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ABSTRACT

Objective: The objective of this article is to analyze post-merger integration (PMI)
in cross-border mergers and acquisitions from an intercultural management
perspective. The study seeks to explain why post-merger integration remains
highly problematic despite globalization-driven convergence of management
practices and increasing experience of firms in international expansion.

Methodology: The article employs a qualitative, integrative research design
based on a critical review of literature from intercultural management, organiza-
tional psychology, and international business studies. The analysis is supported by
selected empirical findings and well-documented case examples of cross-border
mergers and acquisitions, enabling a synthesis of theoretical and practical insights
into intercultural integration challenges.

Findings: The findings show that cultural differences continue to be central in
shaping PMI outcomes. Persistent divergences in leadership models, commu-
nication norms, power distance, and organizational identity generate identity
threats, mistrust, and resistance to integration. These intercultural dynamics
frequently undermine integration processes even when strategic objectives and
formal integration plans are well defined.

Value Added: The article contributes to intercultural management research by
challenging convergence-based assumptions in globalization theory and by in-
tegrating cultural, psychological, and organizational perspectives into a coherent
framework for analyzing PMI. It highlights the limits of standardized integration
approaches and emphasizes the importance of culturally embedded meaning,
identity, and social interaction in post-merger contexts.
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Recommendations: The article recommends that managers involved in cross-
-border mergers and acquisitions adopt a culturally informed approach to post-
-merger integration. This includes systematic cultural due diligence, context-
-sensitive leadership practices, and the active management of identity and trust

during integration. Future research should further explore intercultural leadership
capabilities and integration mechanisms that enhance collaboration and mutual
understanding in culturally diverse post-merger settings.

Key words: post merger integration, cross-border mergers & acquisitions, cultural
diversity, management, globalization

JEL codes: G34, L25, M14

Theoretical foundations of globalization and
their impact on post-merger integration

The 1980s brought a decisive intellectual shift in economics and management
research. A long period of economic prosperity and the subsequent political
upheaval associated with the collapse of the communist bloc fostered an opti-
mistic view of the global prospects for companies. The literature from this period
was based on the belief that the development of multinational corporations
would lead to a gradual convergence of organizational cultures, management
models, and business practices across national borders. One of the most influ-
ential voices in this debate was Theodore Levitt, whose groundbreaking article
“The Globalization of Markets” argued that global market integration would
standardize consumer preferences and, consequently, lead to the standardization
of products, processes, and management systems (Jensen, 1986; Levitt, 1983).
Levitt’s concept of the “global consumer” became fundamental for subsequent
analyses of transnational corporations and their strategic behavior.
In his publications, Peter Drucker emphasized the role of multinational enter-
prises as dominant actors in the future of the global economy. He suggested
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that globalization was not only an economic phenomenon but also a profound
transformation in the way work, knowledge, and decision-making processes
were organized (Drucker, 1986). Drucker also viewed global corporations as insti-
tutions capable of addressing structural shortcomings in the global economy,
positioning globalization as a potential remedy for stagnation, fragmentation,
and declining productivity in the world economy at that time.

Building on these economic concepts, another well-known economist
Michael Porter developed his theory of competitive advantage, arguing that
global strategies and international competition naturally foster the spread
of similar management practices across firms and industries (Porter, 1985).
According to Porter, it is precisely the pressures of global competition that
encourage corporations to adopt comparable organizational structures and
operating procedures, reinforcing the idea of convergence.

Meanwhile, Manuel Castells, analyzing the emergence of the “network soci-
ety”, emphasized how global flows of information, capital, and technology were
transforming organizational logic and creating increasingly interconnected cor-
porate systems (Castells, 1996). Together, these perspectives contributed to the
emergence of a powerful narrative: globalization was not only inevitable but very
desirable, offering a path to greater efficiency, innovation, and economic stability.

Within this intellectual climate, external expansion strategy through mergers
and acquisitions (M&A) gained unprecedented momentum. The belief in con-
verging organizational cultures and managerial models provided a compelling
rationale for crossborder acquisitions, which were perceived as faster and more
efficient than organic internationalization (Zhang et al., 2019). If corporations
around the world were becoming more alike, then —in theory — (PMI) should
have been increasingly straightforward. The assumption was that shared mana-
gerial paradigms, standardized processes, and similar organizational logics would
reduce cultural and operational frictions, enabling firms to capture synergies
more rapidly and more deeply with lower risk (Ahmad et al., 2022).

This optimism was reinforced by the idea that globalization was creating
a “common managerial language”, diminishing the relevance of national dif-
ferences and facilitating smoother integration of acquired entities (Pucik et al.,
2024; Meyer & Peng, 2015). As a result, the theories of Levitt, Drucker, Porter,



tukasz Gebski, Andrzej Bien

and Castells became the intellectual backbone of the global M&A boom, shap-
ing managerial expectations and strategic decisionmaking throughout the late
twentieth century and so far.

Contemporary scholarship confirms that this belief in convergence strongly
influenced how managers evaluated the feasibility and speed of international
expansion of multinational corporations originated not only from traditionally
developed countries but also from being newly born economic powers like China,
India, etc. (Gupta et al., 2024; Nemoto, 2016).

However, more recent empirical evidence challenges these assumptions.
Studies show that despite the anticipated convergence, many PMI processes
continue to struggle with cultural clashes, misaligned expectations, and incom-
patible organizational identities (Remanda, 2016). Largescale analyses by con-
sulting firms such as A.T. Kearney demonstrate that a significant proportion of
crossborder M&A transactions fail to achieve their intended synergies, suggest-
ing that the presumed ease of integration was often overstated (Graebner et al.,
2016). This discrepancy between theoretical optimism and practical outcomes
has prompted renewed academic interest in the behavioral, cultural, and psy-
chological dimensions of PMI (Devers et al., 2020).

A substantial body of empirical research has demonstrated that a significant
proportion of worldwide M&A transactions fail to achieve their intended strate-
gic or financial outcomes. Recent studies confirm that between 50% and 70% of
deals underperform, despite optimistic synergy forecasts at the deal stage (Sales
et al., 2022; Angwin et al., 2022). Highprofile and financially significant failures —
such as the Daimler—Chrysler merger or the AOL=Time Warner deal — continue
to serve as emblematic examples of how anticipated economies of scale, scope,
or know-how often fail to materialize. Contemporary analyses show that even
in the 2020s, the overall success rate of M&A has not improved significantly,
suggesting that the underlying causes of failure remain persistent and systemic
(Cartwright & Cooper, 2014). This enduring pattern has prompted scholars to
revisit the theoretical foundations of M&A motives and the mechanisms through
which value is created or destroyed.

One stream of research has focused on strategic motives for expansion,
questioning whether many acquisitions are justified by sound economic logic
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if at all. Classic theories such as the monopoly theory argue that firms pur-
sue acquisitions to increase market power and reduce competition (Trautwein,
1990), while the empirebuilding theory suggests that managers may engage
in acquisitions to expand their personal influence, prestige, or compensation
rather than to maximize shareholder value (Jensen, 2010). The hubris hypothesis
posits that managers systematically overestimate their ability to extract value
from acquisitions, leading them to overpay and underestimate integration chal-
lenges (Steigenberger, 2017). Recent scholarship has revisited these theories,
showing that managerial overconfidence, agency problems, and distorted incen-
tive structures remain powerful predictors of M&A underperformance (Mal-
mendier & Tate, 2015). Critics argue that these motives often lead to inflated
premiums, weak strategic fit, and unrealistically planned synergy expectations,
structurally limiting the potential for value creation even before integration
begins (Angwin et al., 2022). Thus, flawed strategic assumptions at the dealra-
tionale stage continue to be a major source of M&A failure.

A second, increasingly influential line of inquiry has shifted attention from
deal motives to the quality of integration planning and execution. Scholars
argue that even when the strategic rationale seems to be sound, many acquisi-
tions fail because firms underestimate the complexity of postmerger integration
(PMI) including cultural and managerial style differences between firms into an
M&A transaction. Recent research highlights that integration is a sociotechnical
process, requiring alignment not only of systems and structures but also of iden-
tities, norms, and behavioral expectations (Graebner et al., 2016; Joecks et al.,
2013). Studies show that inadequate cultural due diligence, insufficient commu-
nication, and misaligned integration strategies are among the most common
causes (drivers) of PMI failure (Kumar & Sharma, 2019). Moreover, research in
organizational psychology emphasizes that integration outcomes depend heav-
ily on employee sensemaking, trust, and perceptions of fairness — factors often
overlooked in traditional M&A planning (Smeulders et al., 2023). These findings
suggest that the problem lies not only in the strategic logic of globalization or
convergence but also in the microlevel human and organizational dynamics that
shape integration processes.

10
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The emergence of the inclusion and diversity (I&D) paradigm in manage-
ment theory represents one of the most significant intellectual and practical
shifts of the last three decades. While early discussions on diversity in organiza-
tions have appeared already in the 1990s, it was only in the 2010s and especially
after 2020 that I&D became a central pillar of organizational strategy, leader-
ship development, and humancapital management. Contemporary scholarship
emphasizes that inclusion — defined as the active integration of diverse identi-
ties, perspectives, and experiences into organizational life — has become essen-
tial for firms operating in increasingly global, multicultural environments (Eshete
& Birbirssa 2024; Nguyen et al., 2024). The rise of I&D is closely linked to broader
societal transformations, including demographic shifts, mass migration, and the
growing visibility of minority groups including immigrants in the labor market.
These trends have been particularly pronounced in advanced economies facing
demographic decline of their national inhabitants and especially, where immi-
gration has become a key source of workforce renewal (OECD, 2021a).

The theoretical foundations of I&D rest on the assumption that acceptance
of diversity, nondiscrimination, and equitable treatment not only reflect ethical
imperatives but also enhance organizational performance. Research consistently
shows that diverse teams can outperform homogeneous ones by generating
more innovative solutions, improving decisionmaking quality, and strengthen-
ing organizational resilience (Roberson, 2019; Guillaume et al., 2017). In global
corporations, various forms of diversity is not merely a normative expectation
but a structurally important reality: employees increasingly represent differ-
ent nationalities, ethnicities, languages, religion, and cultural backgrounds. As
a result, I&D frameworks were expected to facilitate collaboration across cultural
boundaries, reduce interpersonal friction, and support smoother integration of
employees in multinational settings.

However, despite the widespread adoption of I1&D principles, empirical
evidence suggests that still deep cultural differences continue to shape organ-
izational behavior, often in ways that challenges the optimistic assumptions
of inclusion theory. Scholars note that national business systems — such as
the AngloSaxon, Scandinavian, and Southern European models — differ sig-
nificantly in their approaches to hierarchy, communication, decisionmaking,

11
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and interpersonal relations. These differences persist even in highly globalized
industries and can create tensions that I&D frameworks alone cannot fully
resolve.

Moreover, research on crosscultural management highlights that employees
from different cultural backgrounds may interpret inclusion norms in divergent
ways. For example, workers from East Asian cultures, where hierarchy, senior-
ity, and deference to authority are deeply embedded, may perceive Western-
style egalitarian inclusion practices as unfamiliar or even disruptive. Conversely,
employees from lowpowerdistance cultures may interpret hierarchical commu-
nication patterns as exclusionary or incompatible and with inclusive leadership
expectations (Meyer, 2020). These findings suggest that inclusion cannot be
understood as a universal template but must be adapted to culturally specific
expectations and relational norms.

Recent studies and analytical research also emphasize that organizational
inclusion does not automatically eliminate structural, cultural, and cognitive
barriers to collaboration. Deeplevel diversity — differences in values, identity,
and cultural logic — often persists despite surfacelevel inclusion initiatives (Guil-
laume et al., 2017). In multinational corporations, this can manifest in divergent
interpretations of teamwork, conflict, accountability, or leadership legitimacy.
As a result, 1&D initiatives may improve representation and awareness but still
fall short of resolving especially the systemic cultural frictions that influence
collaboration and integration.

In the context of mergers and acquisitions processes, these tensions become
even more pronounced. Although 1&D frameworks promote openness and respect
for difference, they do not eliminate the institutionalized differences between
characteristic national management models, which can significantly hinder post-
merger integration. Studies show that cultural distance, conflicting managerial
assumptions, and incompatible organizational identities remain among the strong-
est predictors of PMI failure — even in corporations with advanced inclusion policies
(Graebner et al., 2016). This suggests that while both inclusion and diversity are
essential components of modern management, they cannot substitute for deep
cultural due diligence, contextsensitive integration planning, and adaptive leader-
ship and their implementation as obligatory follow up of each separate M&A deal.

12
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Together, these contemporary perspectives emphasize that M&A failures can
rarely be attributed to a single cause. Although dominant theories of globaliza-
tion, convergence, and management standardization suggest that post-merger
integration should become increasingly predictable and efficient, empirical evi-
dence consistently contradicts this expectation. Merger and acquisition (M&A)
transactions are conducted with the participation of hired experienced advisors
and competent managers operating within sophisticated control systems, mak-
ing purely strategic or technical explanations insufficient. In turn, the persistent
failures of M&As point to deeper psychological, social, and especially cultural
mechanisms that shape organizational behavior beyond formal planning. It is
important to note that integration challenges stem not so much from flawed
strategy but from entrenched cultural identities, cognitive biases, and interper-
sonal dynamics that complicate post-transaction collaboration.

The basis of cross-cultural barriers to
post-merger integration in the context of
social sciences and research

Crosscultural psychology offers a powerful lens for understanding why postmerger
integration (PMI) in multinational corporations so often encounters obstacles,
despite strategic alignment and technical preparation. From this perspective,
integration challenges arise not merely from organizational design issues but from
deeply rooted psychological mechanisms shaped by cultural norms, social roles,
and identity structures. Employees often do not enter the integration process
as neutral actors; they always bring culturally conditioned expectations about
hierarchy, communication, cooperation, and change, and their overall approach
to the job they are supposed to proceed. These expectations strongly influence
how individuals interpret the merger, respond to uncertainty, and engage with

colleagues from the partner organization.

13
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One of the most widely documented psychological and cultural mechanisms
is the resistance to change, which becomes amplified in crosscultural contexts.
Research shows that employees from collectivistic cultures tend to perceive
mergers as threats to group cohesion and relational stability, leading to height-
ened emotional resistance and defensive behaviors (Savovi¢, 2017). Conversely,
employees from individualistic cultures may resist integration when it under-
mines personal autonomy or disrupts established role structures (Meyer, 2020).
This resistance is not irrational; it reflects a culturally shaped need to preserve
identity and they customs — often national — continuity and predictability during
organizational upheaval.

Second critical factor involves culturally embedded social roles and rela-
tional norms. Crosscultural psychology findings demonstrates that cultures
differ significantly in expectations regarding hierarchy, authority, and interper-
sonal distance. For example, employees from high powerdistance cultures —
common in East and Southeast Asia — tend to value deference to seniority,
formalized decisionmaking, and clear status distinctions (Hanh Tran & Choi,
2019). When such employees are integrated into organizations with egalitar-
ian, participatory management styles, they may experience role ambiguity,
loss of status, or confusion about expected behaviors. Conversely, employees
from egalitarian cultures may interpret hierarchical communication patterns
as exclusionary or authoritarian, undermining trust and collaboration (Romani
et al, 2018).

A third psychological mechanism concerns organizational and social identity.
Mergers require employees to renegotiate their sense of belonging, often shift-
ing from a familiar organizational identity to a hybrid or entirely new one. Studies
show that identity threats — such as perceived loss of prestige, dilution of cultural
norms, religious differences or symbolic dominance by the acquiring firm —can
often lead to disengagement, ingroup favoritism, and subtle forms of resistance.
These identity dynamics are particularly pronounced when the merging firms
originate from culturally distant national contexts, where differences in values,
communication styles, and work norms are more salient.

Finally, crosscultural psychology highlights the role of trust formation and
communication styles. Cultures differ in their preferred modes of expressing

14
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disagreement, giving feedback, and interpreting silence or indirect cues. High-
context cultures may rely on implicit communication, while lowcontext cultures
prioritize clarity and directness. These differences can lead to misinterpreta-
tions of intent, perceived disrespect, or conflict escalation during integration
(Guillaume et al.,, 2017). Trust — essential for successful PMI — develops more
slowly when communication norms diverge, and when employees interpret them
precisely.

Taken together, psychological research demonstrates that PMI challenges
are not simply operational or strategic failures. They stem from deeply ingrained
cultural scripts that shape how individuals perceive change, enact social roles,
and construct meaning in the workplace. Understanding these mechanisms is
essential for designing integration processes that respect cultural diversity while
fostering shared identity and collaboration.

