is carried out. Both individual and organization integration level 

analysis can be conducted around this dimension. Koivisto (2001a, 11) hypothesizes that in a 

cross-cultural management setting that is new to both the organization and the involved 

individuals, the cultural gap is relatively open. Gradually the individuals involved in the 

process interpersonify the setting when they learn to know each other. Organization may also
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develop and deepen its cross-cultural integration. One scenario is however that the integrity 

and morale of the cross-cultural setting deteriorates and both the organization and the 

individuals alienate themselves from the cross-cultural dynamics of the setting.

Again, Koivisto has identified various possibilities for different types and 

paradigmatic modi from the above-mentioned dimensions. (See also Figure 2. and Table 2.)

Figure 4. Modi of Cultural Crossing

High

18—
Source: Koivisto&Lampinen 2001a pl2
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Table 3 The Types and Paradigmatic Modi of Cultural Crossing

A) UNINTEGRATED TYPE

1. Segregated Modus - The different cultures or “cultural camps” are distant form each other 

and operate according to their own norms. There is an open gap in between the cultures.

B) INTERPERSONIFIED TYPE

2. Acculturated Modus - The persons involved in the cultural interfacing are to such degree 

accultured to the other culture that they can adapt the opposite culture’s norms in order to 

bridge the cultural gap.

3. De-Cultured Modus - The persons involved in the cross-cultural interaction have such a 

deep experience on each other that the interaction has lost its cross-cultural nature and has 

become simply interpersonal.

4. Mediated Modus - A cultural mediator or mediators - one or several bi- or multicultural 

individuals - stand organizationally in the interface between the cultures. As these individuals 

can operate toward the both nation or corporate cultures according to the respective culture’s 

own norms, they act as Janus-faced bridge-builders between the cultures.

C) ORGANIZATIONALLY INTEGRATED TYPE

5. Layered Modus - The different cultural “zones” within the organization are bridged by 

setting up a middle- layer of management in which the cultural norms and patterns are mixed 

in order to generate synergy.

6. Metacultured Modus - A metaculture - i.e. corporate culture - is used as a “glue” that 

connects the different cultures into the whole.

D) DE-MORALIZED TYPE

7. Alienated Modus - The persons who take part in the cross-cultural interaction have 

alienated from the national/corporate cultures in such way that they do not follow any of the 

cultural norms.

Source: Koivisto 2001a, pi7

Modus explains how the translation is set up. It can be segregated when the 

integration level is low, which usually is the case in the first stages of an M&A. In this 

situation there are two fairly separate groups of managers communicating with each other. 

Therefore it is understandable that this situation may create problems with misconception and 

misunderstanding. Ethnocentrism may raise its head in this setting, dividing the newly formed 

organization into superior acquirers and less glamorous locals. Both groups try to cope with 

their own cultural styles with varied success.
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When the modus is interpersonified as a result of deepening acculturation and 

integration between the individuals who participate the cross-cultural management setting the 

risks of misconception and misunderstanding become lower. The cultural style, patterns and 

management practices are adopted from the other culture. This can happen to both parent 

country national expatriates and host country nationals and naturally facilitate communication. 

It has been argued that the acculturation process is very much dependent on the individuals 

involved in the process. This may cause problems in case of personnel changes and 

repatriation of expatriates when the formed ties are broken and there may be nothing to 

replace it readily available.

De-cultured modus describes a situation where the inter-personal integration is 

high but company-wide integration remains rather low. The people involved can after a while 

know each other so well that the cultural patterns are left behind. The dynamics between 

people are so strong that it doesn’t matter if their behavior is due cultural background. This 

modus may result in a brand new culture or a formation of a subculture.

A mediated cultural crossing takes place when a cultural mediator is involved in 

the process. This person needs to be very familiar with both cultures involved in order to 

become as “one of them”. He/she facilitates communication between the home- and host - 

country nationals. Through these persons, cultural gap between the two organizations may be 

bridged. An example of such a mediator would be a manager who is German, lived many 

years in the UK working for the company and is then transferred within the same company to 

its newly acquired German unit. The manager would be familiar with the company’s values 

and also with the national culture of Germany. The manager would know the correct 

communication style with the other Germans, and could thus bring in the new corporate 

values and practices more easily than an expatriate manager unfamiliar with he national 

culture, or local national without the experience of the corporate culture.

The modus can also be layered. A mixed style of management and organization 

is adopted and a high organizational- level integration is required for this to succeed. In 

international subsidiary management, the layered modus indicates that the home-culture 

management style prevails at the corporate headquarters end, host-culture style between the 

local unit and its stakeholders, and a “buffer-zone” of mixed management approach is build in 

between. The layered modus may serve well as an intermediate phase in the acquisition 

integration process which has started from two separate companies and will end up into a 

complete integration.

In the metacultured modus, the corporate culture acts as glue between the parts 

of the organization. The different cultural approaches to management are in this mode glued
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together by supportive corporate wide culture. This modus however requires a high 

organizational and individual commitment in order to be efficient. Geocentrism (Perlmutter 

1969) could possibly thrive in such circumstances.

In case the individuals working for the company lose all their positive 

identification and adherence to the organization, the cultural crossing mode is alienated. This 

may happen to the personnel of the acquired company, as they feel alienated and betrayed 

culturally after for example a major restructuring. When the integration is not properly 

managed, the acquired company’s personnel easily feel betrayed and confused lowering the 

trust and increasing the turnover of employees.

2.3.3 Focus

Focus of cultural crossing reveals the cultural purpose behind the cross-cultural 

management interaction, which can be expanding, learning or coordinating. Background to 

the study of focus of cultural crossing in the literature can be found in the work of Dunning 

(1988) and Adler (1986).

Dunning (1988) argues that the reasoning for companies to operate 

internationally comes from the search of markets, resources or efficiency. The search of 

market opportunities would lead to outward or expansive focus, the search of resources like 

human capital, to inward or learning focus and finally the search for efficiency would result in 

coordinating focus.

Adler (1986) introduced four phases of cross-cultural corporate evolution where 

domestic, international, multinational and global phases call for different level of cultural 

management and awareness. Koivisto (2001a, 19) argues that in the domestic phase the focus 

is inwards as the company cperates within its own culture and could just absorb cultural 

patterns and management styles from its surroundings. The international phase where 

company approaches foreign markets and seeks to expand abroad, would represent outward 

focus. In the multinational phase the international operations are given a lot of freedom and 

the focus becomes inward again. Finally the global phase where the company tries 

simultaneously to learn from their host cultures and impose their corporate cultures 

throughout their organizations, results in all inward, outward and coordinated foci.

The focus is outward or expansive, if the direction of the acculturation and flow 

of culture change initiatives is from the core of the company (e.g. headquarters) toward its 

outer edges (e.g. foreign units). The headquarters strongly bring their style of management to 

the acquired unit. They sometimes require that the whole corporate identity and all the
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management practices are replaced by those of the acquiring company. This does not leave 

much room for learning from the acquired unit. The unit’s practices may be better suited for 

the national culture setting, but this is ignored.

Figure 5. Foci of Cultural Crossing

Coordinating F ocus

Source: Koivisto & Lampinen 2001a, p 19

If the direction of acculturation and cultural change is bottom-to-top, i.e. from 

the outer edges of the organization to the central office the focus is learning. At the same time 

as the company obtains important human capital it takes in their cultural styles and values. 

Focus can also be coordinating, if the orientation of the cross-cultural activity is to balance 

between crossing flows of acculturation and culture change initiatives.

2.3.4 Dynamics of Cultural Crossing

The cultural-crossing locus, modus and focus in a post-merger or post

acquisition integration are not a stable phenomenon. They change as the newly formed 

organization evolves, and as the integration deepens. In most cases the locus is first 

segregated, when nothing drastic has not yet taken place. The modus changes with possible 

expatriates in the organization, and focus may also evolve when e.g. the acquirer sees 

opportunities for learning from the acquired unit instead of solely pushing the headquarters’ 

way of management into the local unit. Cultural-crossing is thus a very dynamic phenomenon, 

where different stages in the integration process transform the need to translate the cultural 

messages.

For an example Koivisto and Lampinen’s (2001) study of the Finnish company’s 

acquisition case in Hong Kong shows the dynamics of the cultural crossing. First the locus of 

the cultural crossing was between the firms, but later within the acquired firm due to the 

arrival of a Finnish expatriate. The modus of cultural crossing started with being segregated 

and gradually turned into a layered modus where the top management used the acquirer’s
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culture while at the same time the rest of the company continued with the old ways. Only the 

focus of the cultural crossing stayed practically the same. The direction was outward from the 

acquirer company. The acquired firm was expected to replace its corporate identity and 

management practices with those of the acquirer firm.
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3 Methodology

3.1 The Chosen Approach

This study attempts to bring about an empirical study on cultural crossing that 

will add to the previous study of Koivisto (1998, 2001) and Koivisto and Lampinen (2001a) 

and through contribution to that give something to the study of cross-cultural organizations. 

As was defined above, there hasn’t been much contribution to the cross-cultural organizations 

in the past decade, and this one builds on the most recent Koivisto’s study.

The purpose of this study is thus to 1 ) further test the framework and concept of 

cultural crossing and see how applicable it is as a tool of analysis in studying the cross- 

cultural integration in international acquisitions and 2) to provide an in-depth analysis on the 

integration of national and corporate cultures in international acquisitions from the point of 

view of a single case company.

The questions this study attempts to answer are:

1) Is it feasible to obtain valid and reliable results utilizing Koivisto’s framework 

in varied national and corporate settings?

2) In what form do cultural crossing variables emerge in a case study of a Finnish 

multinational’s acquisition of a Norwegian company?

3) Does the cultural crossing concept and framework fit to a study of the cultural 

integration process where the target country represents a culturally very close 

culture as opposed to a distant one ?

