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OZET

Bumakale, degigen politic ve killitirel edcenlerin poluluslu girkei-
lerin kendilerini yeniden diizenlemelerini nasil gerekli hale petirdig i konusu
digerine wgk tutmayt amaglamalkiad, Apidaypie bir calbigma boglaminda
malkale, ortak girigimler ve kiiltir konusunda varolan literatiire ek olarok bir
model geligtirilmiy olup; makale, yazarin baz izlenim ve dnerileriyle sonug-
landwilmalk tadr.

THE AFFECT OF CHANGED CULTURALAND POLITICAL
FORCES ON RECONFIGURATION OF JOINT YENTURES

This paper aims to explamn how changed cultural and poBtical
forces meke it nperative for mubimational firms to re-configure
themselves. As an explanatory study, the paper Tollwvs prior
literatiire on joint ventures and culture and concludes with
some saggestions of the author.

THE NEED FOR GLOBALIZATION

Global strategies are those which recognize that competition canno
longerbe confined lo a single nation's boundaries, Industnes become global
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for many reasons, such as meeting challemges, gajning competitive advan-
tages, and other reasons including economics of scale, technological innova-
tion, and new sourcing amrangements as a means of meeting the global chal-
lenges, When the nced for globalif ation arises, firms mmust re-examine their
assumptions conceming how competitive advantage can be gaincd by inte-
prating the operations diverse pecgraphic locations, Perhaps finms may use
joint ventures to co-ordinate their activities within a global system,

JOINT VENTURES: AN INTERNATIONALIZATION TOOL
Deefinition of Joint Yenture

"Orpcrating joint ventures are partnerships by which two or more
firms create an entity, a "child’, to camry out a produetive economic activity™.'
A gimilar definition defines joint venlire as * a joint veniure is a separate cor-
pormate entity jointly owned by two or more paremt organizations”,’ Operating
joint ventures could inelude mamifacturing amangements, distribution
arrangements, or research and development (R& DY) amangements, Bach party
of joint venture makes a contribution in the form of capital and technology,
marketing experience, and pemsonnel assats,

Reasons for Entering Joint Vemtures

The majdr ressons and benefits for entering joinl ventures inelide;

+ Faster and easier access to the local market and the distibution
gystem:; Many countries have imposed restriclions on foreigners
doing business in their countries, To deal with such restrictions
foreign organizations form a joint venture with a local company,

+ Sharing of risk; Bacause of the big risk involved in certain projests,
many organizations prefer to enter a joint venture in these
gituations.

* A joint venture can allow an organization to benefit from
economiies of scale,

* Mceds of some orpanizations for certain resources and markets,
such as a fimn possesses a produet and vvanis to seli it abroad, A
joint venture wilh a partner abroad provides il acceas to a
distribution system together with a kmovwledge of local business
practicas, cusloms, and institutions,

* Tmprowed access to local luman rescurces, including managers and
labor,

' Peter ] Buckey and Pervez M. Ohaurd, The Imematioralizmtion of the Fime 4 Roader. Academic

Pres, 1993, pp. 13
* Lloyd L Byas, Stmtegic Managemenot, Hamer Calling Poblishers, 1991, pp. 112
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+ Improved knovvledge of the local economy, politics, and culture,
Strategies Used in Joint Ventures

At this stage, it is ueefiil to explain which stratagies used in joint ven-
tures to understand how initial configuration of them ocecum, Understanding
of the initial configuration of joint ventures i important to differentiate it
from reconfiguration of joint ventures which will be cxamined in the form of
affects of changed cultural and political forces, There are three basic types of
strategies that have bcen wsed in joint ventures inelude;

1. The Spider's Web Strategy: in this strategy, a small organization
entars a joint vemture with one organization in an industry and then, in onder
‘o void being absorbed, enters & new joint venture quic kly with another orga-
nization in the same industry,

1. Go Together-Split: in this kind of strategy, two or more organi-
zations cooperate for an extended time and then separate, This strategy is
appropriate especially for construction projeets that have time limitation,