Empirical research on the above issues over the last decade has increasingly
shown that many PMI failures are also rooted not in flawed financial analysis or
strategic misfit, but in psychological and social dynamics that unfold after the
deal is signed. Largescale reviews of M&A performance consistently report that
cultural distance, identity threats, and breakdowns in trust are among the strong-
est predictors of underperformance (Devers et al., 2020; Angwin et al., 2022).
These findings challenge the earlier assumption that convergence of managerial
models would automatically translate into smoother integration and highlight
instead the central role of human factors.

A key theme in recent research is the impact of organizational identity and

“us-them” dynamics. Smeulders et al. (2023), drawing on longitudinal qualitative
studies of international crossborder acquisitions in Europe, show how employees
in acquired firms often experience the integration process as a loss of status and
voice. Even when formal structures are harmonized, informal boundaries persist:
employees continue to refer to “us” (legacy organization) and “them” (acquirer),
which undermines the emergence of a shared identity. This identity fragmen-
tation is associated with lower commitment, higher turnover intentions, and
passive resistance to new procedures. Similar patterns are reported in Graebner
et al’s (2016) review of PMI processes, which synthesizes evidence from multiple

15
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case studies and concludes that identity threats and perceived disrespect are
recurrent mechanisms behind integration derailment.

Another important line of evidence concerns trust and perceived fair-
ness. Bauer et al. (2016), in a study of integrations of many companies, find
that employees’ perceptions of procedural justice during integration — how
decisions are communicated, whose interests are considered, and how trans-
parently changes are implemented — are strongly associated with integration
speed and performance. Where employees perceive the process as unilateral
or imposed, trust in the new leadership erodes, even if the strategic logic of
the deal is sound. Cartwright and Cooper (2014), analyzing several highprofile
cases including Daimler—Chrysler and AOL-Time Warner, argue that the failure
to build interpersonal trust and mutual respect between top management
teams were more decisive for failure than any miscalculation of synergies.

Crosscultural studies also document how differences in social roles and
power distance shape integration outcomes. Hanh Tran & Choi (2019), exam-
ining East Asian subsidiaries acquired by Western multinationals, show that
employees socialized in high powerdistance cultures often interpret egalitarian,
participatory leadership styles as ambiguous or weak. Conversely, Western
managers may misread deference and indirect communication as lack of initia-
tive or engagement. These misinterpretations fuel frustration on both sides of
certain M&A deals and contribute to relational distance. Romani et al. (2018)
highlight similar tensions in their comparative work on AngloSaxon, Scandi-
navian, and Southern European management models, showing that divergent
expectations regarding hierarchy, conflict, and informality frequently surface
during PMI and require active negotiation rather than being “solved” by formal
integration plans.

Recent research on teamlevel dynamics further illustrates how psychoso-
cial mechanisms operate in practice. Guillaume et al. (2017) find that in newly
formed, postmerger teams, demographic and cultural diversity can enhance
creativity and problemsolving — but only when there is a high level of inclu-
sion and psychological safety. In the absence of inclusive leadership and clear
norms, diversity is associated with more relationship conflict and lower perfor-
mance. This is particularly relevant for PMI, where teams are often composed

16



tukasz Gebski, Andrzej Bien

of members from both legacy organizations and multiple national cultures,
and where historical asymmetries of power (acquirer vs. acquired) complicate
efforts to create a genuinely inclusive climate.

Casebased evidence also underscores the symbolic dimension of integration.
Studies of failed integrations final effects repeatedly point to symbolic actions —
such as replacing local leaders with expatriates, changing longstanding brand
elements, or imposing the acquirer’s HR systems without consultation — as trig-
gers of resentment and identity threat (Remanda, 2016; Smeulders et al., 2023).
These actions are interpreted not merely as technical adjustments but as sig-
nals of whose culture “wins”, reinforcing perceptions of domination rather than
partnership.

Taken together, these above described empirical findings and case studies
converge on a clear conclusion: psychological and social mechanisms — identity,
trust, perceived fairness, power, and cultural meaning — are central to PMI out-
comes. Where they are neglected, even technically welldesigned integrations
are likely to underperform. Where they are acknowledged and actively managed,
the probability of realizing assumed, planned synergies increases substantially.

Practical barriers to post-trade integration

Crosscultural differences in teammanagement models — particularly the contrast
between hierarchical structures and teambased, participatory leadership — rep-
resent a major psychological and organizational barrier in postmerger integration.
Research in crosscultural psychology shows that hierarchical leadership models
dominate in East Asia, the Middle East, Latin America, and parts of Southern and
Eastern Europe, where power distance is high and authority is legitimized through
seniority and formal position (House et al., 2004). Employees in these contexts
expect leaders to provide direction, maintain structure, and minimize ambiguity.

In contrast, AngloSaxon and Scandinavian cultures emphasize low power
distance, autonomy, and teambased decisionmaking, where leadership is earned
through competence and collaboration rather than formal rank (Meyer, 2020).

17
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These divergent expectations create friction during PMI: hierarchical cultures
may perceive participatory leadership as weak or indecisive, while egalitarian
cultures may interpret hierarchical behavior as authoritarian or exclusionary.

Empirical studies confirm these tensions. A largescale analysis by Bauer
et al. (2020) shows that integration teams composed of members from hierar-
chical and egalitarian cultures experience significantly slower decisionmaking
and higher relational conflicts. Xiaotao et al. (2020), studying Chinese European
acquisitions, found that hierarchical Chinese leadership styles clashed with
European expectations of empowerment, are leading to mistrust and reduced
cooperation. Casebased evidence from the Daimler—Chrysler merger illustrates
this dynamic: German managers favored structured authority, while American
teams preferred informal, flexible collaboration, contributing to persistent
conflict and eventual failure (Cartwright & Cooper, 2014).

These findings demonstrate that leadership models are not superficial pref-
erences but deep cultural scripts that shape legitimacy, communication, and
team functioning — making them a critical barrier in PMI.

Gender, culture, and corporate careers

Research on gender in organizations increasingly emphasizes that women’s
underrepresentation in senior roles is shaped by a combination of structural
barriers, cultural norms, and selfselection mechanisms, rather than by a single
“glass ceiling” effect (Nguyen et al., 2024; Roberson, 2019). In many Asian con-
texts, long working hours, expectations of total availability, and strong norms
around family and caregiving roles create conditions in which women’s careers
are constrained even without explicit discrimination (Galsanjigmed, & Sekiguchi,
2023). Studies from Japan and South Korea show that women frequently exit
promotion tracks or decline highresponsibility roles because these positions are
perceived as incompatible with expectations regarding childcare, eldercare, and
social obligations (Nemoto, 2016; Wang et al., 2013). In this sense, corporate
demands and cultural expectations interact, producing outcomes that look like
“choice” but are heavily structured by context.

18
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Empirical work on Asian corporations confirms that women’s underrep-
resentation on boards and in top management is linked to both organizational
practices (e.g., senioritybased promotion, informal male networks, afterhours
socializing) and deeply rooted gender norms. These norms shape assumptions
about leadership, authority, and availability, which in turn influence who is
considered “board material”. In crossborder M&A, when firms from more gen-
deregalitarian contexts acquire or merge with firms where traditional gender
roles remain strong, differences in expectations about women’s participation
in leadership can become a latent source of tension — for example, when inte-
gration teams are genderbalanced on one side and almost exclusively male on
the other (Joecks et al., 2013).

Legal frameworks: quotas, directives, and their limits

At the institutional level, legal and regulatory frameworks have sought to address
gender imbalances. The European Union’s Directive (EU) 2022/2381 on improv-
ing the gender balance among directors of listed companies sets binding targets
for female representation on boards by 2026, reinforcing earlier national quota
regimes in countries such as Norway, France, and Italy (European Union, 2022).
Research on European board quotas suggests that they do increase the number of
women in nonexecutive roles, but their impact on deeper organizational culture
and executive pipelines is more gradual and uneven (Manzi & Heilman, 2021).

In the United States, attempts at statelevel board gender quotas — most
notably California’s SB 826 — have faced legal challenges, but they have none-
theless stimulated broader corporate governance debates and voluntary tar-
gets (Roberson, 2019). For multinational corporations involved in crossborder
M&A, these regulatory differences mean that gender representation is not
only a cultural issue but also a compliance and legitimacy issue: acquirers from
jurisdictions with strong genderequality norms may face reputational risks if
postmerger boards remain heavily maledominated.

From a PMI perspective, gender dynamics matter in at least three ways. First,
who sits at the integration table shapes which issues are seen and how decisions
are framed. Studies show that more genderdiverse top teams tend to adopt

19
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broader stakeholder perspectives and more relationally sensitive integration
approaches (Nguyen et al., 2024). Second, when one merger partner has visibly
more women in leadership than the other, this can become a symbolic marker
of cultural distance, reinforcing perceptions of modernity vs. traditionalism, or
inclusion vs. exclusion. Third, if women in the acquired corporation have his-
torically been marginalized, they may be particularly sensitive to signals about
whether the new corporate culture genuinely offers expanded opportunities or
merely reproduces existing hierarchies.

Case studies

Casebased research on European Asian M&A suggests that when acquirers
actively promote women into integration roles and visibly support work-life
balance policies, this can serve as a lever for cultural change but also provoke
resistance among those who see such moves as threatening established gender
orders (Galsanjigmed & Sekiguchi, 2023). Thus, gender is not a “soft” side issue;
it is a structural and symbolic dimension of integration that can either support
or undermine the creation of a shared organizational culture.

Several highprofile postmerger integrations illustrate how gender norms
and expectations can become a significant source of friction and conflicts
particularly when merging firms originate from culturally distant environments.
In the Renault—Nissan alliance, Financial Times reported that French female
managers frequently experienced marginalization during integration meetings
in Japan, where traditional gender norms and low female representation in
leadership roles shaped interpersonal dynamics (Financial Times, 2019). Similar
tensions emerged in the Microsoft—Nokia acquisition, where Insead Knowl-
edge documented that Nokia’s Nordic, genderegalitarian culture clashed with
Microsoft’s more maledominated engineering environment, leading to higher
turnover among female managers from Nokia (Insead Knowledge, 2017).

In the Uber—Careem merger, Reuters and The Guardian highlighted that
Uber’s DEloriented culture encountered resistance in Middle Eastern markets,
where Careem operated within more conservative gender norms. Female Uber
managers reported difficulties being accepted in integration teams, prompting

20
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delays in HR harmonization (Reuters, 2019). Academic research confirms these
patterns: Xiaotao et al. (2020) found that in Chinese European M&A, European
female managers often felt excluded from decisionmaking due to traditional
gender expectations in Chinese firms. Syaugqila et al. (2023) similarly docu-
mented that Japanese and Korean acquisitions in Europe reproduced gendered
hierarchies, creating symbolic tensions that hindered cultural integration.

Gender norms shape not only representation but also how trust, commu-
nication, and role legitimacy develop within postmerger integration teams.
Research shows that in cultures where leadership is strongly gendered — such
as Japan, South Korea, or parts of the Middle East —women in senior roles may
be perceived as less legitimate due to culturally embedded expectations about
authority and gender. This affects trust formation: employees from traditional
contexts may hesitate to share information or escalate issues to female leaders,
slowing integration and increasing coordination failures.

Communication is also affected. Studies indicate that women often adopt
more collaborative and relational communication styles, which can clash with
more hierarchical or confrontational norms in maledominated environments. In
PMI teams, this mismatch can lead to misinterpretations — collaborative com-
munication may be seen as indecisive, while direct communication from male
colleagues may be perceived as dismissive.

Gender differences also influence role allocation. Research on crosscultural
teams shows that women are disproportionately assigned to “soft” integration
tasks (HR, communication, culture), while men dominate “hard” areas (finance,
operations), reinforcing symbolic hierarchies that undermine the credibility of
cultural integration efforts (Roberson, 2019). When one merger partner has sig-
nificantly fewer women in leadership, this asymmetry becomes a visible marker
of cultural distance, reducing psychological safety and complicating the emer-
gence of a shared identity.

Managerial style, age, career stage, and career path

Research in organizational psychology and postmerger integration processes
(PMI) increasingly demonstrates that managerial age, career stage, and career
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path rigidity are critical determinants of integration outcomes. Older managers —
particularly those with long tenure in the acquired firm —tend to exhibit stronger
resistance to integration initiatives because PMI threatens their established

routines, status, and professional identity (Yang et al., 2019). This dynamic is

well documented in identitybased theories of organizational change, which show

that individuals with deeply embedded organizational identities are more likely

to perceive integration as a loss of autonomy and legitimacy. Younger managers,
by contrast, often interpret PMI as an opportunity for accelerated advancement,
creating asymmetrical motivation structures that complicate coordination and

decisionmaking (Graebner et al., 2016).

Case studies provide concrete illustrations of these mechanisms. In the Daim-
ler—Chrysler merger, Harvard Business Review (Jean & Cohen, 2000) reported
that senior Chrysler managers resisted German managerial dominance, while
younger staff adapted more readily. This generational split contributed to frag-
mented integration efforts and weakened the alliance’s strategic coherence.
Similarly, Bruner & Buchanan (2008) analyses of the HP—-Compag merger doc-
umented disproportionately high turnover among older HP managers, which
eroded institutional memory and slowed operational alignment. In the Tata—
Corus acquisition, Reuters (2007) highlighted tensions between older British
managers and younger Indian executives whose more aggressive restructuring
agenda clashed with established managerial norms, delaying synergy realization
and undermining trust.

Additional reporting from Financial Times (2025) on the Renault—Nissan
alliance reinforces this pattern: older Nissan managers were more reluctant to
adopt Renault’s managerial systems, while younger employees engaged more
readily with crossfunctional integration teams. These generational differences
were not merely interpersonal frictions but structural barriers that shaped the
pace, quality, and legitimacy of integration decisions.

Economic research supports these observations. Older managers exhibit sig
nificantly higher postacquisition exit rates, while globally more mobile, and open
to changes earlycareer managers are more likely to assume integrationcritical
roles (Hennekam & Dumazert, 2021; OECD, 2021b). Collectively, these findings
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underscore that age and career trajectories are not peripheral variables but core
structural determinants of PMI success.

Discussion and conclusions

It is worth underlining that global M&A activity has expanded dramatically over
the last four decades. According to longterm trend data from the Institute for
Mergers, Acquisitions and Alliances (IMAA, 2023), the number of annual trans-
actions increased from approximately 2,300 deals in 1980 to nearly 50,000 deals
by 2020, while global deal value rose from USD 210 billion to almost USD 3.7 tril-
lion over the same period. This sustained growth reflects the strategic belief
that acquisitions offer a faster and more efficient path to scale, technological
capability, and international market access than organic expansion (Zhang et al.,
2019). The upward trajectory of both deal volume and deal value underscores
the centrality of M&A as a dominant mechanism of corporate transformation
in the global economy.

Table 1. Global M&A Activity

Year Number od deals Value (bin USD)
1980 2300 210
1985 4900 310
1990 8200 560
1995 12400 980
2000 27500 1900
2005 31800 2600
2010 42300 2900
2015 48900 3600
2020 49800 3700

Source: IMAA, 2023.
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The theoretical foundations of this expansion were shaped by influential
thinkers such as Levitt (1983), Drucker (1986), and Porter (1985) who argued
that globalization would gradually harmonize managerial models, organizational
structures, and business practices. This convergence thesis implied that post-
merger integration should become progressively easier, as firms across countries
would increasingly share similar managerial assumptions and operational log-
ics. Contemporary scholarship confirms that this intellectual paradigm strongly
influenced managerial expectations and strategic decisionmaking throughout
the late twentieth century (Gupta et al., 2024; Nemoto, 2016).

However, empirical evidence challenges this optimistic narrative. Despite
the unprecedented scale of M&A activity, failure rates remain persistently
high. Metaanalyses and consulting reports consistently estimate that 50-70%
of M&A transactions fail to achieve their primary intended synergies. KPMG's
Global M&A Outlook reports that only one in three deals creates measurable
value (KPMG, 2019), while A.T. Kearney’s longterm studies show that nearly
60% of crossborder acquisitions underperform industry benchmarks within
three years (A.T. Kearney, 2015). Similar conclusions were drawn by PwC, which
found that most deals fail to outperform even five years after they close (PwC,
2020).

The evidence reviewed in this article suggests that the root causes of these
failures lie not primarily in flawed strategy or financial miscalculation, but in
behavioral, cultural, and organizational dynamics that unfold during postmerger
integration. Strategic motives — whether grounded in market power, synergy
expectations, or managerial ambition — explain why firms pursue acquisitions,
but they do not determine whether integration succeeds. Instead, PMI outcomes
depend heavily on how individuals and groups interpret, negotiate, and enact
the merger within their cultural and institutional contexts (Graebner et al., 2016).