As the purpose of this study is to gather empirical evidence of the tool of 

analysis for M&A cases that are by nature diverse phenomenon between two separate 

companies, with distinct origins, values etc. a case study is a natural choice. It’s been defined 

by Yin (1994, 1) that case studies are preferred when the focus is on a contemporary 

phenomenon within some real- life context.

Naturally the backgrounds of the both national cultures are studied by utilizing 

the secondary literature, but the national culture and its impact on the management is 

discussed with the interviewed persons as well, thus multiples sources of evidence are used.

Other ways of doing social science research include experiments, surveys, 

histories, and the analysis of archival information. (Yin, 1994, 1) Experiments on this field are 

almost impossible to conduct. Surveys may not provide reliable enough information although
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they do provide a vast result that comprises for example a whole industry. It’s rather difficult 

to collect historical data on acquisitions that would really answer the questions required. It 

might be feasible to gather a database of cold facts on acquisitions but that would totally 

ignore the human factor so highly involved in the process.

A case study is an empirical inquiry that investigates a contemporary 

phenomenon within its real- life context, especially when the boundaries between phenomenon 

and context are not clearly evident. (Yin , 1994, 13). Thus a case study serves well the 

purpose of this study. (See also Table 4 on relevant situations for different research 

strategies.)

Table 4. Relevant Situations for Different Research Strategies

Strategy Form of Research

Question

Requires Control

Over Behavioral

Events?

Focuses on

Contemporary

Events?

Experiment How,why Yes Yes

Survey Who, what, where,

how many, how much

No Yes

Archival Analysis

(i.e. economic study)

Who, what, where,

how many, how much

No Yes/no

History How, why No No

Case Study How, why No Yes

Source: Yin, 1984, p. 17.
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3.2 Data Collection

In the case of Norwegian unit on the spot interviews are used as the main source 

of information. The Author appreciates that face-to-face interviews provide the best material. 

For example Yin (1994, 84) names interviews as one of the most important sources of case 

study information.

Observation as a data collection tool entails listening and watching other 

people’s behavior in a way that allows some type of analytical interpretation. Main advantage 

would be the possibility to collect first-hand information in a natural setting. We can also 

interpret and understand the observed behavior, attitude and situation more accurately and 

capture the dynamics of social behavior in a way that is not possible through questionnaires 

and interviews main disadvantage is that most observations are made by individuals who 

systematically observe and record a phenomenon, an it is difficult to translate the events or 

happenings into scientifically useful information. (Ghoudar et al. 1996, 57) This approach 

would probably be very effective in this particular study, but it is too time consuming and 

impossible in a dynamic business environment.

Sampling is a very important part of conducting the interviews and the 

questionnaire approach. Also in methodology literature sampling is often dealt with. Selection 

bias can be seen as a threat to validity when the subjects are not or cannot be selected 

randomly. (Ghauri et al. 1996, 34). What comes to the sampling of the interviewees, the focus 

was on the people working in a position where they гее frequently exposed to interaction 

between the headquarters and the local unit. This already limited the meaningfulness or 

possibility of conducting an actual sampling procedure. Sample size was also affected by this 

requirement, as the acquired company was indeed quite small. Thus from the both units five 

persons were selected by their importance and involvement in the actual integration as well as 

their frequency of communication between the headquarters and the local unit.

One limitation what comes to the interviews is the use of the English language, 

which is not the native tongue of any of the participants in the study. However, it can be 

presumed that in the executive level, most communication is in fact in English, so this should 

not pose problems or misinterpretations that cannot be overcome. With the Finnish expatriate 

manager, Finnish was used.

In Norway the data was collected on spot. The Author had the opportunity to 

visit the unit and thus conduct face-to-face interviews with the key individuals. Five 

interviewees gave their contribution to this study. More detailed statistics can be found in
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Table 5. The interviews were conducted during one day in November 2001. See Appendix 1 

for framework of the interviews.

3.3 Research Data

Research data comprises of face-to- face interviews and documentation of the 

acquisitions in question. The data is gathered in the headquarters and in the Norwegian unit. 

In the Norwegian unit six people are interviewed, four men and a woman. (See table 5 for 

further detail.)

The unit, as well as the headquarters, have also given some documentation 

relating to the acquisitions, where e.g. the phases of the process can be accurately detected. 

From this documentation some conclusions can also be drawn from the communication 

patterns between the units. Further, brief discussions at the in the headquarters enlightened the 

formal and informal ways to communicate with the units and revealed the existence of both 

explicit and implicit policies on how the interaction with the foreign inits should be dealt 

with.
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Table 5. The Data of the Interviewees in Norway

Position Age-group Sex Years in

the
company

International

Experience

Original

Company

Nationality

Managing

Director

50-60 Male 23 Plenty Arctica Ltd. Finnish

Human

Resource

Manager

40-50 Female 2 None Arctica

Norway A.S.

Norwegian

Finance

Manager

50-60 Male 8 Some Norwood A.S. Norwegian

R&D

Manager

50-60 Male 23 Plenty Norwood A.S. Norwegian/

Indian

Deputy

Managing

Director

50-60 Male 16 Some Norsales A.S. Norwegian

Sales

Assistant

20-30 Female 1 None Norsales A.S. Norwegian

3.3.1 Case Company

This section will briefly introduce the case company and the acquired unit, the 

integration path of which will be analyzed in this study in the light of translation of one 

cultural language into another.

The case company, Arctica Ltd., is a Finnish multinational manufacturing low 

margin items for the consumer sector mainly from pulp1. It is a publicly listed company with 

turnover of €3billion and average headcount of 14700. The industry offers fairly low margins 

and is very fragmented. The production is often located close to the customer as transportation 

to distant locations is too expensive in this field of business.

Even before the acquisitions in question Arctica Ltd. operated all over the world. 

In order to become a world leader in almost all of the sectors Arctica Ltd. has acquired

1 The names as well as some details have been changed to the request from the case-company.
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various companies over the past years. Therefore the amount of cumulative knowledge of 

such operations is extensive.

Arctica Ltd. had a presence in Norway already before the acquisition of 

Norwood A.S.. It had a sales unit Norsales A.S., which was established in the 1980s. Norsales 

A.S. imported products from Finland and also from Sweden and other countries to be sold in 

the Norwegian market.

The corporate culture in the head office is rather conservative, which quite often 

is the case in traditional Finnish companies with roots in the beginning of 1900s. The 

company has quite hierarchical reporting relationships. The organization structure is rather 

modem, however, a matrix where the categories interact with the geographical organization.

3.3.2 The Case Unit in Norway

Norwood A.S. was originally established in 1893 as a groundwood mill by a 

river approximately 80 kilometers from Oslo. Small stockholders owned the company until 

1960’s when the groundwood mill operations became unprofitable. At that time American 

company acquired the unit and brought in a new technology for more specified production. 

The whole American company with its Norwood A.S. unit along, was again acquired by a 

Dutch company in the 1990’s. The unit kept reporting to the United States, however, where 

the technology center was located at. Again in the end of 1990’s Norwood and all the other 

units carrying the same technology were acquired by the case company of this study - Arctica 

Ltd.

The Norwegian unit had 160 employees at the time the study was conducted. 

The site has always been very production oriented as well as exports oriented. The factory 

exported over 90% of it’s production. The special technology has been the pride of the 

company since 1960’s.

As already mentioned Norwood A.S. became part of Arctica Ltd. as it acquired a 

larger entity, part of which Norwood A.S. was. Strategically the unit was important because of 

its brands and technologies. There were many bigger production plants though which took 

much of the attention during the initial stages of integration at the time aller acquisition.

Integration with Arctica Ltd. opened up many markets for Norwood A.S. in 

Europe as it was now connected with a wider network. However, there was also direct 

competition with Norwood A.S. and the other Arctica Ltd’s operations, which needed to be 

ended as soon as possible.
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3.4 Reliability, Validity

By reliability it is meant that if a later investigator followed exactly the same 

procedures as described by an earlier investigator and conducted the same case study all over 

again, the later investigator should arrive at the same findings and conclusions. The goal of 

reliability is to minimize the error and biases in a study (Yin, 1994, 36). This case study is 

documented very clearly so there should not be any problems with this reliability issue.

One threat to reliability is the possible test effect. Test effect indicates that the 

experiment/test itself may affect the observed response. (Ghauri et al. 1996, 34). When 

interviewed on such a delicate and almost private issues that deal much with interaction 

between individuals, the respondent might hide some facts that he/she feels are too personal.

There is the possibility that the interviewees and respondents of the 

questionnaire are biased, when the interviewer represent the national culture of the 

headquarters as well as the corporate culture. The Author herself may be biased for the same 

reasons. The questions in interviews were formulated in a way that would eliminate most of 

the bias.

Ghauri et al. (1996,33) define the internal validity of a research as the question 

of whether the results obtained within the study are true. External validity on the other hand 

refers to whether the results can be generalized e.g. for other populations, settings and periods. 

As this is an in-depth case study, the internal validity should not pose a problem, the results 

are critically gathered from at least five people and the analysis is very deep. What comes to 

the external validity, case studies in particular are judged for not fulfilling the generalization 

requirements. This is natural because the case is the interpretation of the situation in one 

particular setting.

However, Gummersson (1991,79) argues that generalization has two dimensions 

what comes to case studies. According to him, one cannot make any generalizations about 

how common the types of systems and interaction patterns found in a case study are, but the 

possibilities to generalize from one single case are founded in the comprehensiveness of the 

measurements which makes it possible to reach a fundamental understanding of the structure, 

process and driving forces rather than superficial establishment of correlation or cause-effect 

relationships.