1. Successive Integration: This stratepy starts with a wvweak joint
venture relationship betyfeen the organizations, becomes stronger, and ulti-
mately may result in a merger,’

INITIAL CONFIGURATION OF A JOINT VENTURE:

There are Three majér considerations seem important in forming a
joint venture, What the first consideration is to choosa a pariner to cooperate,
The izue of cultural difference arses immediately in that different approach-
es frequently are taken in seleeting a joimt vemture partner. For exampls, A
German organization's objeetive may be to enter a new market, vwhemas the
objeetive of its joint venture partner, may be to gain access to Genmman tech-
nology,

A second consideration is the question of control Gver the joimt ven-
ture, An Organization can have a majority, an cgqual, or a minority participa-
tion in the egquity capital of the joint venture, A foreign country may have
legal restrictions (in constitutions, specific laws, or government policy) on the
degree of control, "Megotiations belween prospeetive joint ventures Gver the
control issue have often resulted in failure™ it is a peneral belief that the
greater firms' rescurces, the greater their bargaining power, But the preater

- Byms, pp.L13.
! Byars, pp.d 14,
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their need to cooperate, the less their barpaining power will be in negotiating
the configuration of the joint venture,

A fnal consideration involves the management of the joint venture,
Both pariies should be interested in having the quality of management ncces-
sary to ensure the joint vemture's success, There arc lwo approaches to deal
wilh this issue; Cme approach is to allow staffing of ali key positions in the
joint ventore to be lmited to citizens of hogt country, Another approach
imvolves requiring managers from two companies in the joint venture to be
familiar with the language and culiure of their partner, This approach iz very
usaful becausa it allowvs the managers adapt to cross-cultum] management
decisions,

The joint venture (JV) is the result of the bilateral bargaining power
ofits parents. Iis form, inputs, outputs, and control mechanisms are defincd
by a bargaining agreement. This agreement also specifies the I'Vs outputs,
such as technological innovation, economies of scale, and faster entry to mar-
kets, The purposa of the IW's existence is defined by thess outputs. To attain
its objestives the IV needs inputs which may be provided by its parents or
from cutsiders, The bargaining agreement also specifies the control meeha-
nisms that parent firms will 1se it to ensure that the benefits they desired wom
Teceived,

THE MEED FOR RE-CONFIGURATION

There are barrers in forming and in re-configurng joint ventures,
These bamriers inelude inlornal and extemal ones, Internal barders ineluda
firms' unwvillingness to see that their industries have becomce plobal creates
barrers to fimms' uses ofjoint ventures or other adaptive strategies, The prin-
cipal barriers to forming joint ventures are strategic in nature. Uncertainties
regarding their abilities to manage operating joint ventures also ercet barriers
to joint venture formation, The high entry barriers to & new markest are also
important when forming a joint venture, Extemally imposed barmriers inelude
political restrictions on ownership, patent restrictions, and other conditions,
These may be easier to overeome than firms' own attitudinal barriers, "A
majir cause of conflict in IWe i= that the relative contdbutions and compara-
tive advantages of the joint venture partners change contimally, \whether due
1o exogenous events or dus to imtemal dynamics, for example differential
rates of learming by both partners"." “This influences the evaluation of @
fimm's contribulion”,
' Hamel Gary, Competition lor Competencs and Interpant ner laarning wilhin Intsrnational Strategic
Alliances, Strategic Marogemert Jourmnl. 1991, 13 ispecinl isue), pp.33.
* Anoop Madhok, Revisiting Multinafioral Firms' Tolemnce for Joine ¥entures: A Tnst Besed
spproach, Journal of International Bisiness Stodies, Fist Quarter, 1995, pp.129.
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Proposition: Changed environmental forces make it imperative for joint
veniures to re-configure themsalves to meet challenges that
come from changed cultural and political forces,
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"Both the formation and the stability of a joinl venture depend upon
the nature of the bargaining agrecment that can be struck between parents and
the impact of change stimuli wpon the perceived attractiveness of the joint
veniure agreement, Joint vemtures are formed within dynamic environments
Emvironmental conditions may change, Parent firme may change, and the
child {the joint venture) itsslf will cvolre fver time,” Mow, Let us examinc
how changed cultural and polilical forces made reconfiguration of the joint
venture imperative, By the effects of Ihese forces, ssymmetries develop
between joint venture partners and it becomes clear that the TV could not
attain the chjeetives thatwere stated in the bargaining agreement, such as lack
of harmomy betwecn the INW's hogt country managers snd foreign managers
lack of coopcration betwesn managers and workers, and lack of market entry
and tcchnological innovation, As a result, it becomes necessary to re-con fig-
iire joint ventures to attain agreed upon objestives affcctively, How joint ven-
tures do this is they change the terms of bargaining agreement which is dis-
cusscd below, Let us cxamine, in detail, nwo of these environmental forces,
culiure and politics, and understand how they make it necessary for joint ven-
tures to re-configure themsalves,

