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Abstract
cultures affects the management of IUICs (International University-Industry Collaboration) devoted to technology

The purpose of the study was to understand how the interplay between organizational and national

innovation and transfer. This study presents two examples of IUIC drawn from a qualitative research method,
both how different
organizational practices (organizational culture), which are nested in the national culture (values), raise questions

involving a British university and a Japanese company. The first case illustrates
about the role of ethical boundaries in causing misunderstandings and the deterioration of UIC relationships. The
second case demonstrates how long-term relationships and extensive interpersonal interactions can play a

positive role in IUIC. Practical implications, the limitation of this study and further studies have been discussed.
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1. Introduction innovation and transfer[2,3,4,5]. Hench[6] explains that

the increased competition in the technology-driven market

As noted by Etzkowitz and Leydesdorff[1], compels industry to embrace external resources to cope

research-oriented academic institutions and commercially
intensive industries, which were previously considered as
functionally distinct, tend to be integrated at various
levels (p.4). In fact, there is a growing trend toward

university-industry collaboration (UIC) for technology

with expensive technology, as well with the reduction in
the time needed for technological development due to the
short lifespan of contemporary technology. Additionally,
companies the need

are burdened by to acquire

specialized knowledge and to access global intelligence.
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They also must acquire important new techno-economic

assets because they are required for international
competition; it is too expensive for individual firms to
in-house[7]. As for

funding have forced

replicate these assets entirely

academia, cuts in government
universities to find other financial sources and collaborate
with the industries that fund their research[1,8].
Accordingly, collaboration between academia and industry
is proliferating. Another example is innovation, which
occurs internationally through multinational collaboration
and cooperative arrangements between firms and
universities[1,9].

UIC for technology innovation and transfer across
national boundaries has been accelerated by the intense
international competition in the high-technology market.
However, few studies have focused on managing research
programs and groups[10]. This is also the case for
cross-cultural and organizational factors[2] affecting UIC,
as well as the successful management of general
university-industry alliances[3]. Equally rare is research
into the cross-cultural and inter-organizational issues that
arise in international university-industry collaborations
(IUICs) established for

transfer.

technology innovation and

In this paper, I describe a study aimed at examining
the organizational factors and multi-cultural issues that
come into play when academia and industry collaborate

internationally to produce or transfer technologies.

2. Literature review

Academics have agreed on two new forms of
knowledge production growing out of cross-disciplinary
collaborations between industry and universities. One is
called the "triple helix"[11] and the other is called "mode
2"[12,13]. Recent research has shown that collaboration
between universities and industry R&D is particularly
productive[2,14-16].

collaborations is complicated and challenging.

However, managing such

Most studies on collaboration have sought to explain it
from the perspectives of business management and
policy-making in science and technology. The researchers
extent to which

have attempted to estimate the

collaboration can help or hinder businesses by producing

and transferring scientific and technical knowledge, as

well as by managing intellectual property [17-20].

However, they have limited themselves primarily to
studying intellectual knowledge as an economic
commodity and collaboration as a managerial tool. They
have not really dealt with the management of research,
ignoring issues such as organizational effects and
leadership[21]. To the extent previous research has

addressed research management it has adopted a macro

perspective involving, for example, the funding of
university research[22], policy making[2], and UIC
generally[23-25]. Literature review on R&D and

collaboration shows the lack of micro level research

management, such as organizational culture and
leadership.
Geisler[26] suggests that the university-industry

partnership can be understood within the framework of
inter-organizational associations. Accordingly, IUIC can
be characterized as cross-cultural and inter-organizational
collaboration. Many approaches have been adopted to
study  cross-cultural  organizational behavior and
cross-cultural values[27-30] the topic is not new. The
field of international business, in particular, has produced
important and well-known contributions,
Hofstede’s [31-33] cultural values frameworks, Hall’s[34]

high-context and low-context cultures, and Trompenaars

including

and Hampden-Turner’s[35] seven-dimension model of

culture.  Hofstede’s  frameworks have  dominated

cross-cultural research for about two decades, and
Tsui[36] argues that "the field of cross-cultural research is
now rich with many other cultural frameworks (e.g.,
Triandis, Schwartz, Singelis, Trompenaars)." Other studies
indicate that UIC can lead to misunderstandings if the
cultures of the collaborators are fundamentally different in
their views of time, their use of language, their
assumptions, goals, management styles, decision-making
tendencies, and
forth[3,4,37-39].