As already mentioned in the above section the selection bias poses threat to 

validity when the subjects are not or cannot be selected randomly (Ghauri et al. 1996, 34). In 

this case the random selection is impossible as the number of qualified subjects is very 

limited. There aren’t many people per unit that would have had extensive interaction with
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people from the other culture. Holstein et al.(1995,74) suggest that the traditional approaches, 

which this study can be categorized as opposed to more active and intuitive approaches, target 

a population in advance, then select individuals who are assumed to be capable of speaking 

reliably and validly for the population on the basis of their representativeness or 

informativeness. This guideline is here utilized.
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4 Results

4.1 Arctica Ltd. Cultures

4.1.1 Arctica Ltd. ’s National Culture

Arctica Ltd. can be described as a very Finnish multinational. In the early 90s it 

used to be a conglomerate with headquarters of different divisions in various countries. This 

had it’s impact on the overall atmosphere bringing in international breeze. However, when the 

company was streamlined to focus on only one of it’s lines of business, the Finnish 

headquarters gained importance and more functions were concentrated there, it also resulted 

in concentration of power to the Finnish managers. This toned the international feeling down, 

turning the Finnish ways to the backbone of all operations.

The historical seam of Finnish culture and thought can be divided into three 

major sets of influences: (1) ancient Finnish animism, (2) Christian-Protestant creed in 

Lutheran form, and (3) modernisation and secularisation of the Finnish society. (Koivisto 

1998 pi20) The Figure 6 by Koivisto (1998, pi 19) below provides a simplified summary of 

the Finnish history of thought.
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Figure 6. A Historical Overview on the Development of Finnish Culture
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Source: Koivisto 1998, p 119

The Finnish cultural values are shaped by the ancient animism and Kalevala 

Mythology by the unity with nature. The silent unity with nature may have let to appreciation 

of silence: instead of quantity the Firms value quality of speech. Unity with nature has also led 

to tendency towards compromises and consensus. Combined approach to rationality and 

emotion in Finnish culture can be also be interpreted as a remainder of the ancient Finnish 

world-view’s emphasis on interrelationship between nature and culture. Cyclic time- 

orientation and relatively fluid perception to time and reality are other central dimensions of 

Finnish animism and its world-view. In contemporary Finnish culture these have been 

replaced with linear cultural time and “low-context” communication style that have their 

origins in the Lutheran creed and its incorporated Judaeo-Christian world-view. (Koivisto 

1998, pl25)

According to Koivisto (1998) the most important Lutheran influences in the 

Finnish culture and, consequently, management are the linear approach to time, with its
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consequent esteems for taking time commitments seriously and linear procedures of decision

making, yes-or-no -type of logics and reasoning, high esteem for individualism, emphasis on 

equality with its consequent esteem for democracy and decentralization of authority. These in 

turn, are manifested in short power distance and preference for “flat” and matrix 

organizations. Also tendencies towards explicitness and low contextuality of communication, 

Lutheran emphasis on modesty and simplicity in communication, aesthetics and 

organizations, ethical - as opposed to aesthetical - general orientation, and Lutheran work 

ethics and ideal of work as value.

According to Koivisto modernization has also had a great influence on the 

Finnish culture. For example the emancipation of women is the most advanced subphenomena 

of modernization in the Finnish society. (Koivisto 1998, p438)

From now on in the text the Finnish culture will be dealt in comparison to the 

Norwegian culture. As the both countries have had very close influences, the cultures have 

similar features. In order to point out the differences, it’s useful to compare the two cultures as 

opposed to dealing with each in a more general leve 1.

Granlund and Lukka (1998, 191-192) characterize the Finnish culture as a 

Lutheran, a matter-of-fact, culture. The Finns have tendency to proceed rapidly to the point, 

which can either be seen as rude or on the other hand also efficient. The Norwegians 

interviewed in this study confirmed this, by describing the Finns as straightforward, a bit 

brutal even, to-the-point and sometimes pushy. As the Norwegian manager put it:

“The Finns are straightforward and cynical - a bit brutal if you’re not 

used to it.” “The Finns are aggressive, to-the-point, pushy even.”

Finnish people are seen as task-oriented, put more effort in business issues. 

Traditional Finnish management is said to be based more on systems than on people (Säntti 

2001, p.32). Finns often have to work on that trait in international contexts, as they may 

appear rude in their great rush to talk about the core issues and often forgetting to discuss first 

the latest personal news (Granlund and Lukka 1998, 191).

The Finns have used to work hard. Nothing can be taken for granted. This 

attitude is in the genes. (Laine-Sveiby, 1991, 111) The interviewed executives felt the Finns 

work long hours and are possibly very disciplined what comes to work, maybe more so than 

the Norwegians. Again, this may be caused by different prioritizations: while the Norwegians 

have a great appreciation for free time, the Finns would prioritize work above it. There will be 

more on this in the chapter where the Norwood and Norsales national culture is dealt with 

(Chapter 4.2.1).
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The Finnish management style is often seen as authoritarian compared to the 

Norwegian management style even though the international influence can be seen here as 

well. Giving of orders takes place in formally polite terms. This could have connections to the 

often peaceful temperament of the Finns, Granlund and Lukka argue (1998, 193). The 

Norwegians interviewed, felt that the Finns do expect more respect from the subordinates. The 

Finns may not be as equality-driven than the Norwegians.

Granlund and Lukka (1998, 193-194), when considering how the Finns relate to 

being managed, came up with the idea that Finns are satisfied in their work if: 1) their 

superior relations and responsibilities are exactly defined, however, 2) on the other hand, they 

have been given freedom to work independently. Finns seem to have good self-discipline and 

they do not like to be closely supervised. At Arctica Ltd. the employee performance is 

evaluated and the job descriptions fine- tuned in regular basis. Here the corporate culture 

reflects the national culture quite naturally. In the meetings the Finns want to reach decision 

fast. (Laine-Sveiby, 1991, 128-130).

The typical Finnish “von oben”-attitude is portrayed at conflict situations. They 

seem to know beforehand what they want from a meeting and do not fear to use tough means 

to get there. In negotiations the Finns seem to be very decisive, sometimes even inflexible. 

The Norwegians seem to have a somewhat different idea of the meetings than the Finns. The 

Norwegians like to gather up “to discuss matters” often, while with the Finns the meetings 

equal to making decisions. Here again, the Finnish straightforwardness displays itself. The 

Finnish expatriate manager had clear picture of how the meetings should take place and also 

presented his view of the meetings of the Norwegians with a humorous tone.

“The meeting should have a good reason, a clear agenda and a goal.

The Norwegian meetings often end before they get to the point.”

Finnish managers emphasize loyalty as one of the most important characteristics 

of an employee. An employee should be able to see the whole organization and think of 

himself as part of it. (Laine-Sveiby, 1991, 123) The Finns stick tightly to the horizontal 

organization and decisions follow the organization chart from top-down (Laine-Sveiby, 1991, 

102). That is very much supported by the interviews as they have felt it concretely.

4.1.2 Arctica Ltd. ’s Corporate Culture

This section will deal with the corporate culture of Arctica Ltd. That one, as well 

as the corporate cultures of Norwood and Norsales will be analyzed by utilizing the approach
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of Alvesson and Berg (1992), who build their analysis of corporate culture and organizational 

symbolism on three independent systems of classification. These are the object level, the 

phenomenon on which the study focuses and the conventions and perspectives.

Figure 7. Alvesson and Berg’s Three Systems of Classification
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Source: Alvesson & Berge 1992, p 56

In this study, the various phenomena listed and defined by Alvesson and Berg 

(1992) will be used as the backbone of analysis. These phenomena are the culture with its 

artifacts, collective mental frameworks, and collective action patterns; symbols, ideology, 

climate and spirit, image and profile, identity and character.
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Figure 8. Alvesson & Berge Model of Corporate Culture
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Source: Alvesson & Berge 1992, p 78

The Arctica Ltd. corporate culture could be described as a macho culture. You 

are allowed to make a mistake once, but never do it again. This attitude could well be derived 

from the rather tough market situation. Arctica is a global company in an industry where the 

local presence of a production unit near the customers is important. The transportation costs 

would otherwise make the production unprofitable. For these reasons Arctica culture 

emphasizes global thinking and local excellence. One must be aware of what goes around in 

other parts of the organization as well.
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Table 6. summarizes the findings of the Arctica Ltd. corporate culture by the 

dimensions of Alvession & Berge (1992). These dimensions are then discussed separately 

below.
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Table 6. Arctica Corporate Culture

Arctica Ltd. Norwood A/S Norsales A/S
Artifacts Low-key buildings, 

factories, 
headquarters and 
products. No private 
jet-planes and the 
like.

Very low-key 
buildings, old 
factory1 setting, no 
special parking 
spaces tor the 
managers.

Ac tica material.

Collective mental 
frameworks

Efficiency, cost- 
control, global 
thinking- local 
excellence.
Eventful history of a 
family business.

Traveling
encouraged. Export 
orientation.
Production 
orientation. Proud of 
the technology. 
Everyone equal. 
Eventful history of 
difièrent owners.

Small bunch. Sales 
orientation.
Aecuiiured to tire
Ártica norms and 
values.

Collective action 
patterns

Rites: training 
programs, 
performance 
appraisals.
Ceremonies: formal 
announcement of 
results. Celebrations: 
formal anniversaries.

Rites: afternoon 
smoke.
Celebrations: 
equality->no special 
notifications.

Same as at Arctica
Ltd. Accuitured to the 
Artica action patterns.

Symbols Verbal: “Allowed to 
make 1 mistake, not 
more”.
Material: Rather 
conservative dress- 
code.

Many of the old 
logos u.p. very- 
relaxed dress-code,

"Customer is the first 
priority1’, relaxed 
dress-code.

Climate
and
Spirit

You are allowed to 
make one mistake, 
but not another one.
No excuses, no 
explanations.

Pride of the 
technology, things 
are always made this 
way.

Enthusiastic.

Image
and
Profile

Drastic strategic 
moves, industrial, 
international.

Pride of the home 
town. Belongs 
there..

Dynamic, customer- 
oriented.