CULTURAL EMVIRONMENT

Let us begin, firslly, with the definition of culture, “Culture iz a com-
plex whole which ineludes knowvledge, belief, art, law, morals, customs, and
any other capabilities and habits acquired by humans as members of a soci-
aty”".* "Culture is an integrated total pattern of learned behavior shared by
members ofa society”,” Culture ineludes everything that influences an indi-
vidual's thought processes and behavicors, "Culture cperates primarily by set-
ting boundaries for individual behavior and by influencing the funetioning of
such institutions as the family and mass media. The boundaries or norms ane
derived from cultural values, Values are wvidely held beliefe that affinrn what
i= desirable, Culture changes vwhen vahes change, the environment changes,
and when dramatic events oecur” '

Changes in a culture, such as consumption behavior and gender roles
in a society have preat effects on JVe performane:, When a country'’s con-
sumer behavior changes; it brings new attitudes tovvard consumption of some
produets, For example, ifa country’s consumption behsvior changes from less
consumption to more and from some kinds of produets to another produets, it
wyill bring mevw opportunitics or threats forjoint ventures, If a country’s
* Buckley and Ghamri, pp, 142.

"Dl L Hmwkin,, Roger I. Best, Eenooth 4. Coury, Consumer Behavior, Iowin, 1995, pp.34.
* Yem Tarpsim, Intematicon] Dimersiars of Marketing, Wadswarth Publishing Compary. 1053, Pp.1é.
" Bherkins, Besi. and Caney, ppsi.
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peopls consume a kind of produet more than before, it wvill bring new oppor-
tunities fior the IV and wvill Ibme it to change its produstion slracture tovvard
mass produstion, [f consumers’ preference change from the produet that the
IV produces to a substitute one; it makes it neceasary for the IV to tum
towvards produetion of that produet, This change will require managers of Vs
parent finre to gather and make changes on initial configuration of the IV,
They wvill, probably, change the TW's cbjeetives that were agreed upon during
the initial confipuration of the I'V and place new oncs in the re-confignration
process, For example, the TVz parent firms may decide to change its teeh-
nology to meet challenges that mesulted from the change in consumption
behavior in the culiure in vwhich the JV operates, But it is not very easy to
implement, as Gomez- Majia and Palich indicates " the more complex the cul-
tural landecape facing a firm, the less effective it becomes to implement teah-
nology on an organizationvvide basis"," As a potential result, one of the pari-
ners may reject and end up the I'V because of high expenditures for the ncw
technology,

Change in gender roles in a society makes it imperative for orgamni-
/.ations to take the vwomen's attitudes tovvand consumption into account. Ifin
4 society vvomen start to decide what and howy to bay things, the JV has to
give a special attention to this change and develop strategies to handle this sit-
uation, Change in gender roles may, probably, mquire change in produetion
techniques and advertisemenl, The IV management has lo be able to predict
thesa potential changes in society and develop appropriate strategies, such as
changes in produstion technology, produets, and advertisement, These
changes to produce more vwomen appeal produets require negotistions
betvvean the Ve two, or more, partners, As a result of these negotiations, the
IV will be re-configured by changing its initial objeetives, such as movement
from mass produetion toward more quality produets, More guality means
more control on the process of a produst’s produetion, Since the change is
mone difficult in some industries than others, it depends on in vwhich industry
the I'V operates, As another result of thesa negotiations, the IW's parent fimms
decide to end its opemtions up or to re-configure them,