The analysis presented above highlights several mechanisms that consist-
ently undermine PMI. First, cultural distance remains one of the strongest pre-
dictors of integration difficulty (Devers et al., 2020). Differences in hierarchy,
communication norms, conflict tolerance, and leadership expectations shape
how employees perceive authority, trust, and legitimacy (House et al., 2004,
Meyer, 2020). Second, identity threats — the perception that one’s organizational
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identity, status, or professional trajectory is at risk — generate resistance, disen-
gagement, and “us—them” dynamics (Smeulders et al., 2023). Third, leadership
mismatches between hierarchical and egalitarian cultures plus cultural (religion)
differences (if such appears at the very deal) create confusion about decision
rights, accountability, and managerial authority (Romani et al., 2018). Fourth,
trust and perceived fairness strongly influence integration speed and coopera-
tion (Kumar & Sharma, 2019).

Case studies of failed or “ambiguous successes” integrations — Daimler—
Chrysler (Watkins, 2007), Nokia—Microsoft (Darrow, 2015), HP—Compaq (Grocer,
2007), Renault—Nissan (Abu Farha, 2015), and Tata—Corus (Kalesh & Maha-
jan, 2007) — demonstrate that cultural clashes are not peripheral irritants but
must be recognized and seriously treated as structural barriers that can derail
even the most strategically compelling transactions. In each case, incompatible
expectations regarding leadership, communication, and organizational identity
undermined trust, slowed decisionmaking, and prevented the realization of
synergies.

Taken together, these findings reinforce a central conclusion: effective man-
agement of cultural differences is not an auxiliary task but a core determinant
of PMI success. Cultural due diligence, adaptive leadership, and integration
strategies tailored to local norms are essential for mitigating identity threats,
building trust, and fostering psychological safety (Pucik et al., 2024). Inclusion
frameworks — while valuable — are insufficient unless embedded in a deeper
understanding of national and organizational cultures (Guillaume et al., 2017).

In sum, the persistent gap between M&A ambition and PMI outcomes reflects
a fundamental misalignment between strategic intent and human reality. As long
as cultural, psychological, and social mechanisms remain underappreciated in
integration planning, high failure rates in achieving planned synergy targets in
M&A transactions will continue. Future research should therefore focus on devel-
oping more nuanced models of cultural integration, exploring the role of leader-
ship prototypes, and identifying organizational capabilities that enable firms to
navigate cultural complexity more effectively.
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Summary

This article has addressed a problem of substantial economic, managerial, and
societal importance: the persistent difficulties organizations face in executing
postmerger integration effectively. Despite decades of research and the grow-
ing sophistication of M&A strategies, PMI remains one of the most failureprone
phases of corporate transformation. By examining the cultural, psychological, and
organizational mechanisms that undermine integration, our analysis highlights
that the roots of PMI failure extend far beyond financial miscalculations or stra-
tegic misalignment. Instead, they lie in deeply embedded cultural assumptions,
identity dynamics, and divergent expectations regarding leadership, hierarchy,
and communication — factors that continue to shape organizational behavior
even in an era of globalization.

The article identifies several critical sources of integration challenges, includ-
ing cultural distance, identity threats, mismatched leadership prototypes, and
breakdowns in trust and perceived fairness. These findings underscore that PMI
is not merely a technical exercise but a complex social process requiring sensi-
tivity to cultural meaning and human behavior including religion requirements.
Recognizing these mechanisms opens a promising direction for future research,
which should focus on developing more nuanced models of cultural due dili-
gence, adaptive leadership, and integration capabilities.

Such research has the potential to significantly advance management
theory while offering practical insights of considerable value to practitioners.
Given the scale of global M&A activity and its impact on economies, indus-
tries, and employees including the social aspects of their lives, improving our
understanding of PMI is not only academically relevant but also of profound
practical and societal significance.
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ABSTRACT

Objective: The purpose of this article is to provide a review of the empirical
scientific literature concerning the impact of Related-Party Transactions (RPTs)
on subsidiary performance from an intercontinental perspective. The goal is
to identify common patterns, regional differences resulting from institutional
context, and key determinants of RPT effects.

Methodology: The article reviews empirical literature published between 2009
and 2025, incorporating classic theoretical positions. The analysis is organized
regionally, sorting results across four main areas: Asia, Europe, Africa, and North
and Latin America.

Findings: The RPT impact is ambivalent, driven by three factors: governance
quality, ownership structure (the control/profit wedge), and motivation. Asia
and Latin America demonstrate the coexistence of tunneling (expropriation) and
propping (support), often utilizing RPTs as a capital market substitute. Europe and
North America primarily use RPTs for tax optimization due to stricter regulations
and developed markets.

Value Added: This review provides a comparative, balanced assessment of RPT
influence. Its value lies in the synthetic intercontinental analysis and the integra-
tion of the conflict, efficiency, and resource theories, leading to the identification
of the three main determinants of RPT effects.

Recommendations: Subsidiaries must implement procedures for assessing the
arm’s length nature of RPTs and strengthen board monitoring. Regulators should
harmonize regulations and continue implementing OECD BEPS initiatives to
limit tax base erosion. Future studies should focus on long-term RPT effects on
investment and financial stability.

Key words: related parties transaction (RPT), transfer pricing, tunnelling, prop-
ping, subsidiaries
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Introduction

Related-party transactions (RPT) and transfer pricing are an integral part of
modern capital groups operation. Because a large part of global trade takes
place within corporate structures, the way those transactions are settled has
a directimpact on the revenue, costs, and tax burden of subsidiaries. At the same
time, with the increasing scale of transnational activities and the dominance of
intangible assets, the possibilities for transferring value between jurisdictions
are increasing. In the literature on the subject, two main views on RPTs, which
determine the assessment of their impact on subsidiaries, clash. The efficiency
perspective emphasizes that intra-group transactions can be used to improve
resource allocation, reduce transaction costs and facilitate financing within
conglomerates. On the other hand, the conflicting perspective indicates the risk
of abuse, based on the assumption that dominant owners and managers can
use RPT to redistribute value within the capital group to their advantage and to
erode the tax base.

A capital group is understood as a group of entities related in terms of capi-
tal and organization in which one entity exercises control over others, and their
activities are coordinated economically and decisively as a whole. A subsidiary
is an entity over which another entity — the parent company — exercises control
by holding a majority of votes, shares or other powers for shaping business
decisions. A related party is a person or entity that, due to existing capital,
organizational, or controlling links, can influence the decisions or policies of
the other entity. Transfer pricing is the prices and terms of settlement used in
transactions between related parties.

This article is a review of the scientific literature, focusing on empirical
research on the impact of RPT on the results of subsidiaries in an intercon-
tinental perspective. The analysis covers four main regions of the world:
Asia, Europe (with particular emphasis on Poland), Africa, and North and
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Latin America. The aim is to identify common regularities and differences
resulting from the institutional and cultural context of individual regions, as
well as to identify the key determinants of RPT effects as well as significant
research gaps.

Theoretical interpretative trends. Conflict
of interest vs. efficiency

In the literature, there are two competing trends explaining the motives and
effects of transactions with related entities. The conflict-of-interest view assumes
that related transactions are opportunistically used by majority owners (partners,
shareholders) to transfer assets from subsidiaries at the expense of minor-
ity shareholders. In an environment of weak investor protection and concentrated
ownership, majority shareholders can expropriate a minority through RPTs, which
negatively affects the performance and value of companies. Johnson et al. (2000)
introduced the concept of tunneling to describe such ex ante activities, arguing
that in companies with a concentrated ownership structure, wealth transfers by
related parties occur to the detriment of minorities. In practice, this means that
resources (assets, including cash, profits, investment opportunities) are “pulled”
from the company (often the one lower in the structure — the subsidiary) and
flow to the parent company or other related companies that are controlled by the
same owners. Many empirical studies have confirmed the symptoms of tunneling,
e.g., in China, related transactions have been associated with a decrease in the
value of companies with weaker ownership supervision (Cheung et al., 2009).
A counterweight to that is the efficiency view, whereby related entities can
use intra-group transactions to support weaker entities and increase the overall
value of the group. Propping means “intra-group support” of subsidiaries, e.g.,
through recapitalization, preferential sales, or loans —in order to improve their
financial situation, especially during difficult times. The OECD (2012) report on
related party transactions and minority shareholder rights indicates that compa-
nies operating within capital groups may take actions to support other entities in

35



Sl Between Tunneling and Efficiency — A Global Empirical Review of the Impact
of Related-Party Transactions (RPT) on Subsidiary Performance

the same group, even if such actions are unfavorable to the short-term interests
of their own shareholders. Research confirms that in economies with imperfect
capital markets (e.g., many emerging markets in Asia), business groups act as
internal capital markets — allocating funds where they are most needed, which
translates into better performance of subsidiaries. For example, Chang and Hong
(2000) documented that companies affiliated in South Korean chaebols reaped
measurable benefits from intra-group connections through resource sharing and
synergies, improving performance over non-group companies.

Research review indicates that both approaches co-exist. The same instru-
ment — the transfer price — can be used to exploit minorities or to stabilize
a group (Cheung at al., 2009). The differences are due to the institutional con-
text, ownership structure, and motives of managers. Therefore, in the analysis
of RPTs, it is crucial to consider the quality of corporate governance, regulations,
discrepancies between control rights and profit share, and the level of financial
market development.

The conflict and efficiency perspective can be supplemented with other
theoretical approaches. Gordon et al. (2004) emphasize that related-party
transactions are seen either as conflicts of interest that violate managers’ obli-
gations to shareholders, or as effective transactions that meet the company’s
rational needs (e.g., access to service providers with unique expertise). In this
vein, agency theory, as a relationship between principals (owners) and agents
(managers or subsidiaries), shows that RPTs can reduce agency costs when
owners and managers use them to harmonize goals and flows within the group.
However, it also points out that information asymmetry and concentration
of ownership are conducive to abuse, as dominant shareholders are better
informed and can enter into transactions to the detriment of minorities.

The theory of resources and competencies, on the other hand, indicates
that capital groups form their own ecosystem in which individual companies
exchange competencies, know-how, and capital to achieve a competitive
advantage Aliyev and Lee (2025) confirmed that affiliates benefit from privi-
leged access to technology, know-how, and capital within the entire group. In
this respect, transfer pricing reflects the real costs of resource use and should
support long-term investments. In practice, companies often combine both
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approaches: aligning RPT policies with corporate strategy, taking advantage
of tax loopholes where legal, and supporting subsidiaries when market con-
ditions require it. On the other hand, a report by the CFA Institute (Kha Loon
& De Ramos, 2009) shows that capital groups often use asset leasing, joint
purchasing to take advantage of economies of scale, shared services, and
intra-group financing, which allows them to control inventory and processes.
Such solutions reduce transaction costs and confirm that the group acts as
an ecosystem for the exchange of resources and competencies.

In recent years, the growing importance of knowledge-based assets and
the reorganization of global value chains, resulting from digitalization and the
concentration of intellectual property, among others, enable the transfer of
profits and functions between entities in the group. Global intellectual flows and
digitalization increase the importance of competences and knowledge as key
resources within capital groups. These phenomena complicate the assessment of
the effectiveness of related-party transactions, but at the same time emphasize
the relevance of the classic division into efficiency and conflict perspectives. In
the following parts of the article, these concepts are confronted with the results

of empirical research conducted in various countries.

Research review methodology

The review includes empirical literature published between 2000 and 2025, with an
emphasis on the years 2009 to 2025. The analysis included both empirical papers
and classic theoretical papers from peer-reviewed journals, as well as, in exceptional
cases where there was a gap in the peer-reviewed literature, selected working papers.

The main focus is on empirical publications® describing the actual effects
of related-party transactions on subsidiaries — their profitability, liquidity, debt

1 These publications present the results of primary (original) research conducted by
the author or the research team.
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or value — with minimal discussion of regulatory issues and theoretical models
(unless they are necessary to interpret the results). If necessary, reference was
also made to reports of international institutions, e.g., the OECD, or analyses
from the financial market in order to place the results of research in a broader
context, but it is the scientific literature that is the main source of information.
Most of the publications included in this review are English-language studies, as
English dominates international scientific databases and economic and financial
literature; one publication is in Polish.

The results of the review are organized by region (Asia, Europe, North and
Latin America, and Africa) based on institutional, economic, and cultural differ-
ences in the functioning of related transactions and different capital market pro-
files. Australia (and more broadly Oceania) has not been singled out as a distinct
region in this classification due to the fact that its markets and corporate gov-
ernance mechanisms are most often analyzed in broader Asia-Pacific studies or
in global reviews, and the number of empirical studies on RPTs focused solely
on Australia remains relatively small. Africa, on the other hand, despite a small
number of studies, was singled out as a separate region of analysis, due to the dif-
ferent institutional conditions and the specificity of capital markets, which differ
significantly from the other areas covered by the review. North America and Latin
America were included together as a single area of analysis due to the fact that
in the literature on related party transactions, these regions are often analyzed
together in comparative studies, focusing on differences in minority shareholder
protection, ownership structure, and corporate governance mechanisms.

An important point of reference is the bibliometric analyses of Mishra et al.
(2025) and Pasc and Hategan (2025), who conducted a systematic review of
scientific publications on RPT from the last two decades.

A bibliometric study by Pasc and Hategan (2025) covering the period 2000—
2022 found that from around 2017 onwards, the number of articles on RPT
began to grow significantly. An analysis of 325 articles from the Web of Sci-
ence database showed that most of the papers are published in economic and
financial journals, and the dominant affiliation of authors are institutions from
China. For years, the dominant research threads have been: the impact of RPTs
on the company’s value and its financial results and, increasingly, the analysis
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of the risks associated with them: audit, regulatory compliance, manipulation
of results, or tax base erosion.

Mishra et al. (2025) conducted a systematic review of 218 scientific publi-
cations on RPT from the past two decades, identifying six major subject classes.

Key research areas include:

1. assettunnelling (abuses by majority shareholders controlling the parent
company, at the expense of subsidiaries),

2. transaction efficiency (RPT as a tool for reducing transaction costs and
improving the flow of information),

3. audit quality (audit risks and costs in the presence of significant RPTs),
financial reporting (the impact of RPTs on transparency and manipulation
of results),

5. ownership structure (e.g., the impact of the discrepancy between control
rights and rights to profits — the so-called wedge — on RPT practices);

6. corporate governance mechanisms (the impact of independent supervi-
sory boards, audit committees, the separation of functions of the CEQ/
President of the Management Board, etc. on the reduction of fraud).

Mishra’s bibliometric analysis showed that research on RPT gained momentum
after 2008 (after the financial crisis), with East Asian scholars dominating the dis-
course. Importantly, most publications are empirical, focused on a few countries
(primarily China), with relatively little international cooperation. This suggests
that the regional context is highly relevant in both the interests of researchers
and the phenomena revealed.

Asia. High RPT shares and differentiated effects

The Asian region has long attracted the attention of researchers due to its dense
network of family conglomerates and weak oversight mechanisms. According
to Mishra et al. (2025), as many as 143 out of 218 analyzed works concern
Asian countries (77 including China itself). In many economies (China, India,
Korea, Indonesia, Taiwan), RPTs cover a significant percentage of turnover and
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are a basic tool for resource management. However, the literature from recent
years indicates that the results of such transactions are ambivalent. In China
and Hong Kong, where the capital market is relatively shallow, both asset drains
through borrowing and underselling (tunneling) and flows supporting weaker
companies (propping) have been identified. This is due to the fact that many
Asian economies (China, India, Indonesia, Taiwan, ASEAN countries?) are charac-
terized by numerous business groups with concentrated ownership, where RPTs
are common. Importantly, a high share of related-party transactions correlates
with lower protection of minority shareholders and a greater wedge between
control rights and owners’ share of profits®.

China is an oft-cited example of tunneling and propping. In the first decade of
the 21st century, numerous papers described RPTs on Chinese stock exchanges
as a tool for wealth transfer — with weak corporate oversight, related transactions
significantly reduced the market value of companies. Cheung et al. (2009) ana-
lyzed Chinese listed companies, showing that some transactions (e.g., intra-group
asset sales or parent loans) served to divert resources from subsidiaries (tunne-
ling), while others (e.g., overpurchases of products from subsidiaries by affiliates)
improved the performance of weaker companies (propping). In a summary of
their study, Jiang, Lee and Yue (2010) pointed out that controlling shareholders
in China used loans between companies to siphon billions of RMB (renminbi, Chi-
na’s currency) out of several hundred listed companies. The study by Peng et al.
(2011) used transaction data of related companies listed in China for the years
1998-2004 to test a model in which controlling shareholders, depending on the
financial condition of the company, can use either value derivation (tunneling) or
intra-group support (propping). The empirical results confirmed these hypothe-
ses: when a company was in good shape, decisions on related-party transactions

2 ASEAN — Association of Southeast Asian Nations.
3 Wedge — in companies belonging to capital groups, where there are many RPTs,
there is often a structural imbalance: controlling shareholders have strong decision-
-making power, but their share in profits/losses is relatively small. This opens the
way for intra-group transfers that can favor owners without necessarily improving
efficiency and value for all shareholders.
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often resulted in a negative market reaction — indicating that investors inter-
preted them as a form of exploitation (tunneling). On the other hand, in situations
where the company was experiencing financial difficulties or was threatened with
delisting, related-party transactions were more often used to “save” the com-
pany —and announcements of such transactions caused a relatively favorable or
neutral market reaction (propping). The authors also found that different types of
related-party transactions — sale/purchase of assets, loans, other forms of trans-
fers — can perform both of these functions (tunneling or propping), depending
on the economic conditions and the intentions of the controlling shareholders.