45



The artifacts of Arctica Ltd. have their own story to tell. The most concrete 

elements in the culture, the buildings, equipment and products are all quite low-key. The 

head-office does not try to impress too much with its appearance. The equipment used in the 

factories is not the newest possible, and neither are the facilities so the headquarters fits better 

when not glittering with huge entrance halls and ivory elevators. The location of the head- 

office is not very central either. Arctica Ltd. ‘s culture does not support private parking spaces 

for the top management, of course the CEO has his own driver, but otherwise there are no 

private jet planes or very large offices for the managers. The products of the company express 

busy lifestyles, thriftiness, and straightforwardness. The most visual artifacts, graphic 

artifacts, are the trademarks, the names, and the logos. Arctica Ltd. name has strong roots in 

Finnish business culture, but the logo is youthful and less conservative than the name of the 

company. Most trademarks under the umbrella brand are even playful and fun, but some refer 

to the arctic roots and tradition.

Collective mental frameworks consist of sagas, epos, myths, stories, values, and 

beliefs as well as norms. As Arctica Ltd. was founded as a family business, the founder and 

his family live in the stories of the company. The eventful history of the company has been 

written down and distributed across the company. The past conglomerate status has left its 

imprint in the stories and legends.

The norms and values in the company include efficiency, cost-control, global 

thinking, local excellence, action- and task-orientation. These are the deeply internalized 

priorities as to what should be achieved and what ideals and norms should be aimed at. There 

is a saying in the company that emphasizes that you are allowed to make a mistake once, as 

long as it doesn’t happen again, but you learn from it.

There are certain rites in the Arctica Ltd. culture. For example there are training 

programs that at some point of career are a must to go through. First there is a mission and 

strategy training, which the newcomers attend during their first or second year in the 

company. Then later on there is a special leadership program for the management level. 

Generations after generations have gone these training sessions through. Another example 

could be the performance evaluation that takes place on yearly basis.

There are few ceremonies that would take place at Arctica Ltd. on regular basis. 

One such ceremony could be the announcement of the quarterly results. The agenda of such 

ceremony may vary, but what is very typical is a formal tone. There are also celebrations for 

e.g. 50 year anniversaries or 10 or 20 years in the service of the company. These celebrations 

are quite formal in nature, there are speeches, a little gift and some sort of symbol like a batch 

or pin. The annual Christmas parties in the company have them too been rather neutral in
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tone, however, through lot of fresh blood in the organization also these parties have turned 

into more relaxed occasions.

Verbal symbols of Arctica are rather straightforward and represent the tough 

culture : “Global thinking - local excellence”, “ You are allowed to make mistakes - once”

“No excuses, no explanations". Material symbols such as dress portray the conservatism of 

Arctica. People dress quite conservatively at the head-office compared to other similar 

companies in Finland. During the summer there is a casual Friday, but even then the dress 

needs to be smart casual, i.e. no jeans or t-shirts.

Climate at Arctica is motivated, people seem to rather proud to be part of such a 

successful company. The turnover of employees in the headquarters is rather fast, but also the 

job rotation seems to work very well. Quite often there is news of people changing to even 

totally different positions than what they used to do. The image of Arctica of the external 

world is very industrial and international. It’s known for its very drastic strategic moves.

Very, Lubatkin, Calori (1996, p.79) say that strategic demands, such as global- 

scale efficiency and corporate-wide identity, pressure management to treat people in a 

consistent and uniform manner, regardless of their national origin. This does seem a valid 

argument for Arctica.

Arctica Ltd. is a very task-oriented culture, in its strategy it focuses on market 

growth, positioning in the market and profit. Market is the main thing, everything else is the 

consequence of what you want to do on the market. Decision-making in Arctica Ltd. is top- 

down oriented. The main guidelines come from the top. However, as one of the Norsales A.S. 

manager stated:

“The outcome is measured - not whether you have followed the orders.”

As Deal and Kennedy (1996) argue, the industry in which the company operates 

in has a great effect on the corporate culture as well. Arctica Ltd. operates in a very 

competitive, fragmented industry where the margins are quite small. This certainly reflects to 

the corporate culture and can be seen in a sort of “lifestyle” of the company: you do not spend 

money on fancy things, you do not boast on expensive gifts etc. Even the company 

headquarters reflects this mindset. It’s not in the most central area, and the premises do not 

stand out from everything else. Arctica Ltd. gives emphasis on following the lifestyle of not 

spending much money, on high ethical standards. Reporting is done tediously at Arctica Ltd. 

and overall efficiency is emphasized.

There was some criticism to Arctica Ltd. way of working from the Norwegian 

interviewees. They stated that at Arctica Ltd. it’s expected that you are more of a machine 

than a human. This may well be the feature of many other Finnish companies as well.

47



However, the feeling of this kind of treatment may well be due to time constraints, as other 

major acquisitions took up resources.

The review cycles at Arctica Ltd. are done on regular basis. The employees have 

their goals set for the next year and their performance is evaluated in a straightforward 

manner. The employees are monitored but they are also rewarded according to their 

responsibilities and capabilities.

4.2 Norway Case

4.2.1 National Culture of Norwood A.S. and Norsales A.S.

In this study the integration of national cultures involves two countries with 

rather small cultural distance. Schneider and Barsoux (1997, pp.48-56) have presented a 

typology of country clusters in which Finland, Sweden, Norway and Denmark belong to the 

same Nordic cluster. Other clusters include Anglo, Germanic, Latin European, Latin 

American, Near Eastern and so on. Even though the cultural distance is small it does not mean 

that there would be no differences in the values, codes and symbols of these two cultures.

The culture of Norway will be dealt in this study with the same manner as the 

Finnish culture above, that is, the characteristics of the Norwegian culture are compared to the 

Finnish culture. This enables the surfacing of the meaningful differences between the Finnish 

and Norwegian culture.

Leisure time is very important to the Norwegians. It’s said that Norwegians 

prioritize as follows: 1. Leisure 2. Family 3. Work while the Finns have it as: 1. Work 2. 

Family 3. Leisure. Most of the interviewees in Christiansen’s study stated that work and free 

time should be totally separate from each other. (1994 pi 1) The interviews in Norway 

supported this prioritization of leisure over work.

The Finnish expatriate manager in Norway pointed out that this does not yet 

show in Finland, but is a trend that will eventually reach the Finns as well. He has seen this 

trend in Norway very clearly for example in form of job-interviews where the applicants have 

inquiered the possibility of a four-day workweek.

“The Norwegians know how to live!”

he sums up. Some of the Norwegians interviewees even felt that Norwegians in 

general are lazy. One of them pointed out that the sick-leaves in Norway are very high, and 

not always due to actual sickness. Work is not the most important thing - private life is. This 

would imply a more social attitude towards life.
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Another implication of the prioritization could well be the annual summer 

shutdown of the factory for three weeks, which used to be typical for the plant before the 

Finnish attitudes settled in.

In the interviews what came up rather consistently was the Norwegian’s need for 

democracy. Norwegians in an organization communicate with each other as equals no matter 

what tittle the other one has. The interviewees pointed out that the Finnish bare more respect 

for the boss than the Norwegians do, and one Norwegian pointed out that Finnish managers 

also expect more respect from their subordinates. It seems that a Finnish leader is more 

anxious about his/her position and how people around him/her will react to him. As one of the 

Norwegian interviewees put it:

“In Norway you don’t get respect from the position or title, but from 

what you actually are as a human being.”

Chistiansen (199 ,p 14) came to the same conclusions: “Norwegians describe the 

Finnish management style with “management by message” and feel that in Finland companies 

are very hierarchical. Norwegian companies are not seen as hierarchical and the management 

style is more “management by objective, by walking around” .

Norwegians may have trouble trying to fit into the organization with strong top- 

down authority. Arctica Ltd. can be described as one. In the factory one of the managers said 

this may cause less open conversation from the Norwegians part towards the headquarters as 

it’s more secure to hide than be open as you know you will be faced with authority.

Also Christiansen (1994 pi5) stated that whereas the Finns are used to listen to a 

strong leader the Norwegians most likely do the reverse that was told as he/she thinks there 

must be something wrong if I do what I’m told. Norwegians criticized the information flow 

within the company.

“The Finnish organizational hierarchy has lead to a situation where the 

communication between different levels is very poor”

Norwegians also feel that too much hierarchy takes away the responsibility from 

the subordinates.

“We sit in the comer and wish that nobody saw us 

“When you make no decisions you make no mistakes either”.

The interviews showed that the difference in the power distance in Finland and 

Norway is much higher than what Hofstede (1982) has suggested. It may also be that the 

difference is due to the Arctica Ltd. culture and not so much the Finnish-Norwegian axis.
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“The power distance between a boss В and a subordinate S in a hierarchy is the 

difference between the extent to which В can determine the behavior of S and the extend to 

which S can determine the behavior of В ” (Hofstede 1982, p72)

In Hofstede’s study Finland got score 33 and Norway 31 in the power distance 

scale, where 100 is the strongest power distance and 0 the lowest. The Indian-born 

interviewee did not see much difference on the hierarchical level between the Finns and 

Norwegians. He must have seen so much bigger distances on this parameter that he did not 

pay attention any longer to such a subtle difference. The Finns are more top-down oriented.

According to the Finnish expatriate manager, the Norwegians are very eager to 

have meetings in any occasion. As the workplaces are very democratic discussion flows and 

everybody’s voice is heard. This can according to Christiansen (1994, pi5) lead to a slower 

tempo in decision-making. There are plenty of meetings and workshops put together for 

almost any matter. One of the interviewees noted with a grin that the Norwegian meetings end 

before one gets to the point.

A lot of meetings are held to discuss everyday matters. Everyone feels relief 

when he or she gets to talk about matters. Finns are more strict in meetings, they have their 

agenda ready and stick to it and carry an overall more formal tone. The Norwegian talk more. 