Diifferences in verbal commmunication systems are immediately obwvi-
ous aerces culiures and mmst be taken into accoumt by joint vertures vwishing
to do business in foreign cultures, it is also an important issue that partners of
joint ventures have lo give attention to verbal communication, Probably more
important and more difficult to recognize are nomverbal commmumication dif
ferences, Majbr examples of nomverbal commmumnication variables that affect
joint ventures are time, space, friendship, and etiquctte, Especially time cre-
ates very gignificant problems betvvecn partners from east and vwest cultures,

" Lnis R. Gomez-Mejia and Leslie E Palich, Culhural Diversity and the Performance of
Mullinatioral Firms. Joornal of Intsrnational Fusiness Studies. S2oond Quarier 1997, pp 311,
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in east cullures, time is considered as abundanl but in west cultures, it is a
scarce rcsource thal has to be used carcfully, Iftwo pariners of a IV did not
put any time limitation on their produstion activities during initial configura-
lion ofthe JV, by the time, conflict may arise betwesn them because of their
approaches to time, To handle time problem, partners of the TV may negoti-
ate aach other and agree on a more formalized strueturs in which each job will
have a limited time to be finished, One of the partners of the TV may refuss
this re-configoration effort as a result of its approach to time, Parmers'
approach to time can also create problems between managers of the I'V thal
come from two, or more, different cultures, For example, managers from west
culiure may give a great attention to be on time for their appoiniments but
managers from east cultures may find it natural to be lale to their appoint-
ments under some circumstances, Also this kind of culiural problems has to
be negotiated and solved in the re-configuration process, As a possible soh-
tion to these kinds of problems, training programs can be developed within
the IV to operate effectively in complex cultural environments,

POLITICAL ENVIRONMENT

Political anvironment of a hogt country may also offer opportunities
besides threats for joint ventures, Terpstra and David see political environ-
ment a8 "Whether the scope of their operations is domestic or international,
politics and the political environment are importanl to ali business fimms,
Thers are two fundamental differences, For the international firm, the politi-
cal environment is more complex and potentially more hostile™ in this part
of my paper, I will discuss effects of ehanged political forces on the m-con-
figuration of joint ventures, "A negative political environment can have sev-
eral different results for the firm in a foreign market, it may encounter restric-
tions on its marketing program or produst line, it may have difficulty petting
permits to operate or to remil profits, il may encounter boycotts or bombings
or kidnapping of local managers, The ultimate threat, of coums, is expropria-
tion and expulsion”,” According to Brewer, "there are mumerous and diverse
types of home and hogt govemment policies that can be classified as dircet
and indirect policies,™* Indirect government policies are mometary policies
conceming the money supply, foreign exchanpge rates, and interest rates,
Diirect government policies inelude capital controls and other restrictions on
intemational funds, antilrst (competition) policies, labor relation policies,
and intellectual property laws, Political change can be difficult to anticipate
and can certainly affect the ability ifthe joint venture to achieve its goals, If

™ Wern Terpsira and Eenncth Diawid, The Cukumal Eovironmen] of Intemational Business. South-
Westzrn Publishing Co, 19835, pp.20¢.

" Terpstra, ppA3.