In turn, Tsai et al. (2015) in an analysis of companies from Taiwanese busi-
ness groups found that both the sale and purchase of goods/services from
related parties increase the value of subsidiaries (interpreted as propping).
However, when sales to related parties clearly exceed purchases, the value of
companies falls below the level of non-group companies, which may indicate
tunneling. The researchers showed that in certain situations, dominant owners
use related transactions to sustain the health of subsidiaries.

Classic studies by Khanna and Palepu (2000) and Chang and Hong (2000)
show that in India and Korea, family groups use internal capital markets to
circumvent the imperfections of financial systems. Under favorable conditions,
this may increase profitability through synergies, but it generates the risk of
profit redistribution between family-controlled companies. Recent analyses
from Southeast Asia confirm this heterogeneity. In Indonesia, Wulandari et al.
(2022) separated transactions into efficient and opportunistic. The former,
involving purchases and sales at market prices, supported the value of the com-
panies, while the latter — understated sales prices or inflated costs — reduced
profitability. At the same time, the authors considered RPTs to be opportunistic
in the years 2018/2019, when they “significantly reduced the value of com-
panies” and effective in 2020/2021, when they “supported the value of
companies during the pandemic”. Hanif et al. (2025) examining the industrial
sector found a positive relationship between transfer pricing intensity and
profitability. Winarto and Daito (2021), on the other hand, indicated that com-
bining transfer pricing with high internal debt lowers the effective tax rate and
increases net profits.
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In Malaysia, Ariff and Hashim (2013) noted that controlling owners can
manipulate RPTs by underpricing or inflating prices, and that a more detailed
disclosure system is needed. A study by Bertrand et al. (2002) on India confirms

the existence of tunneling — the transfer of profits within family conglomer
ates, which can reduce the profitability of companies with minority investors.
Rasheed et al. (2023), in one of the more recent studies on the impact of RPTs
on the value of companies in India in the context of corporate governance
mechanisms, show that the effects of RPTs on company value are conditional.
Good corporate governance practices can mitigate the potential negative
effects of related-party transactions. The results of the research support the
hypothesis of transactional efficiency — RPTs in India do not lead to the expro-
priation of the interests of minority shareholders and increase the efficiency of
companies by reducing transaction costs, optimal contract construction, and
better allocation of resources within groups.

To sum up, Asia is characterized by a wide spectrum of effects: tunneling
dominates in companies with a large disparity (wedge) of ownership and weak
supervision, while positive propping occurs in groups looking for financing or
synergies. Increasing transparency, institutional investor participation, and
tightening regulations in China, India, and ASEAN countries are leading to more
frequent neutral or positive outcomes. However, the threat of minority expro-
priation remains present, and future research should examine the extent to
which improvements in corporate governance will mitigate this risk.

Asian jurisdictions are dynamically tightening regulations. In 2014, China
introduced a record-making requirement for every major transaction, and from
2018 the scope of controls was extended to technology and internet companies.
India has introduced severe penalties for non-market prices and the power of
tax authorities to challenge transactions after they have been settled. Indone-
sia and Malaysia have adopted the OECD Transfer Pricing Guidelines and are
introducing GAAR clauses that allow the administration to challenge artificial
profit transfer schemes. These changes increase transparency and reduce the
space for explicit tunneling.

The nature of related-party transactions (RPTs) is closely related to the
model of the state and institutional maturity. This is evidenced by the different
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approaches observed in Asia. For example, Temasek (a Singaporean investment
fund) uses an active ownership model. While the fund’s portfolio companies
may provide services to each other, such as IT or management, they are billed
at market rates and corporate oversight is strict. In contrast, in countries with
a more authoritarian system, such as Saudi Arabia, the control mechanisms
are weaker. This creates more room for non-market RPTs, which may result in
capital allocation in line with political interests rather than economic efficiency.
Globalization and financial crises have forced a revision of these practices.
Asian conglomerates models are in a transformation phase. Historical forms
of cooperation, such as Japanese keiretsu and Korean chaebol, were created
in the conditions of underdeveloped capital markets. Today, companies are
gradually replacing opaque relationships with more transparent contracts and
increasing the participation of independent directors on boards.

In the long term, the transformation of the digital economy in Asia is increas-
ing the importance of intangible assets. Technology companies generate value
from algorithms, data, and platforms, which makes it difficult to value within
RPTs. Reports from rating agencies highlight that licensing transactions and fees
for cloud services have become a new channel for transferring profits in the
region. Governments are adapting OECD standards for profit-sharing from digital
platforms, but implementation is difficult due to the lack of comparable prices
and the dynamic development of the industry.

Europe. Mature corporate governance and regional diversification

Europe is characterized by a high level of investor protection and developed
capital markets. International Reporting Standards (IFRSs) and EU directives
require disclosure of material transactions with related parties and obtaining
the approval of independent members of supervisory boards. As a consequence,
overt tunneling is rare, and tax optimization remains the main topic. Pozzoli and
Venuti (2014), when examining Italian companies listed between 2008 and 2011,
did not find a statistically significant correlation or causal relationship between
related party transactions and the financial results of the companies, which
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suggests that RPTs were not used for profit management or negatively affected
the results of the analyzed companies.

The latest analyses focus on shifting profits. Vicard (2015) showed that
French subsidiaries sell goods to countries with lower CIT (corporate income
tax) rates at lower prices than to independent entities, which reduced the
French tax base by billions of dollars in 2008. Cristea and Nguyen (2016)
confirmed that Danish companies undercut their export prices to related
distributors by 5.7-9.1%, which translates into a decrease in tax revenues.
These observations prove that in Europe, corporations use transfer pricing
mainly to avoid taxation. Investors usually do not react negatively if these
practices remain within the bounds of the law, suggesting that they are not
seen as expropriation of minorities.

The regulators’ reaction was to tighten documentation requirements. Lohse
and Riedel (2013) have shown that the obligation to prepare transfer pricing
documentation reduces the sensitivity of operating profits to tax differences
and reduces the possibility of shifting income by up to a half. The study covers
many European countries (among others, Germany, Great Britain, France, ltaly)
and not a single country. Therefore, the phrase about “halving the possibility
of shifting income” refers to the average effect in the entire European sample,
and not to a specific country. Marques and Pinho (2016) created an index of
regulatory severity and found that strict transfer pricing regulations limit the
possibilities of shifting income, so that differences in tax rates cease to deter-
mine the level of reported profits of subsidiaries. This arrangement applies to
European subsidiaries from the 2001-2009 period; the authors do not name one
specific country, but examine heterogeneity across the Union. The European
Union has introduced the ATAD* and DAC 6 directives®, which oblige reporting

4 DAC6 (Council Directive (EU) 2018/822) (Directive on Administrative Cooperation)
establishes the obligation to report cross-border tax schemes that meet certain risk
characteristics, which are automatically exchanged between the tax authorities of
EU countries in order to counteract aggressive tax planning.

5 The Anti-Tax Avoidance Directive (EU-ATAD) is a set of minimum anti-tax avoidance
rules designed to ensure a consistent approach by EU countries to combat aggres-
sive tax planning and base erosion.
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of cross-border schemes and hinder aggressive profit transfers. As a result, dif-
ferences in CIT rates have less and less impact on the profitability of the branch.

Despite a common regulatory platform, Europe is not homogeneous. In
countries with dispersed shareholding, such as Germany or the United Kingdom,
RPTs mainly concern remuneration and management services and are moni-
tored by audit committees. Cases of abuse described in the American literature
(Gordon et al., 2004; Kohlbeck & Mayhew, 2017) are less important because
European corporations are more transparent and ownership structures are
diverse. In southern European countries, where ownership tends to be con-
centrated, well-known scandals (e.g., Parmalat) have led to the introduction of
a requirement for independent directors to approve RPTs, which has reduced
the number of controversial transactions. Elistratova et al. (2016) have shown
that more than half of listed Spanish companies are involved in RPTs, and these
transactions most often involve relationships with directors or major share-
holders. In an environment of concentrated ownership and weak protection
of minority shareholders, the authors point out that RPTs may foster minority
expropriation, suggesting that investors may treat companies with intensive
RPTs as riskier.

The countries of Central and Eastern Europe are more like emerging mar-
kets. Piechocki (2022), while examining companies from the West Pomeranian
Voivodeship, found that the high share of transactions with foreign owners
was associated with a decrease in return on assets (ROA), which indicates the
transfer of profits abroad. Mioduchowska-Jaroszewicz (2023) showed that both
tunneling and propping occur in Polish capital groups. The balance of these
activities depends on the ownership structure. In turn, Biatek-Jaworska (2017)
believes that companies with surplus cash granting loans to subsidiaries improve
the profitability of both parties, which is an example of the effective use of RPT.
Similar results were obtained in the Czech Republic and Romania (Brychta et al.,
2020). This means that the region is moving from an Asian model to a Western
European model — transparency is increasing, but there are still cases of abuse.

RPTs in Europe function mainly as a tool for legal tax optimization and cap-
ital management. Strict reporting standards and active oversight bodies make
overt abuses rare. However, differences in ownership structure and institutional
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maturity mean that both tunneling and propping can be found in Central and
Eastern Europe. Regulatory harmonization and OECD BEPS initiatives® reduce the
scope for abuse, but do not completely eliminate the risk, especially in smaller and
less transparent family groups. Although the European perspective is moderately
positive, it is worth noting a few nuances. First, the importance of RPT varies by
industry. In sectors intensive in intangible assets (technology, pharmaceuticals),
companies use licenses and know-how to transfer profits between countries, while
in capital-intensive sectors (energy, manufacturing), RPTs are mainly related to
loans and operating services. There are numerous European studies that show that
European companies transfer intellectual property (patents, licenses) to countries
with favorable taxation — which enables tax optimization through royalty payments
and transfer pricing. In practice, jurisdictions such as Ireland, Luxembourg, the
Netherlands, or Malta are most often chosen as destination countries (Baumann
atal.,, 2020).

Secondly, the corporate storms in Southern Europe, most notably the spec-
tacular collapse of Parmalat, have contributed to the introduction of a more
restrictive approach to related-party transactions. The scandal revealed that
opaque contracts with subsidiaries were used to hide debt and overstate liabil-
ities. This has mobilized Italian and Spanish regulators to strengthen the rules,
such as the requirement for independent directors to approve large contracts
with related parties and the accountability of managers for their marketabil-
ity. As a result, the number of multi-million credit related-party transactions
decreased significantly, and the role of auditors and supervisors in the assess-
ment of the RPT increased.

Thirdly, in the countries of Central and Eastern Europe, the state as the
owner often remains a key player’. In Poland, Romania, the Czech Republic, and
other countries in the region, state-owned ownership has a significant share

6 OECD BEPSis a 2013 OECD/G20 initiative to tackle base erosion and profit shifting
in international tax planning.

7  The fact that the state-owned enterprise (SOE) sector in Central and Eastern Euro-
pean countries continues to be of great importance is documented by the OECD
report from 2024: “Ownership and Governance of State-Owned Enterprises”.
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in the strategic sector — which creates a risk that RPTs may be used to achieve
economic policy objectives (e.g., saving jobs or infrastructure investments). In
such conditions, intra-group transactions are sometimes treated as a form of

“propping”, but at the same time they can lead to inefficiencies and disruption
of market mechanisms. In companies with strong concentration and a complex
ownership structure (e.g. family or pyramid schemes), such risks are particu-
larly high. The development of a detailed map of capital relationships and the
systematic assessment of their impact on financial results remain an urgent
and still relevant research challenge.

Africa. Early regulation and limited
number of studies

Africa remains the least studied region in the literature on related party trans-
actions. The few available studies focus on individual countries or sectors, and
the availability of empirical data is limited.

In general, linked transactions act as a substitute for underdeveloped capital
markets: they allow financing investments and maintaining liquidity, especially
in telecommunications and mining. Ouelhad;j et al. (2023) examined 60 Algerian
companies and found a positive, albeit moderate, impact of transfer pricing
intensity on the return on assets (ROA) at 10% materiality level, with only the
size of the company having a significant positive impact on ROA. Antwi (2021) on
a sample of Ghanaian companies noted a positive relationship between RPT and
profitability. In Ghana, the higher scale of RPTs was significantly correlated with
better profitability of listed companies. In Nigeria, on the other hand, related-

-party transactions had no impact on the return on equity (ROE), although they
correlated positively with the value of equity (Osakuni & Onuora, 2019). These
different results suggest that RPTs can stabilize financing, but the impact on
profitability depends on the context.

Taxes are a major topic of discussion on the African continent. Tax admin-
istrations are afraid of the erosion of the tax base, while companies strive to

47



Sl Between Tunneling and Efficiency — A Global Empirical Review of the Impact
of Related-Party Transactions (RPT) on Subsidiary Performance

minimize burdens. The OECD and the UN are providing training to tax authorities
to increase their ability to identify non-market prices. Since most subsidiaries
in Africa are wholly owned by foreign companies, majority-minority conflict is
rare, which reduces the risk of overt tunneling. As data transparency and avail-
ability improve, future studies may reveal more diverse results, but the picture
is currently moderately positive.

At the same time, World Bank reports point out that mining companies are
consolidating intangible assets and high-value functions in low-tax jurisdictions,
which erodes the tax base of host countries and requires strengthening supervi-
sion of related transactions (Guj at al., 2017). Weak IT infrastructure and limited
tax administration resources make it difficult to detect non-market transactions,
and much of the trade is carried out by corporations that can take advantage of
the lack of comparable prices. As a result, the tax office is exposed to a loss of
revenue, which is a challenge for the financing of public services. Further devel-
opment of the reporting system and international cooperation will be crucial for
the protection of local tax bases.

North and Latin America. Conflict
mitigation and tax strategies

The Americas regions are characterized by significant diversity in the scope of
related-party transactions, resulting primarily from different ownership struc-
tures and legal systems. In the literature, however, this diversity is most often
analyzed in joint comparative studies in which North America is a reference point
for Latin American countries.

In the United States and Canada, listed companies have dispersed share-
holding; the law (arm’s length® principle and documentation obligations), and

8 The arm’s length principle is an international transfer pricing standard according to
which transactions between related parties should be carried out on terms similar
to those between independent market participants.
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strong internal oversight, which limit abuse. Related-party transactions occur
here primarily in the context of international tax avoidance and as a potential
signal of managerial fraud. Gordon et al. (2004) showed that in the period
prior to the Sarbanes-Oxley Act®, high RPT values co-occurred with poorer
corporate governance and were discounted by the market, and Kohlbeck and
Mayhew (2017) showed that a high volume of RPTs correlated with a higher
risk of financial misstatements. Companies with large RPTs are therefore con-
sidered riskier, and analysts expect additional clarification. At the same time,
in North American corporations, the lack of dominant family owners makes
classic minority tunneling rare. Many U.S. companies are moving intellectual
property or services to jurisdictions with lower taxes, which is motivated
by fiscal optimization. Schemes such as the “Double Irish Dutch Sandwich”
sparked tax reform in the US in 2017 (Tax Cuts and Jobs Act) and global BEPS
initiatives that curb these practices. The tightening of regulations leads to
a change in the location of reported profits: they increase in home countries
and decrease in tax havens, which reflects an accounting change rather than
a real improvement in operating results.

In American literature, the meaning of the so-called “tone at the top” is
also emphasized. In the 1990s and early 2000s, the boards of directors of
some companies used related-party transactions to hide losses and pay loans
to management, the so-called conflict-of-interest loans, which were revealed
in the Enron and WorldCom scandals. This resulted in the introduction of the
Sarbanes-Oxley Act, which requires direct approval of RPTs by the audit commit-
tee. Research after 2004 shows that “tone at the top” is key — companies with
more ethical management contain fewer controversial RPTs, and disclosures are
more detailed. In a 2001-2012 study, Balsam et al. (2017) showed that during
the period under review, the number of reported related-party transactions
where the CEO was a party decreased and the number of transactions involving
external directors increased, reflecting a change in the profiles disclosed to

9 The Sarbanes-Oxley Act (SOX) is a 2002 U.S. law that enacts comprehensive reforms
in financial reporting, internal control, and audit oversight to protect investors and
restore confidence in capital markets after corporate scandals.
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RPTs in corporate reports. This change indicates a growing awareness that RPTs
require careful oversight, the share of transactions that could potentially be
used for private management benefits is decreasing, and the share of those that
go through more independent structures is increasing. The role of legislation
is also significant in the tax context. The reforms of the Tax Cuts and Jobs Act
introduced the BEAT® and GILTI** mechanisms, which impose additional taxes
on related-party transactions and on low-taxed foreign income. BEAT eliminates
the deductibility of payments to foreign affiliates, and GILTI taxes the global
profits of foreign subsidiaries, reducing the incentive to transfer income. Initial
analyses indicate that companies are adjusting their funding structure and IP
location to minimize the effects of BEAT/GILTI, which could shift some of the
profits back to the US.