The Finnish meetings are very structured. You know that some decisions are already made for 

you before the meeting. Firms are more efficient in that sense.

According to Chirstiansen’s (1995, p 15) study the Norwegian leader always tells 

the subordinates about the decisions he/she has made and also explains the reasons behind the 

decision. In Finland its very rarely the case and therefore many issues are misunderstood by 

the subordinates. There was a mixed response to questions of the rationale behind decisions in 

the Author’s interviews. The others said the information was sufficient, the others said they 

were never explained the reasons behind. This may partly happen due to lack of time during 

the integration process and partly due to national cultures’ differences.

Christiansen (1994, pi 8-19) points out that a Norwegian negotiator is more open 

and talkative that the Finnish counterpart. The Norwegian likes to debate while the Finn is 

often more bureaucratic.

The Norwegian culture is according to Hofstede’s study quite more feminine 

than the Finnish culture. This may show as the above mentioned readiness of the Norwegians 

to talk more, to look at matters in less bureaucratic way. Hofstede’s (1980) Country 

Masculinity Index (pi89) shows that Finland scored “26” and Norway “8”.

Within the European context, Norway and other Scandinavian countries are 

known for their focus on relational employment conditions such as participative management,
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job security, and individual autonomy over work. Kalleberg and Rognes (2000) referred to 

studies which have found that Norwegian companies- compared with German, British, and 

French companies- scored highly on practices that reflect a strong commitment towards 

employees: strong collaboration between trade unions and management; infrequent use of 

part-time and “extra” employees; explicit human resource management strategies; and the 

sharing of information with employees about company strategy. (Kalleberg & Rognes, 2000, 

p322).

They argue that this is readily explained by Norway’s institutions and culture: 

Norway is a small and relatively rich country with a homogenous population. It has a social 

democratic tradition that emphasizes equality, welfare, and government intervention. This has 

resulted in a strong consensus orientation, both politically and in employment relations. 

Legislation has institutionalized close and cooperative relations between employees and 

employers: for example, the Joint Stock Company Act of 1973 provides for employee 

directors on company boards; and the Basic Agreement calls for cooperative committees 

between unions and management in organizations. The unions have a strong foothold in the 

Norwegian society, which could also be detected from the interviews with the Norwood A.S. 

people. They had very long negotiations with the unions about outsourcing a warehouse, more 

of which below.

Kalleberg and Rognes’ (2000, 332) study showed that Norwegian employees 

who had more resources and had firm internal labor markets, and to some extend those that 

encouraged personal development, perceived they had employment conditions with more 

relational features. Moreover, persons who perceived they had more relational contracts were 

generally more committed to their organizations, less likely to leave them, and more satisfied 

with their jobs.

The Finnish management is more focused whereas the Norwegians have 

tendency to see what is interesting today instead of a broader picture. There are areas where 

the Finns could learn from the Norwegians and vice versa. The Finns could leam some human 

touch from the Norwegians, because behind a function there is always a human - not a 

machine. Norwegians on the other hand could become more organized and focus more on the 

bigger picture.

The manager with the Indian background finds the Finns very aggressive, to-the- 

point, even pushy. The Norwegians do not come forward as much as the Finns. Finns are 

more ”American” in task-orientation. But probably not as easy-going. He also feels the 

Finnish society is much more open than the Norwegian on. He feels its hard to get into the 

Norwegian culture. He states that Norway is a very closed society when you look from
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foreigner’s perspective. Norwegians keep things inside. When you do business in Norway, 

you must know the language. The Norwegians very peculiar in this sense. They are very 

nationalistic.

Christiansen (1994, pi8) states that “The Finns could loosen up a little and the 

Norwegians could learn some systematic thinking from the Finns.” So exactly the same as 

what the interviewee thought. To further support the results, the Swedish Veckan’s Affarer - 

magazine conducted a research in 1986 in which 800 Scandinavian managers were 

interviewed. The study indicated that the Norwegian managers are the most creative while the 

Finnish are most task-oriented and strictly follow the rules (Christiansen, 1994,pl4).

Both Finland and Norway are very individualistic countries according to 

Hofstede’s (1984 pl 58) study. Norway scored even higher though, having 69 against 

Finland’s 63 (100 being the maximum, 0 the minimum).

The Norwegians would avoid uncertainty a little less than the Finns (50 against 

59). This should make them more adaptable to changing situations, as mergers and 

acquisitions. (Hofstede 1984, pi22) However, Christiansen (1994,pl8) pointed out that when 

planning cooperation in Norway one should go slowly - the overcoming period for the 

Norwegians is often twice as long as the Finns would expect. This is against Hofstede’s 

results somewhat.

4.2.2 Corporate Culture of Norwood A.S.

The corporate culture of Norwood had been shaped by various ”invaders” during 

decades. The company started as a truly Norwegian company with few stockholders in the end 

of 1800’s. The Americans came in with their new ideas and new technologies in the 1960’s 

bringing in some American management practices and routines. With the early 1990’s 

integration with a Dutch company the factory tightened its connections with the United States.

Even though the acquirer was a Dutch company, the unit reported to the United 

States and had a tighter contact to the US also due to the technology know-how there. The 

general manager was also replaced by and American expatriate during the integration, 

bringing the American management practices closer to the plant. The manager was very much 

liked as he had a technical background and know the molded- fiber technology in use. The 

Norwegians also liked his friendly manner.

The Dutch company implemented many new things at the factory, and the 

philosophy changed. The Americans realized that the production needed to be sped up. Even 

though the Dutch company had their own man in place in the factory, they still kept a
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distance. The unit was in an arms length from the European, or Dutch operations. The unit 

was in a way isolated in a geographical sense and had a lot of freedom.

The feeling the Author got is that the culture in Norwood was very Norwegian before the 

integration with Arctica Ltd.. They had been far - physically and philosophically - from the 

owners during the American and the Dutch owners. The factory formed a very close-knit 

community with very small employee turnover. The people were loyal to the company, had 

the same mindset of the production. The factory produced a majority of its products for 

exports. The customer was thus far away and maybe therefore not so much thought of in the 

production site. The factory has always been very production-oriented.
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Table 7. Norwood Corporate Culture

Arctica Ltd. Norwood A/S Norsaies A/S
Artifacts Low-key buildings, 

factories, headq uarters 
and products. No 
private jet-planes and 
the like.

Very low-key 
buildings, old 
factory setting, no 
special parking 
spaces for the 
managers.

Actica material.

Collective mental 
frameworks

Efficiency, cost- 
control. global 
thinking- local 
excellence.
Eventful history of a 
family business.

Traveling
encouraged.
Export orientation. 
Production 
orientation. Proud 
of the technology. 
Everyone equal. 
Eventful history of 
different owners.

Small bunch. Sales 
orientation.
Aeeuitured to the
Artica norms and 
values.

Collective action 
patterns

Rites: training 
progva ms, performan ce 
appra isa Is. Ceremonies: 
formal announcement 
of results. Celebrations; 
formal armtversarles.

Rites: afternoon 
smoke.
Celebrations:
equality->no
special
notifications.

Same as at Arctica
Ltd. Aeeuitured to the 
Artica action patterns.

Symbols Verbal:k<Allowed to 
make 1 mistake, not 
more*’.
Material; Rat iter 
conservative dress- 
code.

Many of the old 
logos up, very 
relaxed dress-code,

"Customer is the first 
priority1', relaxed 
chess-code.

Climate
and
Spirit

You are allowed to 
make one mistake, but 
not another one. No 
excuses, no 
explanations.

Pride of the 
technology, things 
are always made 
this way.

Enthusiastic.

Image
and
Profile

Drastic strategic 
moves, industrial, 
international.

Pride of the home 
town. Belongs 
there..

Dynamic, customer- 
oriented.

The artifacts at Norwood are very low-key. The buildings are part of a century- 

old factory setting in a peaceful landscape far from large cities. There are no large offices f>r 

the managers, or other perks. The overall equality is shown at all levels.

The collective mental frameworks are quite different from Arctica ones. The 

orientation is very deeply in the production and the pride of the technology can be sensed. The 

attitude towards cost-control, especially what comes to traveling seemed to be contrary to 

Arctica one. Traveling was very much encouraged, and it could be sensed from the interviews 

that the traveling had indeed been extensive.
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At Norwood they used to have some barbeque parties during the summer, but 

what comes to celebrations of “worker -of-the-month” or the like, they are not celebrated as 

the unions are so strongly for the equality of all, that it would be considered favoring of 

someone over the other. As there are only approximately 160 employees in the whole factory, 

the office staff gather up every afternoon during their coffee brake for a smoke.

There are still many old logos up, the dress code is very relaxed and altogether 

the symbols communicate a tradition- loving, “we’ll do it the way we’ve always done it” 

attitude. The factory is definitely an inseparable part of its home-town where it has stood for a 

century and where the father’s and sons have sometimes worked side-by-side.

The people in the factory- both floor workers and managers alike - were 

extremely proud of the technology they had, and the products they produced. During the 

Dutch company they thought they had the “King” technology in Europe. This is something 

that kept people enthusiastic of their work. The American manager during the Dutch company 

knew the technology, and was therefore very much respected in the factory. He is said to have 

been a tough manager, but still well- liked.

According to the interviews the hierarchical setup was very loose in the factory 

before Arctica Ltd.. The Norwegians by nature respect democracy and equality and this had 

shown in the plant as well. There are quite a few foreign workers in the factory. There’s for 

example a manager of Indian descent as well as a German manager. On the shop-floor there 

are various nationalities from India to Ireland. Multicultural!sm is accepted and encouraged.

4.2.3 Corporate Culture of Norsales A. S.

Even though Norsales A.S. was established as a sales unit of Arctica Ltd. 

already in the 1980’s the Author feels something should be said of the special corporate 

culture of Norsales A.S. as well. Norsales A.S. used to represent the corporate culture of 

Arctica Ltd. very much. They worked in a tight co-operation with the Finnish production site, 

although not necessarily in such a tight relationship with the headquarters.