Although some authors treat national culture and

concepts of leadership, and so

organizational culture as separate constructs, "it is
generally accepted that organizational culture is nested in
national culture"[40], Understanding the interplay between
organizational and national culture [41,42] can be helpful
in studying IUIC. Some authors characterize this interplay

as convergent: convergence perspective[41, 43,44,45],
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whereas others characterize it as divergent: divergence

perspective[46,47].  According to the divergence
hypothesis, national culture shapes organizational culture.
On the other hand, the convergence hypothesis insists that
national culture does not constrain people’s behavior[42].
For this study, I adopted the divergence hypothesis.

Hofstede[48] notes that organizational culture is based
on organizational practices, contexts, and factors, whereas
national culture is based on values. Pothukuchi[40] argue
that "national culture should be operationalized in terms
of its values and organizational culture in terms of its
core organizational practices" (p. 244).

Franke and Nadler[49] point out that values influence
perceptions of right and wrong, so that morals, laws, and
ethics are central components of many definitions of
culture (p. 256). Ethical decision-making incorporates
cultural effects[50-52], and ethical boundaries can be
regarded as one of key components of organizational
culture nested in national culture based on values. Indeed,
there are two opposite views on professional codes of
ethics in line with national culture. The ‘etic’ approach
(convergence perspective) to ethics, influenced by
Elder[53] who maintains that certain attitudes, beliefs and
behaviors are ‘culture free’[54,55], emphasizes the ethical
commonality of professionals in the same field. On the
the “emic”[54,56-58]
perspective) to ethics views culture-specific factors shape
professional codes of ethics[54,56-58].

lack of research

contrary, approach (divergence

There is a clear investigating
micro-level management[2], organizational factors[3,26],
and the cross-cultural aspects of IUIC. In my study, I
attempted to understand the interplay between
organizational and national culture by addressing how
values, as a representation of the national culture,
influence organizational practices, as a representation of
the organizational culture. Accordingly, this study
proposes a research hypothesis: The interplay between
organizational —and  national — culture may  cause
management conflicts between collaboration partners in
terms of organizational practices based on values and
ethical conduct. The study was meant to be preliminary
and exploratory. I examined actual examples of IUIC to
identify the issues that arise from the interplay between
organizational and national culture. Specifically, I focused

on cross-cultural and inter-organizational interactions to

see what they can tell us about how the interplay between
culture  affects the

IUICs

national and  organizational

management of collaboration in devoted to

technology innovation and transfer.

3. Research methods

3.1 The interview as a research method

I did not attempt to test my ideas statistically, and
adopted instead a qualitative approach based on interview
data. Interviews provide discursive data[59] that reflect
dynamic interactions between parties. Interviews can be
an appropriate method for studying cross-cultural and
inter-organizational problems in collaborations. The data
they provide such as how

can answer questions

cross-cultural aspects shape ethical boundaries and
organizational practices. Interviews are particularly well
suited for collecting data on inter-organizational practices
in a cross-cultural context, because they capture the
participants’ direct experiences, including what they
perceive, what situations they have been in, and how they
feel about their interactions with their collaborators.

The questionnaire used for the interviews is based on
the following theoretical approaches discussed in the
preceding literature review, and the research hypothesis
could be:

As British and Japanese UIC can be characterized as
cross-cultural and inter-organizational collaboration, the
interplay between organizational and national culture may
cause management conflicts between collaboration
partners in terms of organizational practices based on
values and ethical conduct.

For investigating this research theme, I conducted
in-depth  interviews and  used  critical-incident
techniques[60]. Each interview took between 60 and 90
minutes. The interviews were designed in three parts. In
the first phase, in line with critical incident techniques[60]
interviewees were asked to supply some examples of
recent collaboration cases, and particularly focus on
IUICs. In the second phase of the interview, participants
were asked to describe in detail their interactions with
their collaboration partners, management and processes

that they had identified in phase one. In this stage, I
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asked them to concentrate on collaboration with Japanese
firms. In the final phase of the interview, I encouraged
participants to tell me about their collaboration
management problems, cross-cultural misperception and
misunderstandings, and difficulties in interacting with
their Japanese partners. In this

about the

stage, I explicitly

instigated  discussion interplay  between
cross-cultural and inter-organizational effects on their
collaboration if these had not come up in the course of
the interview.