At the same time, it should be noted that the literature lacks the most recent
broad empirical research (2020-2025) that would analyze RPTs in the US/Canada
on large samples and assess the impact of regulation after tax reforms.

In Latin America, the picture of related-party transactions varies strongly
between countries. This diversity is reflected in the empirical literature, which
focuses primarily on the countries with the greatest economic importance or the
best documented regulatory solutions, while limiting research on the region’s
smaller economies. In Brazil, in addition to the study by Bortolon and Leal (2020),
it has been observed that state-owned companies are more likely to lend to
related companies, which is interpreted as propping to maintain employment in
mining regions. In Chile, the implementation of the obligation to seek the opin-
ion of independent advisors for large transactions resulted in a decrease in the
number of controversial RPTs and an increase in investor confidence. By joining

10 BEAT (Base Erosion and Anti-Abuse Tax) is an additional tax to counteract the ero-
sion of the tax base, introduced as part of the Tax Cuts and Jobs Act (2017) in the
USA.

11 GILTI (Global Intangible Low-Taxed Income) is a minimum tax on foreign income
earned by controlled foreign companies (CFCs), also introduced by the Tax Cuts
and Jobs Act (2017) in the U.S.
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the USMCA, Mexico®? expanded transfer pricing documentation and introduced
the obligation to prepare local and group documentation, in accordance with the
OECD, limiting the possibility of hiding profits. In Argentina, on the other hand,
macroeconomic crises are causing family groups to make intensive use of inter-
nal loans to finance their activities, especially in the agricultural sector, which
leads to difficulties in distinguishing between propping and tunneling. These
differences highlight the need for national research and caution in generalization.
Latin America represents a model closer to the Asian one: family conglomer-
ates with one main owner and less access to external capital dominate. However,
the region is undergoing a regulatory transformation. Bortolon and Leal (2020),
when analyzing Brazilian listed companies, did not find a systematic deteriora-
tion in the results of RPTs. Larger companies were more likely to use intra-group
operational transactions, achieving economies of scale, and smaller companies
were more likely to engage in loans, which made investors more skeptical. In
Chile, Mexico, and Argentina, it was mandatory for large RPTs to be assessed by
independent experts and reported to regulators, which increased transparency
and reduced the scale of abuse.
A study by Mahenthiran et al. (2020) conducted on 104 Chilean companies
shows that longer seniority of the chief auditor and the presence of the so-called
“board links” (functional links of people on the management and supervisory
boards) were associated with a lower likelihood of misstatements), even in com-
panies with a large scale of related-party transactions (RPTs). This indicates that
RPTs, often considered a possible signal of abuse, do not have to be negative by
definition. With proper audit and corporate oversight, their negative potential
may be limited. There are few studies in the literature linking RPT to the quality
of reporting and auditing, thus the results of this work seem particularly valua-
ble as an impulse to include control variables (corporate governance, audit) in
analyses of the impact of RPT on the condition and results of companies.

12 The USMCA (United States-Mexico-Canada Agreement) is a free trade agreement
between the US, Mexico, and Canada, effective July 1, 2020, replacing NAFTA and
updating trade rules in the North American region.

51



Sl Between Tunneling and Efficiency — A Global Empirical Review of the Impact
of Related-Party Transactions (RPT) on Subsidiary Performance

The difference between North and South, therefore, lies in the role of owner-
ship structures. In North American corporations, the potential conflict of interest
mainly concerns managers, not owners; In Latin America, the majority-minority
conflict remains relevant, but increasing transparency and regulation limit the
space for tunneling

Summary

The intercontinental analysis indicates that the impact of related-party transac-
tions on subsidiaries depends on three main factors. First, the quality of corporate
governance and reporting requirements is crucial. In jurisdictions with strong
oversight and mandatory documentation, negative effects are rare, and RPTs
are seen as a tool for effective management. Second, the ownership structure
is decisive: large family conglomerates in Asia and Latin America, where the
gap between control and profit share is wide, are more likely to use RPTs to
redistribute value, while dispersed shareholdings in Western Europe and North
America limit this phenomenon. Thirdly, motivation is important —in developed
countries, RPTs are primarily used for tax optimization, while in developing econ-
omies they can be both a substitute for the capital market and an instrument
for redistributing resources.

Therefore, especially in the context of the European and American markets,
the narrative of automatic “expropriation of minorities at each RPT” seems
excessive and simplistic. It is more appropriate to see RPTs as an instrument
of an ambiguous nature: they can be both a source of fraud and real value,
depending on the control mechanisms, ownership structure, motivation, and
nature of the transaction. In the economic and corporate governance liter-
ature, it is most often assumed that transactions qualified as tunneling are
associated with a violation of the interests of minority shareholders. Controlling
shareholders or management may use RPTs to shift resources (e.g., by selling
assets at an underprice, granting loans on unfavorable terms, generating arti-
ficial costs), leading to the expropriation of the subsidiary’s value. Such actions
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are conducive to a deterioration in financial results, a decrease in profitability,
a deterioration in liquidity, or an increase in risk.

At the same time, the regional perspective shows that these practices do
not occur in the same intensity in all parts of the world. In Asia, overt cases of
tunneling in state-owned companies coexist with examples of propping and
the effective use of internal capital markets. Europe and North America have
strict regulatory and reporting standards in place to curb fraud, although profits
continue to be transferred abroad in Central and Eastern Europe. In Africa, the
financial functions of RPTs dominate, while in Latin America, growing investor
awareness and regulatory developments lead to neutral or moderately positive
effects. In a theoretical context, Elhelaly (2014), making a synthetic and critical
analysis of approaches to related-party transactions, points out that a signifi-
cant part of empirical research is based on the perspective of agency theory in
which RPTs are primarily understood as a mechanism of expropriation of minor-
ity shareholders (tunneling). However, the author emphasizes that focusing on
owner-manager or owner-owner conflict leads to the overlooking of potentially
positive functions of related-party transactions, such as improving resource allo-
cation, reducing transaction costs, or stabilizing the operations of companies
within capital groups. In the methodological dimension, Elhelaly draws attention
to the limitations of dominant quantitative analyses based on reporting data,
calling for the development of mixed and qualitative research that would allow
better capturing of the motivations and context of RPT decisions.

Final conclusions and recommendations

A review of the literature indicates that transfer pricing and related-party trans-
actions are an integral part of the functioning of capital groups, but their impact
on subsidiaries is ambivalent. The institutional environment remains the deter-
mining factor. In jurisdictions with developed transparency and strong corporate
governance, RPTs are primarily used for tax optimization and efficient resource
management, while negative impacts are sporadic and limited by supervisory
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mechanisms. In economies with concentrated ownership and weaker supervision,
RPTs can be used to expropriate minorities, although increasing transparency
and the role of institutional investors are conducive to reducing this threat. The
results of the review are therefore moderate: an instrument that supports value
creation in some conditions may reduce it in others.

From a practical point of view, subsidiaries should implement procedures
for assessing the arm’s length principle of transactions and use the expertise
of independent specialists in the field of transfer pricing and RPT mechanisms.
Related-party transactions and transfer pricing policies should be subject to
systemic risk management across the group, with clearly defined processes for
identifying, monitoring, and reporting tax, operational, and reputational risks.
Supervisory boards must actively monitor RPTs and ensure that the interests
of all stakeholders are balanced, and regulators should continue to harmonize
regulations on intra-group transactions, including initiatives taken at the inter-
national level (e.g., OECD BEPS, ATAD) that affect the scope of disclosures and
oversight mechanisms for RPTs.

Based on the results of the literature review, it is also possible to build a gen-
eral model of the functioning of related party transactions along with the iden-
tification of situational conditions for their implementation, taking into account
such determinants as ownership structure, institutional nature of the market,
quality of corporate governance, and tax regimes. Given the complexity of the
mechanisms and their dependence on the institutional context, future research
should remain cautious in drawing generalized conclusions and focus on the
long-term effects of RPTs on investment, innovation, and the financial stability
of companies. Further work could also include literature in languages such as
Spanish or French, allowing for an in-depth analysis of the institutional context
and practices of RPT in regions that are widely represented in the global econ-
omy but less frequently cited in English-language literature.
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ABSTRACT

Objective: The main objective of this study was to examine how culinary heritage
is perceived and utilized in the context of tourism development in Poland and
to identify factors influencing its economic and image potential.

Methodology: An online CAWI survey was conducted among two groups of
respondents. The questionnaire comprised 28 closed and 4 open questions
grouped into four thematic blocks: frequency and forms of participation in
food-related tourism activities, evaluation of authenticity and quality of culi-
nary offerings, motivational drivers (cognitive, hedonic, social), and perceived

influence of culinary experiences on overall destination image.

Findings: Applying mixed methods (quantitative and qualitative) enabled a com-
prehensive view of how culinary heritage is perceived and used in Poland as

a tourism and economic resource. The quantitative component captured the

structure of participation in food tourism, the main motivations of tourists, and

the assessments of the gastronomic offer. The qualitative component deepened

our understanding of meanings, emotions, and narratives related to gastronomy —
from the perspectives of both tourists and industry stakeholders. The results

show that food tourism in Poland is in a phase of dynamic growth while a model

of cooperation between the public, private, and social sectors is taking shape.

Value Added: The literature and practical examples indicate that skillful manage-
ment of culinary heritage can bring measurable economic benefits. In regions
where integrated strategies for promoting cuisine have been implemented (e.g.,
Italy, France, South Korea), one observes growth in gastronomy sector employ-
ment, increased export value of regional products, and greater tourist interest
in local offerings. In Poland, this potential is only beginning to reveal itself, yet its
impactis already visible in rural development, the revitalization of local markets,
and rising interest in organic agriculture and regional culture.
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Recommendations: To fully leverage the potential of culinary heritage, it is
necessary to create a coherent national strategy for food tourism, strengthen
cross-sector cooperation, introduce systemic protective measures to safeguard
the authenticity of traditional products against excessive commercialization, and
promote cuisine as an element of public diplomacy.

Key words: culinary heritage, food tourism, destination governance, authenticity,
economic asset, Poland

JEL codes: 732, 710, L83, 018

Introduction

In contemporary tourism economies, destinations compete not only through
infrastructure and accessibility but increasingly through symbolic differentiation.
As global mobility intensifies and digital platforms expose travelers to standard-
ized representations of places, the distinctiveness of cultural identity becomes
a strategic resource. Within this context, culinary heritage has emerged as one of
the most visible and experientially accessible expressions of local culture. Food
is not merely consumed,; it is interpreted, narrated, photographed, shared, and
remembered. It operates simultaneously as cultural artifact, economic commod-
ity, and relational medium.

The growing prominence of gastronomy in tourism policy discourse has
led to frequent assertions that culinary heritage constitutes an economic asset
capable of stimulating regional development, strengthening nation brands,
and enhancing destination competitiveness. However, while the symbolic and
experiential value of food is widely acknowledged, the institutional conditions
under which this value translates into measurable economic outcomes remain
less clearly theorized. Cultural richness does not automatically produce eco-
nomic performance. The transformation of culinary heritage into sustained
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economic capital depends on governance structures, stakeholder coordination,
strategic communication, and sustainability frameworks.

This tension between cultural value and economic translation is particularly
visible in emerging tourist destinations. In this article, the notion of “emerg-
ing” is not understood exclusively in terms of visitor growth or infrastructure
expansion. Rather, it denotes institutional emergence: contexts in which dis-
tinctive cultural resources exist and tourism demand is present, yet strategic
coordination mechanisms, evaluation systems, and branding frameworks are
still consolidating. In such settings, culinary heritage may possess strong sym-
bolic resonance while lacking systematic integration into national or regional
development strategies.

Poland offers a compelling case for examining this dynamic. The country’s
culinary traditions reflect centuries of intercultural exchange shaped by shifting
borders, migration flows, and agricultural practices. Regional cuisines vary sig-
nificantly and are increasingly mobilized within festivals, culinary trails, and pro-
motional campaigns. At the same time, tourism governance in Poland remains
relatively decentralized, with regional initiatives often operating independently.
This configuration provides fertile ground for exploring how culinary heritage
is positioned between symbolic capital and economic ambition.

This study addresses the following research question: under what insti-
tutional and perceptual conditions can culinary heritage function as an eco-
nomic asset in emerging tourist destinations? Rather than measuring macro-
economic impact directly, the article adopts an exploratory mixed-method
approach to examine tourist perceptions, motivational structures, and stake-
holder perspectives on coordination and barriers. By integrating empirical find-
ings with theoretical debates on authenticity, symbolic capital, governance, and
sustainability, the study advances the concept of culinary heritage as a con-
ditional economic asset — one whose economic potential is contingent upon
institutional alignment.
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Theoretical Framework
Culinary Heritage as Symbolic and Cultural Capital

Culinary heritage occupies a distinctive position within the broader category
of intangible cultural heritage because it combines material and immaterial
elements. Recipes, ingredients, and production techniques are tangible in form,
yet their meaning derives from social memory, ritual practice, and intergener-
ational transmission. As UNESCO (2003) emphasizes, intangible heritage exists
through performance and reproduction within communities. It is neither static
nor detached from contemporary contexts.

From a sociological perspective, culinary practices can be interpreted
through Bourdieu’s (1984) concept of cultural and symbolic capital. Cultural
capital encompasses embodied knowledge, aesthetic preferences, and com-
petencies acquired through socialization. In the tourism contexts, local cuisine
represents embodied cultural capital at a territorial scale. When recognized
and valued by visitors, this capital may transform into symbolic capital — social
recognition that enhances prestige and legitimacy.

However, symbolic capital does not automatically convert into economic
capital. Bourdieu (1984) highlights that such conversion requires specific fields
and institutional conditions. Applied to tourism, this suggests that culinary her-
itage generates economic value only when embedded within market structures
and supported by legitimizing institutions. Without mechanisms for recogni-
tion, certification, branding, and distribution, symbolic appreciation may remain
detached from measurable economic outcomes.

This distinction is crucial for avoiding simplistic assumptions that cultural
unigueness inherently produces economic development. Culinary heritage can
enhance reputation and differentiation, but its economic translation depends
on structured mediation.
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Authenticity and the Tourist Gaze

Debates on authenticity provide further theoretical grounding. MacCannell
(1973) argued that tourists seek authentic experiences as a reaction to modern
alienation. Yet he also demonstrated that tourism settings frequently involve
staged authenticity, where representations are curated for visitor consumption.
Later, Wang (1999) expanded this framework by distinguishing objective authen-
ticity from existential authenticity. The latter refers to the subjective feeling of
authenticity experienced by tourists, independent of strict historical accuracy.

Recent syntheses (Ellis et al., 2018) emphasize the multidimensional nature
of food tourism, encompassing cultural, experiential, and economic dimensions.

Culinary tourism often operates within this existential domain. Visitors may
perceive a meal as authentic because it evokes emotional connection, hospitality,
or perceived locality, even if recipes have evolved or adapted. Authenticity thus
becomes relational and negotiated.

The economic implications of authenticity are complex. On one hand, authen-
ticity enhances attractiveness and willingness to pay. On the other hand, com-
mercialization risks diluting authenticity, leading to homogenization. Cohen and
Avieli (2004) argue that tourism-driven adaptation of cuisine may alter local food
practices to match visitor expectations. This dynamic generates tension between
preservation and profitability.

Therefore, authenticity must be understood as both a resource and a con-
straint. It strengthens symbolic capital but imposes limits on commodification.
Economic translation of culinary heritage requires careful management of this
balance.

Food Tourism within the Experience Economy

The rise of food tourism is inseparable from the shift toward experiential con-
sumption described by Pine and Gilmore (1999). In the experience economy,
consumers seek memorable and emotionally engaging events rather than stand-
ardized goods. Gastronomy offers multisensory engagement combining taste,

smell, narrative, and social interaction.
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Richards (2015) emphasizes co-creation in contemporary gastronomic expe-
riences. Visitors increasingly participate in workshops, farm visits, and storytell-
ing events. These practices enhance perceived authenticity and deepen emo-
tional engagement. From a value-creation perspective, co-creation expands the
role of tourists from passive consumers to active participants.