Due to the obvious sales focus Norsales A.S. had some differences in the 

corporate culture from the overall Arctica Ltd. culture. The atmosphere was more typical to a 

marketing department. The sales was the most important aspect with the main focus in the 

customer and his needs. The Author got the impression the culture was very relaxed and the 

sales unit felt it was a one big family. They seemed to have had great drive and erthusiasm. 

Overall the Arctica Ltd. values seemed to be well understood and implemented.
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Table 8. Norsales Corporate Culture

Arctica Ltd. Norwood A/S Norsales A/S
Artifacts Low-key buildings, 

factories, 
headquarters and 
products. No private 
jet-planes and the 
like.

Very low-key 
buildings, old factory 
setting, no special 
parking spaces for the 
managers.

Actica material.

Collective mental 
frameworks

Efficiency, cost- 
control. global 
thinking- local 
excellence.
Eventful history of a 
family business.

Tra veling encouraged. 
Export orientation. 
Production 
orientation. Proud of 
the technology. 
Everyone equal. 
Eventful history of 
different owners.

Small bunch. Sales 
orientation.
Accultured to the 
Artica norms and
values.

Collective action 
patterns

Rites: training 
programs, 
performance 
appraisals.
Ceremon ies: formal 
announcement of 
results. Celebrations: 
formal anniversaries.

Rites: afternoon 
smoke.
Celebrations:
e q uali ty- > no spec i a i
notifications.

Same as at Arctica 
Ltd. Accultured to 
the Artica action 
patterns.

Symbols Verbal: “Allowed to 
make 1 mistake, not 
more”.
Material: Rather 
conservative dress- 
code.

Many of the old logos 
up. very relaxed 
dress-code.

“Customer is the 
first priority”, 
relaxed dress-code.

Climate
and
Spirit

You. are allowed to 
make one mistake, but 
not another one. No
excuses, no 
explanations.

Pride of the 
technology, tilings are 
always made this 
way.

Enthusiastic.

Image
and
Profile

Drastic strategic 
moves, industrial, 
international.

Pride of the home 
town. Belongs there..

Dyna mic, customer- 
oriented.

The artifacts of Norsales represented the Arctica corporate culture, no fancy 

buildings or special treatments for managers. The Norsales unit was accultured to the Arctica 

way, but in some ways it was even more sales and customer oriented, due to the sales unit 

status. The dress code was rather relaxed, but not as much as the Norwood dress code. The 

“Customer is our first priority” was the verbal symbol that was taken as a law. The spirit of 

the Norsales people was very enthusiastic while also the image to the outside world was 

dynamic and customer-oriented.
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Accultured modus was in effect in Norsales A.S. there was no subculture type of 

activity going on, if the emphasized marketing focus does not count. They did not oppose the 

Arctica way of communication, even though rather straightforward. They were accustomed to 

the Arctica reporting relationships and practices and many of them had good networks within 

the company all over the world.

4.2.4 Rationale of the Acquisition

The acquisition of Norwood was not strategically targeted on its own. As it is a 

question of low-margin products, Norway may not be exactly the best target country due to 

high wages and rather difficult terrain for transportation. As one of the interviewees put it: 

“To Arctica Ltd. we are like the adopted child.” In a way the situation was Norwood A.S. into 

the bargain.

However, through the acquisition Arctica Ltd. was able to strengthen its 

foothold in Norway, as it only had a sales unit there before. In addition to that, Arctica Ltd. 

strengthened its know-how and scope in a technology, within which it now is a world leader. 

On whole the acquisition of Norwood and the other units in that organization was strategically 

very important and one could say that it completed a decisive change in the company’s 

strategic direction.

Even though not targeted on its own, the acquisition of Norwood A.S. created 

the need to manage the process of integrating both technology assets and capabilities. The 

technology assets may have paid a smaller part in the integration as Arctica Ltd. already had 

some operations that utilized a similar technology. Table 9. shows the view of Koivisto and 

Lampinen (2001b) of the acquisition of technology assets and capabilities. The most 

important part of the table for this study is the learning perspective. As in this acquisition the 

technology capabilities played the major part, the lower right comer is the most relevant.
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Table 9. Acquisition of Technology Assets v. Capabilities

Acquisition of Technology

Asset

Acquisition of Technology

Capabilities

Target Control and ownership over

Documents, Patents,

equipment

Retention and development of

people, organizations and

networks behind advancement

of technology

Focus Technical dimension of

technology

Social dimension of

technology

Learning One-way: transfer of

knowledge from the Acquired

Firm to the Acquirer Firm

Two-way: Exchange, mutual

learning and integration

between the two firms'

organization and their people

Source: Koivisto & Lampinen 2001b, p.16

The technology integration as a social process relates to integration of company- 

and individual networks, exchange of skills and cross-organization learning between the 

acquired unit and the acquirer firm. A critically important issue for such firms is also key 

personnel retention. (Koivisto & Lampinen 2001b, p.17). According to Koivisto and 

Lampinen (2001b) the learning should be a two-way process, where there could be exchange, 

mutual learning and integration between the two firms’ organization and their people. From 

this the conclusions could be drawn that the focus of cultural crossing may need to be more 

learning than outward oriented. This subject will be further dealt with in chapter 4.3.3.

4.2.5 Integration

Integration of Norwood with Arctica Ltd. started at a very fast phase. The main 

events were the integration of the sales unit with the production unit, the outsourcing of the 

warehouse and the arrival of the Finnish expatriate manager. Two years have passed from the 

beginning of the process to the conducting of this study and it seems that the integration is 

still on its way. Many aspects have gone forward, but a lot needs to change still to be able to 

talk about a fully integrated unit.
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Figure 9. Before the Integration
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1. Integration of the sales unit with the production unit

When the acquisition became reality the planning of integration of the sales unit 

with the production units started immediately. The previous American general manager was 

replaced by Norsales A.S. manager and le continued as a plant manager. In October 1999 

various operations were integrated, such as reporting at a rather fast phase.

In the beginning of March 2000 the operations continued based on two separate 

legal entities. The sales unit started selling the Norwood A.S. products as well. Interestingly, 

Norsales A.S. used to be Norwood’s customer, so they were partially familiar with the 

products.

In the beginning Arctica Ltd. could not put very much effort on the Norwegian 

unit as there were other integration processes going on at the same time, some far larger- 

scaled project than Norwood A.S. integration that there just was not enough time. Much 

bigger units understandably took much of the attention. The headquarters however saw the 

flagship product of Norwood, but there was no-one in the Arctica Ltd. organization who 

would have known the technology.

What Arctica Ltd. saw rather quickly however, was that the unit cost needed to 

be lowered in order to stay competitive. Logistically the site is located rather poorly and the 

high Norwegian salaries make the task even more difficult. The Dutch company philosophy of 

speeding up the production was good with the situation when the market is there. Now there 

was even direct competition with other Arctica Ltd. units. Something needed to be done.

The decision to move the sales people to the production facility was not a 

popular decision. The plant was located about 60km from the former sales office, which 

meant a very long commuting distance to the sales people. In a way there was a very good 

reason to integrate the two units physically: to show that it was a new organization and that 

the people in the both companies needed to work together as a team.
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Some of the interviewees stated that the decision to move was made too quickly. 

They felt the difference in the mentality of the production people strongly. They felt they were 

a different organization with different function and that there was no link in between and no 

need to have a link between the two organizations. Also, their main customers were in the 

Oslo region, which was now quite far away.

The Norsales A.S. people had naturally adopted the Arctica Ltd. way, which 

focused on the lifestyle of the company, e.g.” we do not spend money, we have high ethical 

standards”. Whereas in the Dutch company, they felt, money was spend more radically - 

“who’s gonna pay, won’t matter”; “ the more you travel the better”.

The Norsales A.S. people did not feel very insecure, however. This was due to 

adequate information they received. They were always aware what was going on and why. 

The same was not true with Norwood A.S. people. This difference is due to closeness of 

Norsales A.S. to the Finnish Arctica Ltd. organization, the connections were so good to start 

with that the information flew much better to them. Also, the Norsales A.S. organization was 

very small, only 11 people, and was thus a lot easier to keep updated. At Norsales A.S. the 

conversation was open.

There was an immediate collision with the Norwood A.S. people due to the 

different mindset. The Norsales A.S. people saw Norwood A.S.’s operation as running the 

machines, filling up the warehouse, and dumping the products to into the market at whatever 

price, whereas they saw themselves as more of professional marketers. The factory was 

indeed very production-oriented and had been running almost the same way with the same 

machines for decades. In such an environment changes do not happen overnight. The 

corporate culture of Norwood A.S. was very production-oriented to begin with due to the 

technology focus and marketing arrangements that were in effect earlier.

In order to prevent the important human resource from leaving the Norsales 

A.S., compensation was offered for the extra travel. This succeeded and everyone that 

Norsales A.S. needed in it’s own organization came along at this stage.

The initial feelings of the Norwood A.S. people when they heard of the new 

acquisition were enthusiastic. Arctica Ltd. was seen as a world leader. But there was also 

insecurity as always when changes are about to take place.

On paper the integration of these two units must have looked very simple and 

straight- forward. There was to be just one department more in the production facility as they 

had not had a sales department before. But it was a lot more in practice. The human issues, the 

warehouse, the integration of finances and reporting, and most importantly the integration of
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two different organizational cultures on spot. It seems that the headquarters was more 

interested in the savings and money as well as speed of integration instead of the project itself.

There was some friction with the routines as well. “Why are you doing it this 

way?” was a question asked many times by both alliances. The routines changed a lot on the 

reporting side. The level of detail changed dramatically. Suddenly there were plenty of 

deadlines to meet with very tedious calculations. Arctica Ltd. introduced new procedures as 

well, such as the netting of foreign payments as well as forecasting of cash and currency 

flows.