The interview data analysis was conducted in
accordance with the framework of thematic analysis
comprising three components: data reduction, data display
and drawing conclusions[61]. The data were analyzed as
narratives. As noted above, the analyses were also
exploratory. For example, I did not conduct a formal
content analysis by quantifying how frequently a certain
word was used to assess the participant’s emotional
stability. Accordingly, the result in the next section will
show the selection of underlying factors through manual
highlighting of interview data according to the research
theme, and the analysis involved more focused concepts
to which I manually narrowed down from broad

categories.

3.2 Interviewees

This study conducted interviews with four members of
Imperial College, University of London academic staff
extensive international

who  have experience  of

collaboration with Japanese companies. Having an
international reputation of research excellence in science
and technology, Imperial College is a place where
wide-ranging collaboration takes place nationally and
should be noted that

interviewees working for high-technology industry is quite

internationally. It recruiting
difficult, because they are very sensitive to leaking
technology information and organizational reputation.
Accordingly, it is much more realistic approach to
interviewing academics with experiences of industrial
collaboration.

Professor Bearman is a top-ranked academic and core
figure in the field of Materials and Aeronautics, and
provides an experience of international collaboration with
Honda corporation. With respect to Dr. Colclough’s
position in this he has

group; responsibility over

coordinate consortiums between the Centre of Process
Systems Engineering and companies, and he does not
teach or do research. His main responsibility is related to
stretching the Centre’s academic research into industrial
application. Dr. Colclough, Dr. Adjiman and Dr. Asprey
are working in the same research Centre: Process Systems
Engineering. Dr. Adjiman and Dr. Asprey are engaged in
a research collaboration with a Japanese chemical
company. However, their projects are separate and they
work with different collaborators within the Japanese
company. As international collaboration between East and
West can provide useful insights into how cross-cultural
factors affect management in collaboration, this case study
can tackle some interesting aspects of international

collaboration.

3.3 The collaborations sample

International collaboration has features that are
predetermined by international factors. These features
include physical distance, differences in language, and
barriers created by the interface between national and
organizational cultures. For British-American collaborations,
physical distance is a major problem, but cultural and
language barriers are relatively low. A British-American
collaboration is different from a British-Japanese
collaboration, because cultural and language differences
come into play in the latter. Generalizations cannot be
made unless one can identify underlying contexts of
collaboration. This consideration led me to restrict this
study to a single type of collaboration, British-Japanese.
The two specific collaborations show similarities and
differences in their collaboration environments as follows:

1. Collaboration between the Centre of Process

Systems  Engineering at Imperial College,

University of London, and a major Japanese
company: The center wanted keep the Japanese

company name anonymous. (Drs. Adjiman,

Asprey, and Colclough). This collaboration was

classified as  cross-cultural, cross-linguistic,

inter-organizational, remote-site, project-based, and
UIC.
2. Collaboration between the Centre of Process

Systems  Engineering at Imperial College,

University of London, and the major Japanese

automaker Honda (Professor Bearman). This
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collaboration, which was quite long-term (twenty
years), was classified as having cross-cultural and
cross-linguistic elements. It was also classified as
both remote-site and adjacent, because Honda sent
a principal contact person from Japan to the

Imperial College for three years.

4. Results

The data

cross-cultural and inter-organizational issues in the two

presented in this section concern
IUIC cases, as well as the problems resulting from the
interface between national and organizational cultures and

geographical distances in these cases.

4.1 University of London and a Japanese
Company
Dr. Adjiman was not able to distinguish between
national cultural differences and cultural differences
between industry and universities because she lacked
long-term, intensive interactions with her collaborators.
The fact that her main collaborator was a Czech national
working for the Japanese company fortifies this point.
involved in

People long-distance collaboration with

limited face-to-face communication may not detect

important  cultural  differences.  Additionally, most

multinational corporations (including this Japanese
company) have employees from various countries, so one
cannot assume that the only cultures involved are
Japanese and British. Accordingly, the influence of
national culture on multinational companies may not be
fully detected, making organizational culture an issue for
future research.