However, experiential value alone does not guarantee economic resilience.
Experiences must be embedded in supply chains and supported by organiza-
tional structures capable of sustaining quality and visibility. Hjalager (2010)
highlights innovation as a driver of competitiveness in tourism, yet innovation
requires coordination across actors. Recent scholarship further emphasizes
the strategic positioning of food tourism within broader destination compet-
itiveness debates, highlighting its role in differentiation and market resilience
(Okumus, 2021).

Thus, experiential richness must intersect with managerial capacity for sus-
tained economic impact. Forward-looking analyses further suggest that the
future of food tourism will increasingly depend on authenticity management,
digital storytelling, and integration of sustainability principles into destination
strategies (Yeoman et al., 2020).

Destination Governance and Network Coordination

Tourism development occurs within multi-actor governance systems. Hall (2008)
conceptualizes tourism planning as a process shaped by interactions between
public authorities, private enterprises, and community stakeholders. Effective
governance involves coordination, shared vision, and policy alignment.

Policy-oriented analyses also underline the growing institutionalization of
gastronomy within national tourism strategies, particularly in contexts where
governments actively integrate culinary heritage into destination marketing
frameworks (UNWTO, 2019).

Dredge (2010) argues that fragmented governance structures may limit inno-
vation and reduce strategic coherence. In decentralized systems, initiatives may
emerge organically but lack cumulative integration. For culinary heritage, this
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implies that local festivals, restaurants, and producers may operate successfully
at a micro level while failing to generate macro-level economic effects.

Network theory suggests that relational capital among stakeholders influ-
ences competitiveness. Trust, information exchange, and collaborative platforms
facilitate collective action. Without such networks, culinary initiatives risk dupli-
cation and inconsistent quality.

Therefore, governance constitutes a mediating variable between symbolic
capital and economic outcomes. Culinary heritage becomes economically pro-
ductive not solely because of its intrinsic qualities but because governance
frameworks enable its coordination and scaling.

Nation Branding and Gastrodiplomacy

Cuisine increasingly functions within nation branding strategies. Anholt (2007)
conceptualizes competitive identity as the strategic management of national
reputation across economic and cultural domains. Food serves as an accessible
representation of national identity, often transcending language barriers.

Rockower (2012) describes gastrodiplomacy as the deliberate use of cuisine
to influence foreign publics and enhance soft power. Countries such as Thai-
land and South Korea have implemented state-supported programs promoting
national cuisine abroad. These initiatives integrate tourism, agriculture, and
foreign policy.

In such cases, culinary heritage operates within coordinated policy ecosys-
tems. Branding, export promotion, and certification systems facilitate transla-
tion of cultural recognition into economic performance. The absence of similar
integration may constrain economic leverage, even when culinary diversity is
substantial.

Sustainability and the Limits of Commodification

Sustainable tourism frameworks (UNWTO, 2022) emphasize the need to align
economic development with environmental responsibility and cultural preser-
vation. Culinary tourism can support local agriculture and short supply chains,
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enhancing regional resilience. However, scaling production to meet tourism
demand may strain local ecosystems or encourage standardization.

The Slow Food movement (Petrini, 2003) advocates for balancing quality,
locality, and fairness. This approach highlights the ethical dimension of culinary
heritage management. Economic exploitation without cultural sensitivity may
undermine long-term viability.

Hence, sustainability functions as a normative boundary condition. Culinary
heritage may generate economic value only when commodification does not
erode cultural legitimacy or environmental balance.

Conceptual Framing: Culinary Heritage as
a Conditional Economic Asset

Building on the preceding theoretical discussion, culinary heritage can be con-
ceptualized as a conditional economic asset. Unlike physical infrastructure, its
economic potential depends on alignment among three dimensions: symbolic
recognition, governance coordination, and sustainability integration.

Symbolic recognition emerges through authenticity and experiential engage-
ment. Governance coordination enables scaling, branding, and market access.
Sustainability integration ensures long-term legitimacy and resilience. Economic
outcomes arise at the intersection of these dimensions.

This framing avoids deterministic assumptions that cultural uniqueness auto-
matically produces development. Instead, it situates culinary heritage within
a dynamic system where economic translation depends on institutional maturity.
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Methodology
Research Design and Rationale

The study adopts a mixed-method exploratory design combining quantitative and
qualitative approaches. This design was selected to capture both the perceptual
dimension of culinary heritage among tourists and the institutional dimension
articulated by stakeholders involved in its management and promotion. Given
the study’s focus on conditional economic potential rather than direct macroe-
conomic measurement, the methodological strategy emphasizes triangulation
of perspectives rather than statistical generalization.

The integration of methods serves two purposes. First, it enables exami-
nation of how culinary heritage influences destination image and tourist moti-
vations at an experiential level. Second, it allows identification of governance-

-related barriers and coordination challenges that shape the institutional
translation of symbolic value into economic opportunity.

Quantitative Component

The quantitative component consisted of a Computer-Assisted Web Interview
(CAWI) survey conducted between May and August 2024. The final dataset
included responses from 800 participants: 600 domestic tourists and 200 foreign
visitors who had traveled in Poland within the preceding two years. The structure
of the survey sample is summarized in Table 1.
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Table 1. Structure of the survey sample

Variable Category N %
Tourist type Domestic 600 75.0
Foreign 200 25.0
Gender Female 464 58.0
Male 336 42.0
Age group 18-24 128 16.0
25-44 416 52.0
45-60 224 28.0
60+ 32 4.0
Education Secondary 248 31.0
Bachelor’s degree 304 38.0
Master’s degree or higher 248 31.0

Source: Author’s own elaboration.

Participants were recruited via online travel communities, tourism-related
social media groups, and targeted mailing lists of travel platforms. While the
sampling strategy was non-probabilistic and voluntary, efforts were made to
ensure heterogeneity with respect to age, gender, educational attainment, and
travel frequency. The sample included respondents aged 18—65+, with the larg-
est proportion in the 25—-44 age group, reflecting active travel demographics.

The questionnaire comprised sections addressing:

+  frequency and forms of participation in food-related tourism activities,
»  evaluation of authenticity and quality of culinary offerings,

. motivational drivers (cognitive, hedonic, social),

. perceived influence of culinary experiences on overall destination image.

Responses were measured primarily on five-point Likert scales. Descriptive statis-
tics were calculated to assess distribution patterns. Pearson correlation analysis
was applied to examine the relationship between culinary evaluation scores and
overall destination image ratings.
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Although the survey sample was not statistically representative of all tour-
ists visiting Poland, it provides indicative insights into prevailing tendencies.
The voluntary online format may involve self-selection bias, as individuals with
interest in gastronomy could be more likely to participate. Consequently, find-
ings are interpreted cautiously and positioned within the exploratory scope
of the study.

Qualitative Component

The qualitative component comprised fifteen semi-structured in-depth interviews
(IDIs) and three focus group interviews (FGls). Interviewees included restaura-
teurs, regional tourism organization representatives, local government officials,
and artisanal food producers. Research was conducted in Matopolskie, Kujawsko-

-Pomorskie, and Podkarpackie regions, selected due to their visible culinary
initiatives and diversity of gastronomic traditions.

Interviews explored perceptions of culinary heritage, strategies for promo-
tion and branding, forms of intersectoral cooperation, administrative challenges,
and views on commercialization and sustainability. Discussions typically lasted
between 60 and 90 minutes and were recorded with participant consent.

Data were transcribed and analyzed using thematic coding. Initial open
coding identified recurrent themes, followed by axial coding to establish rela-
tionships between authenticity, governance coordination, certification proce-
dures, funding stability, and perceived economic impact. Thematic saturation
was reached within the sample, as similar patterns emerged across regions.

Analytical Integration

Integration of quantitative and qualitative findings occurred at the interpretative
stage. Quantitative results provided patterns of perception and motivation, while
qualitative narratives contextualized these patterns within institutional structures.
This triangulated approach enhances internal validity and supports the conceptu-
alization of culinary heritage as a relational and governance-dependent resource.
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Results
Participation and Behavioral Patterns

Survey findings indicate that culinary engagement constitutes a significant com-
ponent of travel experiences in Poland. Seventy-three percent of respondents
reported participation in at least one food-related activity during recent travel.
The most frequently reported activities included attendance at food festivals,
visits to regional restaurants and agritourism farms, and purchase of traditional
products at local markets.

Domestic and foreign respondents displayed comparable participation rates,
though differences emerged in motivational emphasis. Foreign visitors more
frequently emphasized cultural discovery and learning about local traditions,
whereas domestic tourists more often highlighted pleasure, relaxation, and social
interaction. These distinctions suggest differentiated positioning strategies for
domestic versus international markets.

Average evaluation of Poland’s culinary offer exceeded four points on a five-
point scale, with diversity and perceived authenticity receiving the highest rat-
ings. As shown in Table 2, perceived authenticity and overall destination image
also received high mean scores.

Table 2. Descriptive statistics of perceptual and motivational variables (5-point scale)

Variable Mean (M) Standard Deviation (SD)

Overall evaluation of

culinary offer 4.20 0.68
Perceived authenticity 4.10 0.72
Cognitive motivation 3.92 0.81
Hedonic motivation 3.84 0.76
Social motivation 3.55 0.88
Overall destination image 4.30 0.65

Source: Author’s own elaboration.
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Lower evaluations were associated with international promotion and avail-
ability of information in foreign languages, indicating potential communication

gaps.
Culinary Experience and Destination Image

Pearson correlation analysis revealed a strong positive association (r = 0.68,
p < 0.001) between overall evaluation of culinary experiences and perception

of Poland as an attractive tourist destination. The correlation results are sum-
marized in Table 3.

Table 3. Pearson correlation between culinary evaluation and destination image

Variable 1 Variable 2 r p-value

Culinary offer evaluation Destination image 0.68 <0.001

Source: Author’s own elaboration.

The empirical findings of this study indicate that respondents who rated
culinary offerings highly were significantly more likely to perceive the destination
as authentic, culturally rich, and welcoming. The correlation coefficient indicates
a strong positive relationship; however, causality cannot be inferred from this
association.

While similar relationships have been identified in Mediterranean and East
Asian contexts, the current data confirm the relevance of this dynamic within
Poland. However, it must be emphasized that the observed relationship concerns
perceptual variables rather than direct economic indicators. The statistical asso-
ciation suggests image-building potential but does not quantify economic output.

Identity Narratives and Emotional Engagement

Qualitative analysis reveals that culinary heritage operates as a narrative medium
linking individual memory with collective identity. Interview participants fre-

nou

quently referred to “returning to childhood flavors”, “preserving grandmother’s
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recipes”, and “sharing tradition with visitors”. These narratives illustrate the
existential authenticity described by Wang (1999), wherein authenticity is expe-
rienced emotionally rather than verified historically.

Food festivals were described as spaces of communal exchange rather than
mere consumption venues. Producers emphasized storytelling as integral to
visitor engagement. This narrative dimension contributes to symbolic capital
formation, reinforcing perceptions of authenticity and locality.

However, the empirical material also demonstrates that storytelling remains
largely localized. Few interviewees described coordinated national-level narra-
tives integrating regional culinary identities within a unified framework. This
fragmentation limits cumulative branding impact.

Governance Constraints and Institutional Gaps

Across interviews, fragmentation emerged as a recurrent theme.

As qualitative insights are context-specific and derived from selected regions,
they should be understood as illustrative of institutional tendencies rather than
exhaustive representations of national conditions.

Stakeholders reported limited cross-sector coordination, short-term funding
cycles, and administrative complexity associated with certification of traditional
products. Smaller producers expressed concerns regarding bureaucratic burdens
and insufficient advisory support.

The absence of integrated monitoring systems linking culinary events to
measurable economic indicators was also noted. While local initiatives often
succeed in attracting visitors, systematic evaluation of economic spillovers —
such as employment effects or supply chain integration — remains limited.

These findings align with destination governance literature emphasizing the
importance of network coordination for scaling cultural assets. The Polish case
illustrates a context in which symbolic and experiential potential exists, yet insti-

tutional alignment remains partial.
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Discussion
From Symbolic Recognition to Economic Translation

The empirical findings confirm that culinary heritage in Poland possesses strong
symbolic and experiential appeal. High evaluation scores and the statistically
significant association between culinary satisfaction and overall destination
image demonstrate that gastronomy functions as a key component of perceptual
positioning. However, symbolic recognition alone does not constitute economic
capitalization.

The distinction between symbolic capital and economic capital is analyti-
cally crucial. While respondents associate Polish cuisine with authenticity and
hospitality, these perceptions must be embedded within structured economic
systems to generate durable impact. In destinations such as Italy or France,
culinary heritage has been institutionalized through protected designation
systems, export frameworks, and coordinated national branding. In these
contexts, symbolic capital is systematically converted into economic capital
through governance mechanismes.

The Polish case illustrates an intermediate stage in this process. The con-
clusions drawn here are based on perceptual and narrative data rather than
direct financial metrics, and therefore should be interpreted as indicative of
structural conditions rather than as quantified economic effects. Symbolic rec-
ognition exists at the experiential level, yet institutional frameworks enabling
systematic scaling remain fragmented. This supports the conceptual framing
of culinary heritage as a conditional economic asset. The condition lies in gov-
ernance alignment and strategic integration.

Authenticity, Commodification, and Institutional Maturity

The qualitative findings highlight a tension between authenticity preservation
and commercialization. Stakeholders express pride in regional traditions while
simultaneously seeking broader visibility. This tension reflects the broader debate
in tourism studies regarding commodification of culture.
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Cohen and Avieli (2004) caution that excessive adaptation to tourist expec-
tations may dilute authenticity. However, complete resistance to commerciali-
zation may limit economic opportunity. The challenge for emerging destinations
lies not in avoiding commodification altogether but in managing its boundaries.

Institutional maturity becomes decisive here. Mature governance systems
develop quality standards, certification mechanisms, and coordinated branding
strategies that preserve core cultural elements while enabling market integration.
In contexts where governance is still consolidating, commercialization risks either
superficial branding or administrative overload.

The Polish case suggests ongoing negotiation of this balance. Certification
systems exist but are perceived as bureaucratically demanding. Local initiatives
flourish, yet national coordination remains partial. The capacity to manage
authenticity without overstandardization constitutes a central governance
challenge.

Domestic versus International Positioning

Differences between domestic and foreign respondents reveal strategic impli-
cations.

Although the observed differences suggest distinct positioning strategies,
the sample size of foreign respondents (n = 200) warrants cautious interpre-
tation, particularly regarding subgroup generalization. Foreign tourists more
frequently emphasize cultural discovery, while domestic tourists prioritize
hedonic and social dimensions. This divergence suggests differentiated mar-
keting strategies.

International positioning may benefit from emphasizing heritage narra-
tives, intercultural history, and regional distinctiveness. Domestic marketing
may focus on experiential pleasure and community engagement. Such seg-
mentation requires integrated communication frameworks capable of tailor-
ing narratives without fragmenting brand identity.

Failure to differentiate positioning may limit international competitiveness.
The relatively lower ratings for multilingual information indicate unrealized
potential in global outreach.
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Conditional Economic Assets and Emerging Destinations

The concept of culinary heritage as a conditional economic asset contributes to
broader debates on cultural resource management. Unlike physical infrastructure,
intangible heritage cannot be constructed through financial investment alone. It
requires relational trust, intergenerational continuity, and community legitimacy.

Emerging destinations are characterized by partial institutional consolida-
tion. Cultural richness may be abundant, yet governance structures capable of
scaling and monitoring impact are still evolving. In such contexts, overestimating
immediate economic effects risks undermining credibility.

The present study demonstrates that economic translation depends on
three intersecting dimensions: symbolic recognition, governance coordina-
tion, and sustainability integration. Absence of any one dimension weakens
transformation capacity. This tripartite framing provides a conceptual model
applicable beyond the Polish case.

Conclusions

The study set out to examine under what conditions culinary heritage can
function as an economic asset in emerging tourist destinations. The empirical
findings confirm that culinary experiences significantly shape destination image
and generate strong perceptions of authenticity and cultural richness. However,
the analysis also demonstrates that experiential value does not automatically
translate into measurable economic outcomes.

Culinary heritage should therefore be understood as a conditional economic
asset. Its economic potential emerges only when symbolic capital is supported
by governance alignment, strategic coordination, and sustainability principles.
In Poland, symbolic and experiential foundations are well developed, yet insti-
tutional integration remains in progress.

The contribution of this study lies in integrating anthropological perspectives
on authenticity, resource-based theory, and destination governance literature
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into a unified framework. By conceptualizing economic translation as contingent
rather than automatic, the article offers a more nuanced interpretation of cul-
tural resource management.
The framework proposed in this study may support strategic decision-
-making processes within destination management organizations.