The human resource manager began her job in the middle of the integration. She 

saw as her major task was to try to mix the two cultures, two different ways of doing business. 

Also on the customer service side- how to serve the customer? This was the main task they 

were struggling with. The two companies obviously had a very different views on this.

Figure 10. Sales Unit Moves to the Production Plant

Many of the Sales 
people commute 120 
km per day.

All Norwegian Staff in Both Companies 
Separate Warehouses for Both

2. Outsourcing of the warehouse

Norsales A.S. and Norwood A.S. had obviously both had their own warehouses 

before the integration. Now this needed to change and the warehouse project was started. The 

best alternative seemed to be outsourcing, which would keep the customers happy and 

financials good.

In Norway the unions have a very strong foothold. The outsourcing of the 

warehouse involved long negotiations with the union. The seven employees who were now 

transferred to the new company from where the service was outsourced, did not want to do so. 

Eventually they moved with the warehouse. A couple of the former warehouse workers got 

new positions in the factory. The union is very well aware of the rights of the employees and
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has a skillful leader. He knows the rules and is very good at using them. The communication 

with the union during the first year was complicated but now the cooperation is developing to 

a good direction. The things in this front are stabling down.

There was not enough information given during the warehouse project. There 

was a lot of talk going on in the factory as people felt insecure of the change. The 

headquarters were only interested in this project on the figures’ side. How much will be saved 

and how fast? There was quite a tight schedule set from the headquarters.

The warehouse project took rather ludicrous form at one point. Some of the 

former Norwood A.S. employees, who now worked in the outsourced warehouse, refused to 

touch the Norsales A.S. products. That’s how strong pride they felt for their own products and 

how they felt of the integration. They obviously were not very happy of the development that 

took place.

Figure 11. Warehouse Outsourcing
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3. Arrival of the Finnish expatriate manager

At this stage there was very strong us and them set-up. One of the interviewees 

joined the company around the same time as the Finnish expatriate manager came along. She 

could see the two different cultures right away. There was a very strong us and them setup. 

Everyone was marked with a label, even she as a new person, got the label of her coworkers. 

She says the gap showed in the communication, in the interests of both parties. The sales 

personnel does not care for the factory or the location, while the Norwood people do not care 

of the Norsales A.S. goods, they care for the Norwood products and the exporting of them. As 

she put it

“We do not have a star to follow, we don’t have the basics to be one 

firm. We would need someone to direct us to the same path, we need 

someone to lead us to the same goals.”
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It appears that the common goal has not been communicated strongly enough. 

She misses that people have a heart for the company, now people are not proud to work for 

the company.

Due to very many unclear issues, the communication is not the best possible. 

What was worrying to realize was that the common symbols seemed to be missing. There had 

been an event where everyone could bring their family. There was barbeque and play, but 

sadly not many sales people attend for one reason or other. There is a lot work to do on this 

sector. She says:

“We need to have a good laugh together and agree on that we are in 

this together and that we are going to make this happen”.

There is not any rewarding system for e.g.” the worker of the year”, as the 

culture of the company has not supported that, even though such awards are rather common at 

Arctica Ltd. in general. And interestingly the unions in Norway are against it as well: 

everyone should be treated equal and no-one should be put on pedestal.

Figure 12. Arrival of the Finnish Expatriate Manager
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4.2.6 Outcome

Two years after the acquisition the integration is still going on in the cultural 

front. The sales and production staff have not yet found the common goal, they still do not 

have a shared star to follow. A lot has changed during the two years however. The sales unit is 

physically located within the production facilities, the formerly separate warehouses have 

been outsourced, there is a Finnish expatriate general manager and financial manager on spot, 

the Norwegian unit finally has a unified legal name and the symbols are in process of being 

changed into a common ones. The Finnish expatriate manager will be leaving soon, and will
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be replaced by a Norwegian manager. The Finance Manager will in the end of 2001 be 

replaced by a Finnish expatriate Finance Manager.

Despite the fast phase in integrating the physical dimensions mentioned above, 

the cultural integration is still struggling. The headquarters did not pay enough attention to 

this process. The companies acted under the two different legal names for too long, the 

separate symbols stayed in place for too long, there was not enough effort to communicate the 

Arctica Ltd. way of doing business in the site. The managers have tried their best to translate 

the Arctica Ltd. message to their staff during this process, but they should get first- hand 

training in order to get it through in all parts of the organization. People are attached to the 

past by their nature, and without a real effort, their mindsets will not be changed. Arctica Ltd. 

carries a mission and strategy training all over the world in regions, this might be the solution 

for the Norwegian unit as well. Why not arrange such a course for the Norwegians alone? 

This would provide them with more information on the group and at best give them the star to 

follow, give them the feeling of unity.

The Finnish expatriate manager has been seen as neutral to the whole situation 

that is going on in the unit between the Norsales A.S. and Norwood people. This is hilarious 

in a way, since Norsales A.S. has been in fact very much alike with the headquarters.

Figure 13. Outcome
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There is an endless stream of tales of mergers gone wrong. There are examples 

of large mergers where, within a matter of months following the merger, employee 

commitment to the combination drastically declined, job satisfaction and profitability 

deteriorated. What had initially seemed to be a “perfect marriage” quickly became a 

battleground between warring camps (Buono & Bowditch 1989, p.25). This is unfortunate and 

can happen to even the most internationally experienced companies.
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4.3 Cross - Cultural Analysis

4.3.1 Locus

Locus of the integration changed dynamically during the process. The phases of 

the previous sections are used here to put the events in a timeframe, although some of the 

events naturally overlapped in time.

In the initiation stage the locus of the cultural translation process was between 

the managers located in the imit and the headquarters. Also, as the sales unit became more 

prominent in the process, the corporate culture’s translations became showing here as well.

In the phase were the sales unit integrated with the production unit the corporate 

cultures were interacting strongly. The locus of the corporate culture’s translation was now 

within the local unit and between the local unit and headquarters.

In the warehouse outsourcing phase there was not much change in the locus 

setup, but maybe in the form of battle between Arctica Ltd. initiated changes battling against 

the local unions. This was now the local unit manager using modified headquarter way with 

the local stakeholders- the unions as she had to push through the changes initiated by the 

headquarters.

In the phase where the Finnish expatriate manager joined the company the locus 

changed to be even more within the local unit. Now the Norwegian and Finnish cultures met 

with the organization cultures more strongly than before.

ARCTICA LTD./ 
NORSALES A.S. 
CULTURE

NORWOOD A.S. 
CULTURE

Norwood A.S.

I
 ARCTICA LTD. 

CULTURE

I
►

Arctica Ltd. 
HQ Finland

NORWEGIAN NATIONAL 
CULTURE

FINNISH NATIONAL 
CULTURE

Figure 14. The initiation of the integration phase
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Figure 15. The integration of the sales and production units
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Figure 16. The arrival of the Finnish expatriate manager
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4.3.2 Modus

In the stage of integration when the interviews were conducted, the modus was 

layered, there was still clearly visible the Norwood culture and the Norsales A.S. culture as 

well as the culture of Arctica Ltd. presented by the managing director (Norsales A.S. culture 

closely related to this). The Norwood people are still somewhat separated from the Arctica 

Ltd. way of doing business.

Modus of the cultural crossing is defined as how the cross-cultural “translation” 

process is carried out. Below the dynamics of the modus during the different stages of 

integration in the case company are presented.

0. Initiation phase

The modus of cultural crossing at this stage is clearly segregated. There has not 

yet been much communication between the two companies. But as Arctica Ltd. has a very 

ethnocentric approach of international management, i.e. the parent country nationals are 

believed to possess a “superior” style of management and thus they use it among themselves 

and insist it also to their local employees (Perlmutter 1969), they start to implement the new 

practices in the acquired company. First ones to be implemented were the reporting systems 

and practices.

1. Integrating sales and production units

The Norsales A.S. culture, even though a Norwegian company with only 

Norwegians working for it, had an acculturated modus towards the Arctica Ltd.. They had 

been interacting with the Finnish contacts for so long they had adapted their style. It could 

easily be seen from the attitudes e.g. towards the lifestyle of the company. It is hard to see 

whether this would have had impact on the way the Norwood people worked yet though.

2. Finnish expatriate manager joined in

The modus as this stage was rather alienated. Individuals lose their positive 

identification and adherence to the organization and culture. Both the organization- level and 

individual- level cultural integration and identification have become negative. They feel 

culturally betrayed, alienated and disoriented. This results in lowered trust to the acquirer 

company and high employee turnover within the acquired company, in this case it cut the 

“own” people off. On the other hand with the Finnish expatriate manager the cultural 

crossing became also layered so that in the highest level of management, with the Finnish
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manager, the Arctica Ltd. way was used, also the Norsales A.S. sales manager was more to 

that direction. However, in the lower echelons the modus stayed either segregated or even 

alienated. The Indian R&D manager cannot mediate much as he is a “Norwood-man” from his 

heart and that won’t change just like that. At this stage there was a lot of work still to make 

the situation better.

4.3.3 Focus

Focus is clearly outward. It travels from the headquarters towards the outer 

edges of the organization. This is a typical Arctica Ltd. way of dealing. The acquired firm was 

expected to replace their practices immediately with the Arctica Ltd. ones. In this sense 

Arctica Ltd. can be described as a very ethnocentric organization.

Even though the managers in the headquarters did not necessarily have all the 

necessarily knowledge of the special technology used in Norwood A.S. they still were very 

eager to offer advise or make decisions on behalf of the unit. Although a very efficient way of 

decision- making in situations where the economies of scale can be obtained by common 

practices, there may be some stepping on toes detected. The focus was also coordinating, as 

Arctica Norway A.S. became part of a matrix organization.