On the other hand, Dr. Colclough was able to report
that there were great cultural differences in the
collaboration, and these differences led to difficulties in
communication. He begins:

"With the Japanese, the culture is different. The
cultural differences we have found were like a different
world. After five years of working with the Japanese
company it is still often quite difficult to understand how
they work, why they don’t respond more quickly, what

they mean and what the hidden statements are behind

what they say. Additionally you have to be very patient".
When high-context culture (Japanese) collaborators and
low-context culture (British) ones work together, they
may be aware of this well-known cross-cultural difference
showing that high-context cultural people prefer indirect
communication depending on contexts and implications
words[62].

application and adopted strategy based on this cultural

rather than denotative However actual

classification cannot be easy, because people from

low-context cultures cannot understand levels and
dimensions of indirectness and implications without very
extensive experiences.

Dr. Colclough continues:

And quite often Dr. X says after a meeting, the thing
has been fine and good. You thought you had a good
meeting but several people came into my office and sat
down and said it was terrible. 1 said: "Why is it
terrible?"Then he

difficulties, which were not solved in the meetings. All

explained all the problems and
the meetings seemed to have gone very well. Because in
general, they will not turn around and say that no, that is
not what they want, or no, that is not the way we need
to do things. Instead they will say: "We have these
questions---"They are so incredibly polite that they prefer
to come to me as an intermediary. They will tell me all
the problems and I will go away and see the other people
and say: "Look. This is the situation. This is what we
need to do."There is a great tradition of a kind of
intermediary. They have someone between companies and
company links in Japan, someone who acts for both sides.
So any impoliteness and any aggression is not shown to
the other company, or your customer, but instead to your
intermediary.

This is a remarkable example of a barrier caused by
the interplay between organizational and national cultures
that affects collaborative relationships and collaboration
processes. It is also an archetypal example of how
organizational culture embodies national culture and how
the intermediary role of Japanese companies creates a
misunderstanding for the British collaborators that has not
have previous experiences of this kind of intermediary
role. Dr. Colclough’s report also documents the extremely
politeness of the Japanese culture and their collectivist
attitude Adler[63]

explains, "Members of collectivist cultures place much

toward work-related issues As
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importance on fitting in harmoniously and saving face.
Determinism characterizes such collective cultures as the
Japanese one, where people believe that the will of the
group should determine members’ beliefs and behavior"
(pp. 47-48).

Dr. Colclough gives another very interesting example
of intercultural organizational behavior from his
experience with the Japanese company:

They always act with great integrity as far as we are
concerned. They pushed the boundaries and it was strange
enough that they asked us to help them with this sort of
internal fighting and the managerial disputes within the
Japanese company, because there is a level of status
attached to having a relationship with us. They set it up
and build up a set of relationships based on favors done.
We are part of the tools that they use to generate favors
for managers and head officers and someone else. It
builds the personal status and when the internal fights
take place about who is owning us and the relationship,
we have been asked to say that we don’t like that person
and that he is not so confident. So they asked us to
actually send a message to the Japanese company’s board
saying that we are not happy with a particular person
involved in the internal power struggle. This proves to be
very difficult, because we think this behavior is not
ethical, not right to do. But within their -ethical
framework, it is quite acceptable. That’s what your people
do for you. We are Dr. M. and T.'s people and they asked
us to do something about that, so do it. And then they
would look after our interests in the company. So those
sorts of things are difficult to understand and give us
problems of responding. In fact, we did not do what they
asked. What we can do is to say that we think you are
extremely good people and that we are very happy to
work with you and that we would worry if there was a
change of personnel. So we said that and then I received
quite a sharp letter saying that we betrayed them by not
doing this. So there are cultural differences and some
communication difficulties.

Adler[63] explains how universalism and particularism
affect the business relationship. She says that
universalistic cultures rely on comprehensive contracts to
document the "rules"of the business relationship, whereas
particularistic cultures maintain commitment using much

looser written agreements and rely on the strength of their

personal relationships. She goes on to say that joint
ventures, strategic alliances, and business negotiations,
which

particularists, raise ethical questions from the perspectives

generally are between universalists and
of both cultures. Dr. Colclough’s report notes that ethical
questions arose about what one should or should not to do
in particular circumstances. These questions illustrate how
the universalists and the particularists difference in their
Thus,

collaborations involve different cultures, a barrier can

organizational  behavior. when international
result from the interplay between the organizational and

national cultures.