Theoretical Implications

The findings advance theoretical discussions in three areas. First, they demon-
strate that symbolic capital requires institutional mediation to become eco-
nomically productive. Second, they highlight the relational nature of intangible
heritage, which depends on community legitimacy rather than ownership. Third,
they reconceptualize emerging destinations as institutionally maturing systems
rather than merely developing markets.

Practical and Policy Implications

Policy frameworks aiming to leverage culinary heritage should prioritize coor-
dination across ministries responsible for tourism, culture, and agriculture.
Simplified certification systems, advisory support for small producers, and
unified international communication strategies would strengthen economic
translation.

Moreover, evaluation mechanisms linking culinary initiatives to economic
indicators should be developed. Evidence-based monitoring would enhance
credibility and strategic learning.
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Limitations and Future Research

The exploratory design and non-probabilistic sample limit generalizability. Future
research should incorporate longitudinal economic indicators and comparative
analysis of governance models across countries. Further investigation into digital
branding strategies and supply-chain integration would also enrich understanding
of economic translation processes.

The correlation coefficient indicates a strong positive relationship; however,
causality cannot be inferred from this association.
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ABSTRACT

Objective: The main objective is to analyze the impact of organizational learning
through crisis situations on the effectiveness of coping with them (or minimizing
their occurrence) in the future in a logistics company — from the perspective of
rank-and-file employees (with over 5 years of service). The main objective is
also related to identifying the occurrence of organizational change caused by
organizational learning through crisis situations.

Methodology: The literature section includes the authors’ considerations of
three major research areas related to the issues of organizational learning, crisis
situations in transport organizations, and organizational change. The empirical
part presents the results of the authors’ own qualitative research on the impact
of organizational learning on dealing with crisis situations — and how, and if at
all, it leads to organizational change.

Findings: Our own research shows that organizational learning through crisis
situations contributes to minimizing their occurrence in the future. Furthermore,

it leads to organizational change.

Value Added: The results of the study bring us closer to understanding how
organizational learning through crises situations contributes to organizational
change, which can account for increases in work effectiveness.
Recommendations: Logistics companies should pay more attention to the role of
knowledge sharing in structures and to organizational learning through crisis sit-

uations, as this increases the effectiveness of dealing with organizational threats.

Key words: organizational learning, crisis situations, organizational change, logis-
tics companies, transportation

JEL codes: M10, M14, M16, L20, L21, L91
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Introduction

Change is the end result of all true learning
— Leo Buscaglia

Today’s organizations face a brutal choice of “learn or die” (Bontis et al., 2002,
p. 437; Aspara et al., 2023). Contemporary logistics organizations are charac-
terized by above-average volatility, instability, and uncertainty related to their
functioning and survival in today’s market. Companies in the logistics sector face
many obstacles which, despite hindering day-to-day logistics operations, build
organizational identity and develop openness to change. Crisis situations are
an inevitable part of both human and organizational life. They are multidimen-
sional and multi-level in nature, as they can affect aspects of everyday life, social,
psychological, environmental, economic, political, and even existential aspects.

Crisis situations are usually associated with negative phenomena, with
pejorative connotations, where they are described as problematic events in
an organization that disrupt the current state of affairs —and this is indeed the
case. On the other hand, referring to the etymology of the word crisis, in Japan
it is written with two characters, where the first can mean “danger” and the
second “opportunity” or “possibility” (Wystocka, 2011, p. 139). It seems that
the perspective adopted by a leader or employee in an organization is impor-
tant — whether they treat a crisis situation as a negative phenomenon that
needs to be resolved as quickly as possible, or whether they treat it as a kind
of lesson. From this lesson, conclusions can be drawn, the practical application
of which contributes to the expansion of the most important resource in the
organization, which is knowledge — both explicit and tacit (see Polanyi, 1964).

Knowledge within an organization and sharing it can contribute to the
increased efficiency of individual structures in companies, including logistics.
It seems that through crisis situations or crises, modern organizations are
able to learn, develop, draw conclusions, and create practical action plans
that minimize the occurrence of problematic situations in the future. Crisis
situations in companies often turn out to be turning points, leading to change
for better or worse. The self-awareness of employees who are open to change,
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expanding their knowledge, and willing to learn — including organizational
learning — proves to be important.

This article consists of two main parts: literature review and empirical
research. The literature section will present the issues of organizational learn-
ing in organizations, crisis situations in transport companies, and the concept
of organizational change. The empirical section will present the methodology
and methods of our own qualitative research, the results of this research along
with a discussion, implications for management, conclusions, recommenda-
tions, and research limitations.

The article has one main objective, which can also be interpreted as
a research problem: analyzing the impact of organizational learning through
crisis situations on the effective management of such situations in the future
in transport companies by rank-and-file employees. Moreover, the main
objective is to identify organizational change through organizational learning
in crisis situations. In order to achieve this objective, one research question
was posed in this paper, namely:

Q1: Can organizational learning in crisis situations influence their effective
handling in the future (or minimizing their occurrence) in a transport
company by rank-and-file employees, and if so, how? Can organizational
learning through crisis situations in a transport company lead to organ-
izational change?

The paper argues that organizational learning through crisis situations has a pos-
itive impact on the ability of rank-and-file employees to deal effectively with
them in a transport company. Furthermore, organizational learning through crisis
situations in transport companies can lead to organizational change for the better.

The article refrains from formulating a priori hypotheses, but an attempt will
be made to propose post factum hypotheses.
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Literature Review
Organizational Learning

The concept of organizational learning has been discussed for decades in numer-
ous works in the field of social sciences, including management sciences (see
e.g., Becker, 2017; Basten & Haamann, 2018; Levitt & March, 1988; Easterby-

-Smith & Lyles, 2011; Argote, 2011). The concept of organizational learning
is inextricably linked to other concepts such as Organizational Learning (OL),
Knowledge Management (KM), Organizational Knowledge (OK), and the Learn-
ing Organization (LO) (see e.g., Easterby-Smith & Lyles, 2011, p. 4). It should be
noted that the first authors to refer to the concept of organizational learning in
the literature were Cyert and March (1963), who postulated that organizations
possess knowledge, learn, and, over time, treat their knowledge base and social
capital as their most valuable assets.

When discussing the development of the concept of organizational learn-
ing, it is important to mention the unquestionable influence of classic works by
authors such as John Dewey and Michel Polanyi.

Dewey (1916) stated that learning is effective when it is based on action, and
thus, in a sense, on an individual and practical level (1916). His ideas of learning
through experience fit into models of individual learning within organizations,
where the process takes place between experience and reflection (Dewey, 1916).
It should be added that learning through action can be one of the key tools of
a learning organization.

Polanyi (1964) divides knowledge into explicit (formalized) and tacit (hidden).
The author argues that explicit knowledge is characterized by ease of articulation,
formalization, conceptualization, codification, and sharing (Polanyi, 1964). Tacit
knowledge, on the other hand, is difficult to read and express — it is impossible
to write down and verbalize (Polanyi, 1964). Importantly, tacit knowledge also
includes experience, human wisdom, and intuition. This issue is not irrelevant to
crisis situations in organizations, because the awareness that the importance of
classified information can affect the effective functioning of structures in every-
day, routine activities in an organization only confirms that employee attitudes
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in the face of organizational threats can have a real impact on the emergence
or minimization of crisis or problem situations in organizations.

Moving on to the terminology of organizational learning, Basten and
Haamann (2018) argue that it is a process whereby organizations change their
mental models, rules, habits, processes, or knowledge, in which the overall
effective functioning of the enterprise is maintained or improved (2018, p. 2;
see Chiva et al., 2014, p. 689). It can be said that the goal of organizational
learning may be to adapt organizational processes in such a way as to direct
certain activities. This seems to be particularly important for organizations
that operate in a turbulent and unpredictable environment — for example,
in the logistics sector — where responding to various circumstances faster
than competitors can prevent crisis situations from arising.

Organizational learning can also be defined as a change in the knowledge base
of a company that occurs as a result of past experiences (Espejo & Flores, 2021).

Alrefaai and Khalil (2019) argue that acquiring and creating knowledge,
retaining it within structures, and passing it on can be classified as organiza-
tional learning (2019).

Fiol and Lyles (1985) state that organizational learning is the process of
improving the performance of individuals and groups within an organization
by creating more valuable knowledge and a shared understanding within cor-
porate structures (1985). The authors add that this process does not only take
place at the individual level, but also influences value creation and improve-
ment in groups within organizations.

Weed-Schertzer (2020) adds that organizations learn by processing informa-
tion in order to accumulate knowledge that is useful within their structures and
to record this data. The author believes that this is an important behavioral and
social process through which new behaviors are instilled in individuals through
exposure to social experiences (2020; Proctor, 2018).

Levitt and March (1988) claim that organizational learning is based on rou-
tine activities that are dependent on history and strongly goal-oriented (1988).
The authors add that organizations have the ability to learn from individual and
group experiences, which are used to develop conceptual frameworks for action
in organizations (Levitt & March, 1988).
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It is worth adding that knowledge in an organization is created at three dif-
ferent levels: individual, group, and organizational (Crossan et al., 1999; Seid|
et al.,, 2025). Table 1 presents each of the processes along with a description and
input data.

Table 1. Three levels of organizational learning

Level Process description Input data
Intuition: subconscious thinking and the not
fully understood and rationalized identification Experience,
of patterns or possibilities from experience. images, metaphors,
Individual influence or influence during reflections
Individual interaction with another individual.
. . L Language,
Interpretation: understanding and explaining g' . &
: cognitive
phenomena to oneself and others in the )
o map, dialogues,
organization. Preverbal stage. .
conversations
Integration: The pr f loping a shar:
egratio e process of developing a shared Mutual

Group

understanding among people in an organization

and coordinating actions on which people agree.

Discussions and shared understanding are key.
If the knowledge transfer process is repeated,
institutionalization may occur.

understanding,
mutual adaptation,
interactive
arrangements

Organizational

Institutionalization: the process of consolidating
changes and transitioning to routine activities.
Formalization of the learning process of
individuals and groups (systems, structures,

Routine activities,
diagnostics, rules,
procedures

procedures, and strategies).

Source: own elaboration based on: Crossan et al., 1999; Seidl et al., 2025.

Organizational learning at the individual level can take place through the
use of employee or manager intuition or through conscious interpretation
and reasoning about events that have occurred (see Table 1). In addition, at
the individual level, it is possible to share knowledge in order to seek business
solutions, especially in crisis situations within organizations. The group level is
characterized by a shared, collective understanding and the implementation of
actions that are not only consistent with other people in the organization, but
also lead to the search for effective business solutions (see Table 1). From the
group level perspective, mutual understanding, willingness to share knowledge,
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and interactivity are important — joint action leads to the search for collective
solutions based on perceiving problems from different perspectives. Organi-
zational learning at the organizational level is linked to institutionalization, i.e.,
a specific transformation from social behaviors or actions into commonly used,
routine practices in the organization —i.e., recognizable forms that are located
in time and emergent (Giddens, 1984/2003, p. 18; see Turowski, 2005, p. 40;
Patora-Wysocka & Orych, 2023).

Nonaka and Takeuchi (1995) presented a model of knowledge creation that
combines explicit and tacit knowledge and is based on four fundamental aspects
important for this process: socialization, externalization, combination, and inter-
nalization (1995) (see Figure 1).

Figure 1. Model of organizational knowledge creation by Nonaka and Takeuchi (1995)

Tacit knowledge—»
Socialization Externalization
A S
- individual - individual and
group
A\
Tacit knowledge Explicit knowledge
~— ]
Internalization Combination
i
- individual, group [ - group and v
and organizational organizational

<€—Explicit knowledge:

Source: own elaboration based on: Nonaka & Takeuchi, 1995.

According to Figure 1, socialization is the sharing of tacit knowledge among peo-

ple in an organization (e.g., an intern learns from his or her mentor) — this knowledge
is tacit and cannot be used in the future by all members of the organization (Nonaka
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& Konno, 1998, p. 43). Externalization involves transforming tacit knowledge into
explicit knowledge (e.g., individualized or specialized knowledge is transformed into
accessible, explicit knowledge) (Nonaka & Konno, 1998, p. 43). Combination involves
transforming explicit knowledge into more complex knowledge by re-sorting and
categorizing explicit knowledge collections by different people in the organization
(Nonaka & Konno, 1998, p. 43). This is also inevitably linked to the dissemination of
knowledge within the company’s structures. Internalization involves transforming
explicit knowledge into tacit knowledge (e.g., transforming written patterns into
company routines) (Nonaka & Konno, 1998, p. 43). It can be concluded that the
above model of knowledge creation in an organization is a specific process in which
each of the four elements have their own important purpose in organizational life
(see Figure 1).

We can also cite the considerations of Garvin (1993), who presents five
essential components of organizational learning: systematic problem solving,
experimentation, learning from experience, learning from others, and knowl-
edge transfer (1993). Table 2 contains a description of the individual compo-
nents of organizational learning.

Table 2. Five Building Blocks of Organizational Learning by Garvin (1993)

Building Block Description

Learning through daily decision-making based on
Systematic problem solving diagnostic methods for problem solving. Precision is
essential.

Learning within the organization by experimenting with
Experimentation new approaches, methods, and solutions (e.g., research,
demonstration projects).

Learning based on individual experiences, events, and
stories. This requires reflection on successes and failures
and the need to discuss this with others, e.g., after
completing a project.

Learning from experience

Learning from the experiences and practices of others
Learning from others and translating this into solving everyday problems in the
organization. Openness to change and criticism is required.

Fast and effective transfer of public knowledge
Transferring knowledge throughout organizational structures through written or
oral reports.

Source: Garvin, 1993; see Basten and Haamann, 2018, p. 4.
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Each of the elements included in Table 2 directly concerns the organiza-
tional learning process and contributes to the creation and consolidation of
both explicit and tacit knowledge in organizations, including those in the logis-
tics sector. From the perspective of crisis management, it seems important to
learn from past experiences within the organization — this allows conclusions to
be drawn and new, more effective anti-crisis solutions to be developed for the
future. It should be remembered that very often reflective teams of employ-
ees in organizations, for which organizational learning is the basis for effective
future action, create a work environment in which crisis situations are efficiently
identified and resolved.

Importantly, it is impossible not to mention knowledge sharing and transfer
within organizational structures. In modern organizations, the essence of knowl-
edge sharing is perceived as a key skill and strategic resource for the organization.
Cabrera and Cabrera (2002) postulate that knowledge sharing causes a signifi-
cant increase in the value of knowledge within an organization (2002). Ipe (2003)
points out that by sharing knowledge, we make it available to other members of
the organization — and this involves transforming information into a form that
is digestible and easily accessible to others (2003). The author adds that this is
a conscious process through which knowledge becomes shared between the
sender and the recipient (Ipe, 2003). This seems to be particularly important from
the perspective of combating crisis situations in organizations — by sharing knowl-
edge, other employees are able to identify upcoming threats more efficiently or
counteract them more effectively thanks to the experiences of other participants.

The next section will present the issue of crisis situations in logistics organ-
izations.

Crisis Situations in Logistics Companies

Crisis situations — and crises themselves — are an integral part of business
operations, regardless of the sector. Companies in the logistics industry, includ-
ing transport companies, are exposed to problematic situations, often crises,
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which are not always easy to predict and diagnose. It seems that certain phe-
nomena disrupting the smooth functioning of structures in organizations are
often impossible to predict even by the most experienced teams and the most
effective leaders — these are often situations beyond our control. It seems that
when crisis and anti-crisis plans fail and crisis situations recur, the concept
of organizational learning may prove important — in which members of the
organization share information and create and consolidate knowledge within
organizational structures.

For the purposes of this paper, it is important to distinguish between the
terms crisis and crisis situation. Mitroff and Pearson (1998) believe that a crisis
can be the result of or an accumulation of disruptions in an organization that
were unforeseeable and may arise from both internal and external causes (1998).
The authors emphasize that crises can be characterized by the fact that they are
not always predictable using the diagnostic techniques and tools available in the
organization (Mitroff & Pearson, 1998).

An important definition is presented by Gilliland and James (1993), who note
that a crisis is not only a threat to an organization, but also an opportunity for
development and reconstruction (1993, p. 43). The authors emphasize that it is
a chaotic and complex phenomenon that can have social, economic, psycholog-
ical, environmental, or even political or military causes (Gilliland & James, 1993,
p. 43). A crisis is also characterized by the necessity of decline, growth, or change
(Gilliland & James, 1993, p. 43).

A crisis situation may involve a strategic renewal process that can generate
change which breaks free from deteriorative organizational trajectory (Nevalainen
etal, 2025; Huff et al., 1992). Due to the emergence of a turning point the rapid
change fills the organizational structure with refreshing resources and capabilities.
To put it bluntly, it covers the process of breaking organizational paths that alters
the organizational practice (Dittrich et al., 2014).