The focus could have been more learning due to the valuable technology 

capabilities available through the acquisition as was mentioned above. Koivisto and Lampinen 

(2001b) state that the learning in such case should be a two-way process where there could be 

exchange, mutual learning and integration between the two firms’ organization and their 

people. Arctica Ltd. does, however, arrange technology meetings for the managers, where 

they get the latest news from the technology and can create valuable contacts with managers 

around the world. The focus of cultural crossing does get some learning flavor from this.
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Figure 17. Focus of Cultural Crossing - Arctica Ltd.
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5 Conclusions

5.1 Synthesis

This study has dealt with an integration process of a Finnish multinational after 

an acquisition of a Norwegian company. The physical change process was not a very large- 

scale operation. Only 11 people on the sales side changed their office to be part of the 

manufacturing unit in Norway and restructuring of the warehous ing took place. However, the 

integration has not been an easy one. Cultural clashes took place in multiple ways.

The locus of cultural crossing was in the early stage between headquarters and 

Norwood A.S. as well as between Norwood A.S. and Norsales A.S.. In the initiation stage the 

locus of the cultural translation process was between the managers located in the unit and the 

headquarters. Also, as the sales unit became more prominent in the process, the corporate 

culture’s translations became showing here as well. In the phase were the sales unit integrated 

with the production unit the corporate cultures were interacting strongly. The locus of the 

corporate culture’s translation was now within the local unit and between the local unit and 

headquarters. In the warehouse outsourcing phase there was not much change in the locus 

setup, but maybe in the form of battle between Arctica Ltd. initiated changes battling against 

the local unions. This was now the local unit manager using modified headquarter way with 

the local stakeholders- the unions as she had to push through the changes initiated by the 

headquarters. In the phase where the Finnish expatriate manager joined the company the locus 

changed to be even more within the local unit.

The Modus changed dynamically throughout the process. Norsales A.S. had a 

very accultured modus to begin with. They were truly culturally part of Arctica Ltd.. When 

the process started and the Norsales and Norwood staff were united the modus was very much 

segregated. What happened instead of modus turning favorably integrated, the modus became 

more and more alienated. When the Finnish expatriate manager came along the us-and-them 

attitude had already set in and the staff of Norwood felt betrayed, alienated and rather 

unmotivated. The modus at time of the interviews was already turning for better. However, 

the modus was still layered.

The Focus was all along outside from the Arctica Ltd. headquarter towards the 

outer edges of the organization. This could be seen from the eagerness to quickly replace local 

practices and bring in the headquarter way of doing business. The matrix organization backing 

the operations gave the integration also some coordinating flavor however. The integration
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lacked some learning focus that would have been able to utilize the vast knowledge of the 

technology that was located in the acquired unit.

Koivisto’s concept and framework of cultural crossing provided a useful tool of 

analysis for the study. The rather small cultural distance did not in this case cause any 

problems. The framework worked just as well with this distance as it had with a longer 

cultural distance. The framework approached the issue from relevant perspectives and gave a 

solid backbone for the analysis.

What is different from the empirical study of cultural crossing by Koivisto and 

Lampinen (2001a), is that the Finnish expatriate manager played a much lower key role. It 

seemed that in the previous case the expatriate manager was the motor of change to a much 

further extent than in this case. The manager was of course involved in the process and 

managed the integration, but more on the background. He was rather neutral to the us-and - 

them set-up that went on in the newly formed company. His coworkers did interact with him 

on daily basis and did adapt to his management style somewhat, but it was never seen as very 

“Finnish” or “Arctica” - type of management, he was not associated so much with the 

organization. This may well be due to the rather short cultural distance between Finland and 

Norway however. His way of management and the changes he did was seen more as part of 

his personal character than something bursting from the organization or nation.

5.2 Contribution of the Study

This study has given further proof of the powerfulness of Koivisto’s famework 

in creating understanding of acquisitions by analyzing yet another case of a post-acquisition 

integration process from the culture’s point of view. Koivisto’s concept and framework of 

cultural crossing provided an analytical tool that assisted on bringing up the main points of the 

integration process from the cultural perspective.

This study brought about even more complicated cultural setting than the 

previous empirical study on the subject (Koivisto & Lampinen 2001a). In this case, in 

addition to the headquarters with it’s corporate and national culture and the foreign unit with 

it’s unique culture, there was the acquiring company’s existing unit with the same national 

culture as the acquired company. This study of more challenging setting with these three 

combinations, Arctica-Finnish, Arctica flavored-Norwegian, and Norwood- Norwegian, 

provided a valuable empirical contribution to the study of cultural crossing. It further gave 

proof of the suitability and flexibility of the framework to challenging settings.

71



The study showed that the framework of cultural crossing can be used to detect 

the translation process of cultures also when there is shorter cultural distance to begin with. 

The previous empirical study was conducted on a Finnish company acquiring a Hong-Kong- 

based company, where the cultural distance is much longer than that of Finnish and 

Norwegian cultures studied here.

By a deep analysis of the cultural integration process of a multinational this 

study has brought about more information on the way multinationals handle these processes. 

It has provided a step-by-step approach to the integration in a single case, and pointed out the 

different places where, ways how, and purpose for the cultural integration.

5.3 Research implications

This study has given further proof of the cultural crossing concept and 

framework’s fruitfulness in studying the cultural translation process in an international 

acquisition. Only one case study was completed before this particular study using the same 

framework (Koivisto & Lampinen, 2001a). It seems very likely that the framework of 

Koivisto, utilized in this study, offers a good framework for an in-depth analysis of the 

cultural dynamics in the integration process after a merger or acquisition.

So far there has been only two attempts to utilize the framework and thus further 

research would be needed. In both studies the case company was a Finnish multinational. So 

in both cases the national culture of the acquiring company was the same. This opens up a 

research gap as no-one has yet utilized the framework for a case company of different national 

origin.

Also, both studies have been single case studies. There is s a need to study the 

cultural crossing concept from multi-case base in order to reach better generalization. There is 

not much evidence to make a comparable study of how the dynamics of cultural crossing 

variables; locus, modus, and focus, differ from case to case and whether one pattern would be 

better than another. Based on just these two cases it could be concluded that there is a great 

variability and that one approach does lead to better results than another.

In the previous study of Koivisto and Lampinen (2001a) there was evidence of 

great embodiment of the persons involved in the cultural crossing process. Through this 

empirical finding they went on suggesting that there would be need for more person- 

independent cross-cultural management approaches. In the Author’s empirical study it seemed 

that the expatriate manager was rather neutral to the setting. It seemed that it was the contacts 

all through the organization that made the difference. This observation does neither support or
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argue against the Koivisto and Lampinen’s finding and thus leaves questions open for further 

study to reveal.

In the two cases studied utilizing the cultural crossing concept both long and 

short cultural distance were dealt with. The longer cultural distance seemed to enable better 

results, where as the integration process between rather close cultural distance caused more 

problems. It may have been just a coincidence. The study of Morosini Shane and Singh 

(1996) on the cultural distance’s effect on acquisition performance might get a new dimension 

if it was also studied through cultural crossing.

The framework would not be hurt by more dimensions of cultural crossing. The 

previous studies have shown that the people involved in the integration process have a 

significant role in shaping the path the integration will take. Thus the further dimensions 

could besides locus, modus and focus of cultural crossing initiate analysis on the key people - 

who are they, what are their personal management habits, what national culture are they.

5.4 Managerial implications

By analyzing the case by utilizing the cultural crossing concept, quite a few 

mismanaged areas were detected. The expatriate manager was rather neutral in bringing in the 

Arctica Ltd. way of management and Finnish values. The symbols of the unified culture were 

not put up until two years after the acquisition took place, causing further “us and them” setup 

and confusion. It was assumed that bringing together the sales staff from another unit and the 

production people from another, would not cause any conflict. On paper it does look clear and 

easy.

The Norwegian unit being just a small part of larger acquisition wave that swept 

Arctica Ltd. it was left with too little attention. It was integrated to the operations and the 

matrix rather quickly, but without paying much attention to the human side and taking care of 

the proper knowledge of the technology and background of the company. Formal training 

earlier on of the common goals and values, may have prevented some of the bad blood and 

confusion that took place.

The case company had in Norway ignored possible cultural consequences of the 

integration of a sales and manufacturing unit. They felt the sales unit would just become a 

new department into the manufacturing unit. On paper this naturally looks easy and clean. In 

reality the integration created two cultural camps that make the everyday business 

complicated. Cultural symbols stayed separate for a long time - too long. It took two years to 

have the same signs up, a common logo displayed everywhere etc. While mergers and
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acquisitions often require a certain degree of culture change to be successful, true culture 

change, especially across disparate cultures, is often a time consuming, financially expensive, 

and emotionally draining experience (Buono & Bowditch 1989, p.165). It seems that in this 

case not enough time was spent and resources allocated.

“We do not have a star to follow” as one of the interviewees said, is a point well

taken.
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Appendix 1. Framework of the Interviews in Norway (November 2001)

FRAMEWORK FOR INTERVIEWS ON 1.11.2001 IN NORWA Y

Depending on the job description of the interviewee the following subject areas were dealt 

with during the interview.

1. Background of the interviewee briefly

□ age

□ working history at Arctica Ltd.

□ education

□ international experience

2. Subsidiary’s background data (Norwood A.S. and Norsales A.S.)

□ history, structure

□ nationality of key persons

□ degree of authority vs. HQ

3. HRM

□ staffing policies

□ benefit plans

□ unions

□ training

□ events

4. Communication with HQ

□ E.g meetings

□ Formal/informal connections/networks

5. Decision-making

□ procedures, practices

□ communication of decisions

6. Opinions / experiences of both nationalities
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□ general characteristics, attitudes

□ as manager, employee, colleague

7. Possible synergies / frictions during integration

□ Behavior, communication

□ Management style, ways of doing business
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