4.2 University of London and Honda

The most important difference between this case and
the first one is the existence of a long-term relationship
in the latter. Professor Bearman notes,

I first talked to Honda 20 years ago, so it is a very
long relationship. This is perhaps peculiar to Japanese
companies. The Japanese, I think, like to have these long
relationships, because then lots of trust builds up between
us and them. Also, the staff they have do not change very
often. I mean they work with a company for life, so some
of the people there now are the same people who were
there 20 years ago. But in a UK company it may be
completely different people, so it is difficult to have such
a long-term relationship.

Professor Bearman’s report indicates that the
organizational culture, which is intertwined with the
national culture, formed a long-term collaborative
relationship that has helped build a high level of trust
level and minimizes cross-cultural problems. The
relationship cuts across cultural boundaries, making the
management of collaboration and communication easier.

Before use of e-mail became widespread, Honda
actually sent a researcher to Imperial College for three
years to work with people in the Aeronautics department
(an example of personnel exchange). Like the positive
contribution of expatriates[62,64] to cross-cultural
communication, the personnel exchange in this case
provided a useful tool for overcoming cross-cultural
barriers by serving as a mediator between the two parties.
The use of personnel exchange is a useful way to remove
the cultural and language barriers and to solve the

problems resulting from geographical remoteness. E-mail,
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even though it is a revolutionary channel that facilitates
communication between remote sites, cannot solve the
problems of language and cultural barriers.

In the present case, the long-term relationship led to a
more desirable collaboration process, which in turn
generated trust. The tendency for Japanese employees and
employers to commit themselves to work for the company
for life

relationships.

enables them to have these long-term

5. Conclusions and Discussions

5.1 Conclusion

This study presents two examples of IUIC, both
involving a British university and a Japanese company.
The purpose of the study was to understand how the
interplay between organizational and national cultures
affects the management of IUIC. The first case illustrates
how different organizational practices (organizational
culture), which are nested in the national culture (values),
raise questions about the role of ethical boundaries in
causing misunderstandings and the deterioration of UIC
demonstrates how

relationships. The second case

long-term relationship sand extensive interpersonal
interactions can play a positive role in IUIC.
Cross-cultural skills include cross-cultural competence,
social empathy, knowledge of the host culture, language
skills, and

integration[65,66]. The Honda case shows that sending a

competence, adaptation social
person overseas to an organization of the collaborating
partner for an extended period of time can create a
long-term relationship and thus develop cross-cultural
competency in both parties. In addition, as illustrated by
the role of Dr. Colclough, someone serving as an
intermediary between collaborating organizations can be
effective in helping representatives of a low-context
culture cope with representatives of a high-context culture
that prefers indirect communication and places a premium
on polite manners.

The interviews revealed that long-term relationships
that provide both parties extensive and direct experience
of each other and establish trust can be of critical

importance to the development of the cross-cultural skills

necessary for successfully managing international
collaboration. Tone et al.[62] argue that contemporary
managers are challenged to create new management
systems and organizations more suitable for the present
business environment than the ones currently in place. It
is important to note that the more one knows about
others, the more accurately one can predict their behavior.
The most important function of long-term relationships is
building trust[67]. When such trust exists, information
exchanges increase and collaborative communication
improves[68,69,70].

The interview data suggest that the national barrier
operates within an organizational system. Ethical
boundaries and organizational behavior norms are closely
related to one’s cultural orientation. When one party
misperceives the other party’s ethical boundaries and
applies its own ethical boundaries to the other party,
misunderstandings about the relationship are inevitable.
When Japanese collaborators asked Dr. Colclough’s
Centre to do them a favor, a misperception of each
other’s ethical boundaries arose. From the Japanese
collaborators’ point of view, asking for a favor in the
context of an organizational power struggle is an
acceptable organizational practice. However, the British
collaborators do not look at the request as an ethical
practice, and the Centre refused to grant the favor to the
Japanese collaborators. The Japanese collaborators raised
a question about their relationship with the Centre and
condemned it. This anecdote illustrates how the interplay
between  organizational  culture  (represented by
organizational practices) and national culture (represented
by wvalues) can challenge collaborative relationships
between organizations. The deterioration of the
relationship cannot easily be explained by national
cultural barriers or inter-organizational differences. The
barrier between international collaborators has meaning
within the context of an intercultural organizational
approach. This implies that culture permeates every aspect
of behavior in every organization, and supports the
divergence perspective explained in the literature review.