" Thomas L. Brewer. Gowernment Policies. Markest Imperfcotions, and Faoreign Diirect Investment,
Journal ofinternational Bsiness Stodies. Fist Opaner, 1993, pp. 107
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changes are gradual and evolutionary, if they cam be predieted from past
trends, the rse in risk is minimal The IV can make contingeney plans,

Ir=tability of political environment makes the IV management's job
more difficult to predict consaquences and the JV re-orgamizes itself to make
short-term plans not long-term, Under ihess kinds of situations, the JVs pant-
ners can also postpone its new investments or can, completely, cancel it, Asa
result of this cautiousness, the J'V re-organizes itself as a praetitioner of some
[kind of performances and alters from becoming an astive investor, it points
oiit & radical change from initial corifipumtion of the TV,

If the TV experiences a govemnment restriction on its profits and a
high degres of capital control, partners of the TV will negotiate each other on
initial bargaining agreement and change it to meet these challenges that come
from ehanged political forces, As a result ofthese forces, if the TV has a prof
it that exceeds hogt country government's Iimitations, the IV re-configure
itself and will try to limit its operations and cut expenditures, As another pos-
sible result, it will lav off some of its managers and vworkers, Political forces
can also be realized as gpovernmental imposition of high taxes, To balance
budget deficits, povernments use tax as an easy budget balance tool, The TV
can respond hog country government's imposition of tax by decreasing its
expenditures, such as R&D expenditures, If high taxes make the IV's prof-
itability impossible, partnes may decide to end the IV up,

Labor elations policies of povemments, such as inereassd minimam
wages and enforced holiday leave, requires the IV to change its labor policy,
As a re-configuration effort, partners of the IV may lay off some workems to
provide profitability, Ifthe hogt country government has a policy about Iimi-
tations of lay off within organizations, it makes the JWs re-configuration
efforts more difficult,

"The re-configuration and ultimate disposition of the child {the TV)
depend upon its paremts’ strategic missions, the strategic importance they
attach to the child,. Possessing aliernatives gives parents a new source of bar-
paining power that may be strong enough for ihem to change their, ™

COMCLUSION

Since joint ventures operats in a fast changing 2{jth century emviron-
ment, it is imperative for them to be able to adapn themselves in this chang-
ing emvironment to survive, They face many challenges that come from many
different forces, such as technology, culiure, demographics, politics, and so

5 riuckloy and Ghaon. pp. 142,
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ope- 0 this paper, I tricd to prove how changed cultural and polilical fonces
influence re-confipuration of joint ventures, Joint vemture manapgers take
stepe when they face or puess effects of these fomes, Joint venture managers
take the challenges to their parent firms to be solved or, altematively, if there
is a trust between parent firre and the IV they try to solve problems by thermn-
selves, it can be summarized that change creates change. Since survival
requires an adaptability to change, joint ventures can handle this by re-con-
figuring themsalves,
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19. ASIRDA ULUSLARARASINDA ERMENI MESE-
LESININ ORTAYA CIKISININ ANALIZ1

Dog.Dr.Mediha AKARSLAN*
OZET

Ermeni Sorunu, Iskakar Fermam e birfikie kemaini derimden derime
hisseirmeye baglamugir. Nitgkim, 13 Temmoer 1878, Berlin Anlagnas: hdan
sonra da endernalize edifmiy bir Ermeni meselesi ortaya grkemegter.

Ermeniler, Omanli Devietihde I%uncn wipahn orialarnna kadar,
devletin en pllvenilir unsurm olmuglardr, Bu nedenle kendifarine Miller-i
Sodika  derilmitir,

Ermeniler Osmanly  imparatorfifu nda  onemli ficared we yoineiim
nokiakarm ellerinde fumugar, dnemli mevkilerde bulunmuglardr,

19 wizwhn somralormda 93 Haorbi olarek da bilinem I87T-187E
Oznandi- Rus  Savag imn sonurda ortaya  otkan Ermmeni meselesi, Sark
meselesinin dmernli bir Kanadww  olugtwrmaktade.  Ermeni  messlesinin
orfapa ¢k nedenderini tamif edecek olursak:

I- Sark Meselesi ve Freneni Sorwnn,

2- Emperyalist giiclerin Osnanh Devieti hdeki rmilfiez bélgeleri
ve yapikiar: githi anlzgnalar,

"ODumlupinar Universicesi. 1ktisadi ve idari Bilimler Fakltesi Kamuo Yénetimi
Balim 5