Adler[63] maintains that Laurent’s[71] work-related
behavior and belief systems, and Hofstede’s[31] five
dimensions (individualism/collectivism, power distance,
uncertainty avoidance, career success/quality of life, and
the most

Confucian dynamism) highlight important
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cultural differences affecting organizations. For example,
having someone play the role of an intermediary is a
unique organizational practice influenced by a given
culture, say Japanese. More generally, the national culture
influences the organizational barriers represented by
dissimilarities in decision-making processes and the

organizational structures with respect to hierarchy,
communication patterns, and informal relationships. My
results suggest that “barriers caused by an interplay
between national and organizational culture” is a more
appropriate category than “cultural barriers” for analyzing

international collaboration.

5.2 Practical Implications

The results of this study allow me to offer practical
recommendations for the management of IUIC. First, the
collaborators should be provided with extensive direct
experiences of each other so that a long-term relationship
and trust can be established. Long-term relationship (link
duration) can refer to the point that the two partners have
been doing collaboration continuously for a given period
of time[69]. Although it is very difficult to generalize an
operational definition of long-term relationship[72], I can
initially suggest 4 to 5 years as 'honeymoon period' drawn
from previous studies[69,72]. In the honeymoon period,
collaborative partners build up goodwill and trust, and
start having confidence in mutual benefits from their
collaboration. Accordingly, long-term relationship should
take much more than five years.

Second, someone needs to fill the role of intermediary.
As Kodama[73] says, “I regard the university-industry
linkage intermediaries as entities that reduce search costs
and bargaining costs for the firms and universities that are
seeking collaboration partners. The search costs here refer
to time and other resources necessary to search for
potential collaboration partners. The bargaining costs are
those associated with negotiation and coordination with
(p-1226). The IUIC

should be expected to anticipate cross-cultural and

potential partners” intermediary
inter-organizational barriers and help the collaborators
overcome them. This means that the intermediary’s role
should be expanded to provide practical assistance to
management of the IUIC. This expansion becomes more
of IUICs.
technology

important the greater the proliferation

Accordingly, intermediaries such as the

transfer officers in universities and company R&D

managers need training in  cross-cultural  and
inter-organizational management guided by extensive
cross-cultural and inter-organizational experiences. Human
resource exchange programs between companies and
strategically important universities (Ph.D. or post-doctoral
programs) are potentially a good tool for developing
competence in intermediaries. Studies on UIC suggest that
personnel exchange programs usually take two forms. One
is that firms send their employees to their partner
universities[74]. In this case, the employees usually work
as postgraduate students or post-doctoral researchers in
the universities. The other is that universities send their
students or researchers to corporate laboratories as
researchers, which usually takes relatively short-term (3-6
months or less) technology transfer[74,75].

High competition has also compelled Korean firms and
universities to find international partners for technological
innovation and transfer. They have played a role of both
technology transferors and transferees. As overseas
companies support more R&D research fund per a single
project than domestic companies, studies suggest that
Korean universities should seek more overseas corporate
partners[76,77]. In line with the increasing IUIC, Korean
universities or firms which plan and implement IUIC
should build up practical tools to overcome cross-cultural

and inter-organizational barriers.

5.3 Limitation and Further study

Despite its positive contributions, my study has the
limitation that the anecdotes are not particularly rich and
are based on a relatively small number of interviews.
However, it should be kept in mind that the study was
intended only as a preliminary exploration. As such, this
study can be understood as a case of how the interplay
between organizational and national cultures affects the
management of IUICs between a British university and
Japanese companies rather than the generalization for the
divergent perspective in general IUIC.

Further research is needed to better understand the
issues addressed in this study, such as organizational
structures, leadership, interpersonal interactions, zones of
interaction, communication systems, ethical boundaries,
based on

should be

and decision-making processes

inter-organizational models. These issues
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explored systematically to provide a foundation for
quantitative studies with sufficiently large samples to
adequately  represent  various  research  settings.
Additionally, further studies are needed to provide a
foundation for the creation of IUIC assistance programs
aimed  at barriers

overcoming  the caused by

inter-organizational factors and problems with the

interplay between organizational and national cultures.
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