In contrast to a crisis, a crisis situation in an organization is defined as a tem-
porary moment of imbalance, a problematic moment in the structures of the
organization that does not significantly affect its further functioning — but if
preventive measures are not taken, it can lead to a serious crisis (Zurawski et al.,
2019; Ciekanowski et al., 2023, p. 341).
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Buczek and Wojtaszek (2023) believe that a crisis situation occurs in an
organization if the following characteristics are met:

There has been a disruption in the effective work of the organization;
There has been a violation of rules and norms in the organization that
hinders or slows down further work;

3. There may be a risk of disruption to continuity of operations and an
organizational crisis is being considered;

4. Circumstances related to human socio-psychology have arisen that
reduce the productivity of human capital (e.g., fear, panic, sense of
threat);

5. An event or series of seemingly neutral events has contributed to
a decline in the company’s profitability;

6. Thereisanoticeable lack of prospects for development within the organ-
ization (2023, p. 400).

As mentioned, crises and crisis situations can have both positive and negative
aspects (see, e.g., Debicka, 2014). Due to the subject matter of this article and
the concepts of organizational learning through crises, authors have decided to
present several positive aspects related to the emergence of a crisis situation
in an organization (see Figure 2).
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Figure 2. Positive aspects of crisis situations from the various perspectives
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Source: own elaboration based on: Debicka, 2014; see Ciekanowski et al., 2023, p. 342.

According to Figure 2, crisis situations in organizations can lead to a number
of positive changes in corporate structures. Starting with rebuilding relationships
(reconciliation of staff), through creating new organizational solutions, integra-
tion, cooperation, solidarity, developing creativity in teams, ending with aspects
related to creating plans and preventive solutions (see Figure 2). It seems that
these elements are in a sense related to the concept of organizational learning,
in this case through crisis situations.

Next, Mitroff et al. (1987) distinguish between many types of crisis situ-
ations caused by internal and external factors, dividing them into: technical
and economic (product defects, machine malfunctions, faults, misinforma-
tion, etc.) and social and human (inability to adapt to change, sabotage, false
rumors, etc.) (1987, p. 287).
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An important typology of crisis situations is provided by Michatowska et al.

(2015), who divide their causes into endogenous and exogenous (2015, pp. 113—

114). Endogenous crisis situations may result from errors related to:

Company strategy (e.g., unclear company policy, lack of openness to
change);

Staff (e.g., excessive staff turnover, false management style, indecisive-
ness in decision-making, numerous disputes, arguments, mismatched
teams);

Financial resources (e.g., budgeting irregularities);

Organizational structure (e.g., organizational chaos, outdated manage-
ment methods);

Technology (e.g., outdated IT systems and solutions) (Michatowska et al.,
2015, p. 113).

In turn, crisis situations caused by exogenous factors may result from errors

related to:

1.

2.

The macro environment (e.g., too slow economic growth of the country,
market regulations, legal restrictions, random factors, changes in the
labor code);

The microenvironment (e.g., drastic changes related to contractors, exces-
sive competition, payment delays) (Michatowska et al., 2015, p. 114).

When discussing crisis situations strictly in logistics companies, including trans-

port companies, it is worth mentioning various crisis situations related to road

accidents, high turnover of international drivers, rising costs of raw materials (e.g.,

fuel), continuous changes in customs regulations, changing legal regulations, or

even problems with the flow of key information within the company (see e.g.,
Orych, 2024, p. 125).
Rajzer (2024) argues that modern logistics companies, including transport

companies, must adapt to a changing reality through skillfully selected staff and

effective leadership (2024). Therefore, it may be important to select teams that
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are open to change and willing to share knowledge with other team members,
referring to the concept of organizational learning.

It should be added that, in addition to the above-mentioned problems
related to raw materials and finances, logistics companies also face numerous
crisis situations related to staff, strategy, technology, and resources within the
organization (including gaps in knowledge resources). It seems that there are
frequent cases of problematic and crisis situations related to a lack of effec-
tive communication within the organization and problems with the transfer
of key information within the structures. Perhaps the key to resolving some
crisis situations in logistics organizations is to pay special attention to collec-
tive action, during which routines are created in the organization based on
experience and knowledge gained from past failures.

The next part of this paper will present the issue of organizational change,
which is inextricably linked to the concept of organizational learning.

Organizational Change

Organizational change and change management are important areas of contem-
porary research, the application of which can be analyzed in the context of the
constantly changing business environment. Changes in models and processes
within organizations can contribute to the creation of new, more effective busi-
ness plans, which can also be applied during crises and emergencies in compa-
nies. The concept of organizational change is discussed in the social sciences
by many authors (see e.g., Lewin, 1947; Wang, 2007; Patora-Wysocka, 2016;
Kumarasinghe & Dilan, 2021; Hubbart, 2023).

Kumarasinghe and Dilan (2021) postulate that “organizational change exam-
ines the process through which a corporation or organization changes its operat-
ing procedures, technology, organizational structure, overall structure, or strat-
egies, as well as the consequences of those changes” (2021, p. 49).

Ameti (2020) states that organizational change is a kind of transition from the
current situation to the desired one, adding that today’s business environment
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requires companies to adapt to change almost constantly if they want to remain
competitive (2020, p. 60).

Crisis situations or crises often cause organizational changes, for better or
worse (Aguilera, 1990; Barnett & Pratt, 2000; Wang, 2007, p. 4; Skalik, 2004).
Experiencing a crisis or problematic situations in organizations changes the expe-
riences of employees and undermines their existing beliefs about the social and
physical environment (Wang, 2007).

When analyzing the concept of organizational change, it is worth presenting
the types of these changes along with descriptions and examples, referring to

the context of organizational life (see Table 3).

Table 3. Types, descriptions and examples of organizational change

Type of changes

Description

Examples

Organization-wide
vs. Subsystem
change

Most organizations implement
changes that affect different
stages of the company’s life cycle

Transition from a highly reactive
organization to a stable and
planned development company

A change that covers a smaller
area of the scope

Reorganization of departments,
streamlining of employee
responsibilities

Transformational
vs. Incremental
change

Changes in the structures of
process-based organizations

Business process reengineering

Gradual introduction of changes
on a smaller scale

Continuous improvement with
an emphasis on effective quality
management

Remedial vs.
Developmental
change

An urgent change that solves
a current and existing problem

Resolving cases of burnout at
work

Continuous improvement of
what already exists — but no
drastic changes

Increasing the number of
consumers served

Unplanned vs.
Planned change

Unplanned change occurs when
an unexpected disruption occurs
in the organization, causing
chaos

Pandemic, machine malfunctions,
product defects

Change is planned when an
organization recognizes the need
to make significant changes and
develops a proactive plan to
ensure implementation

Implementation of a strategic
plan, reorganization of
operational structures

Source: own elaboration based on: Kumarasinghe and Dilan, 2021, pp. 50-52.
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From the perspective of organizational change caused by a crisis situation in
the organization, companies often have to deal with unplanned organizational
changes that need to be implemented immediately in order to control the threat
(see Table 3).

It seems that the topic of organizational change is inextricably linked to the
reflections of rank-and-file employees and leaders — and further to reflexivity in
management (see e.g., Schippers et al., 2018). Reflection is defined as a system-
atic and in-depth analysis of past experience (Robson, 2022, p. 72). Reflexivity
can be seen as “a deeper analysis to identify reflective bias in values, beliefs, and
power relationships” (Robson, 2022, p. 72). Schippers et al. (2018) also postu-
late the phenomenon of group reflexivity in organizations, which leads to team
planning and then to organizational action and structural change (2018, p. 176).

In the context of organizational change, we can also mention the work
related to Critical Management Studies (CMS) by Spicer and Alvesson (2024),
who refer to a postmodernism-inspired research trend focusing on under-
standing the world and the role played by uncertainty and randomness (2024).
Different narratives, randomness, and coincidences can lead to organizational
change that was neither planned nor anticipated. Crisis situations are char-
acterized by a certain unpredictability — and, just like organizational change,
they can occur in a random and chaotic manner. It is worth adding that such
changes are not worthless and ineffective — often spontaneous changes lead
to the consolidation of patterns and behaviors in organizational structures
that are not only effective but also embedded in the organizational life cycle
for a long time.

When discussing organizational learning and organizational change, it is
impossible not to mention Lewin’s popular 3-Stage Model of Change (1947).
The model consists of three key stages (processes): unfreeze, change, refreeze
(Lewin, 1947; see Hussain et al., 2018, p. 126). The unfreeze stage takes place
when the organization decides that change is necessary — this stage should
involve preparing employee teams for organizational change. The change stage
is responsible for preparing changes and implementing them in the organiza-
tion. At this stage, employees are also helped to adapt to the new reality. The
refreeze stage stabilizes and integrates the changes introduced into the life of
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the company. When discussing the refreeze stage, one can mention the insti-
tutionalization of changes that become routines in organizational life (see, e.g.,
Patora-Wysocka, 2019).

Lewin’s 3-Stage Model of Change also served as inspiration for the creation
of an integrated model relating to organizational learning and organizational
change through crisis situations (see Figure 3).

Figure 3. Integrated Model of Organizational Learning and Change in Crisis Situations

Crisis
Situation Knowledge
Acquisiti
Unlearning cquisition
(Unfreeze)
a h 4
Organizational Learning L4
. in Crisis Situations
: Knowledge Sharing Knowledge
. / Reflective Thinking Difussion
(Change)
Organizational
Change
(Refreeze) Knowledge

Utilization

Source: own elaboration based on: Wang, 2007; Lewin, 1947.

Analyzing Figure 3, it can be concluded that crisis situations in organizations
can lead to the unfreezing of knowledge in organizations, followed by the nec-
essary process of acquiring, diffusing, and utilizing knowledge, which may ulti-
mately lead to organizational change (refreeze). All processes are influenced by
organizational learning, which can take place with the participation of members
of the organization on the basis of their own thoughts, reflections, team knowl-
edge sharing, and organizational learning through experience — at this point,
change occurs. Importantly, this knowledge can be recorded in organizational
structures and can turn into routine activities in organizations, including those
in the logistics industry.

The next part of the paper will present the methodology and methods of
qualitative research.
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Qualitative Research — Methodology

The starting point for conducting own qualitative research was the observations
made by Dodgson (1993) and Fiol and Lyles (1985) that environmental factors
such as crisis situations can stimulate organizational learning. It should be added
that crisis situations often lead to organizational changes, for better or worse
(Aguilera, 1990; Barnett & Pratt, 2000).

The main goal of qualitative research in the social sciences is to understand
a specific social situation, role, group, event, or interaction (Creswell, 2009,
p. 180; see Czernek, 2020). It is a research process in which the researcher
gradually attempts to give greater meaning to a social phenomenon by con-
trasting, comparing, replicating, cataloging, and classifying the subject of the
study (Creswell, 2009, p. 180; see Czernek, 2020).

Own qualitative study was designed to answer one main research question
that was formulated for the purposes of this work, namely:

Q1: Can organizational learning in crisis situations influence their effective
handling (or minimizing their occurrence) in the future in a transport
company by rank-and-file employees, and if so, how? Can organizational
learning through crisis situations in a transport company lead to organ-
izational change?

The objective of qualitative research is to gain a deeper understanding and
identify the impact of organizational learning through crisis situations in a trans-
port organization on effectively dealing with future threats and to analyze the
occurrence of organizational changes through organizational learning in crisis
situations in a company.

Due to the exploratory and idiographic nature of the research and the fact
that it focused on understanding the organizational reality in a given company,
no a priori hypotheses were formulated, but an attempt will be made to formu-
late post factum hypotheses (see e.g., Patora-Wysocka, 2019).

For the purposes of the research, the case study method was used, and
the tool was the individual in-depth interview (semi-structured) (Perska, 2024,
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p. 92; see Czakon, 2020). This is a recommended research technique that allows
learning about specific topics, issues, events, or even the feelings of informants
(Perska, 2024, p. 92).

The qualitative study was conducted in accordance with the methodological
rigor required for this type of research, i.e., each of the recommended stages
were completed: identifying the topic; designing; conducting the interview;
transcribing; analyzing the material; verifying; reporting (Babbie, 2004, p. 334).

It was decided to purposively select cases, which was dictated by the com-
plex and ambiguous nature of the issues addressed in this research. This is an
acceptable choice for this type of analysis in the social sciences (Creswell, 2009;
Babbie, 2004). The purposive selection of cases was homogeneous in nature, i.e.,
informants were selected for the study who: a) were rank-and-file employees
without managerial functions; b) worked in the same international transport
company with an established market position; c) had documented work expe-
rience of more than 5 years; d) were familiar with the specifics of the company
and participated in its daily operations, including crisis situations handling; and
e) worked in the same international transport department.

For methodological and quality reasons, it was important to interview
employees who had experienced a number of crisis situations in the organi-
zation, hence the search for informants with 5 or more years of experience.

The subject of the study was an international transport company reg-
istered in Poland. It provides international container, tarpaulin, and refrig-
erated transport services. It has a fleet of approximately 150 truck sets. It
employs many workers from both Poland and Ukraine (drivers), has its own
warehouse facilities and a workshop near the company’s headquarters. The
company has been operating on the market for over 15 years and is managed
by a married couple —a man who manages the fleet, shipping, transport, and
warehouse, and a woman who manages human resources, administration,
payments, and other departments, such as debt collection. The company
is located in the Mazowieckie Voivodeship, about 50 kilometers from the
capital city of Warsaw. The company has many departments, including road
transport (which was the subject of the study), human resources, adminis-

tration, control, etc.
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The subject of the research was the impact of organizational learning through
crisis situations on effective coping with them in the future (or minimalizing) and
the identification of organizational change through past threats that have arisen.

Interviews were conducted with five logistics specialists who work in the
transport department of the company under study. Their characteristics can
be described as follows:

1. Informant Alpha—a woman aged around 40, with 7 years’ experience at
the company, holding the position of senior freight forwarder;

2. Informant Beta —a man aged around 26, with 5 years of experience in
this company, holding the position of junior forwarding agent;

3. Informant Gamma — a woman aged around 30, with 9 years of experi-
ence in this company, holding the position of senior forwarding agent;

4. Informant Delta —a man aged around 29, with 5 years’ experience at
this company, holding the position of forwarding agent;

5. Informant Epsilon —a man aged around 35, with 6 years’ experience at
this company, holding the position of forwarding agent.

The homogeneous but at the same time purposive selection of cases for the study
was based on the fact that common features were found in all five informants.

The research material was collected in the second half of August 2025.
Each interview with an informant was conducted separately and recorded
using a voice recorder. The interviews lasted approximately 15 minutes in
each case and were then transcribed. Each informant was informed about
the purpose of the conversation, the use of data, the anonymity of the con-
versations, and the fact that the conversations were being recorded. It should
be added that the purposive selection of cases resulted from the fact that
the authors knew the informants through their active participation in the
organizational life. The transcription of the interviews comprises 49 pages
of text. The questions were constructed in such a way that the informants
could freely express their views on the topics raised. The questions concerned
organizational learning, organizational change, and the broadly understood
issue of crisis situations in their organization.
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In order to conduct a more in-depth analysis of organizational learning
through crisis situations and organizational change, it was decided to conduct
non-participatory observation in the company under study. It lasted 2 days,
4 hours each. During these two visits, notes were taken, and keywords were
noted. Observing the organizational life in this company contributed to a higher
quality assessment of the collected material, which translated into the descrip-
tion of the results of our own research. This method is methodologically cor-
rect (see e.g., Juszczyk, 2013).

Before conducting own qualitative study, an analysis of the relevant lit-
erature was carried out, and these considerations were then included in the
first part of this work. Based on these theoretical considerations, we proposed
a hypothetical model of organizational change through organizational learning
in crisis situations in logistics (see Figure 4). The following model will be verified
through in-depth interviews with informants (see Figure 4).

Figure 4. A hypothetical model of organizational change through organizational learning in crisis

situations

Ve Through:
a) experience
R » 1) Crisis situation b) refiective thinking
, c¢) knowledge sharing
: \_ d) critical thinking
H N P
4)IEffecl:t|.ver deglmg 2) Organizational
with crisis situations Learnin
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Y, \.
e ~
3) Organizational
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Source: own elaboration.
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Importantly, effective crisis management in the future can also be inter-
preted from an organizational perspective — that there may be significantly
fewer crisis situations thanks to effective organizational learning and change —
and those that do arise can be dealt with more efficiently and effectively based
on past experience and reflection.

The next part of this paper will present the results of the research (along with
partial transcripts of the interviews) and will include a discussion.

Research Results and Discussion

Table 4 presents excerpts from interviews with five informants, along with an
attempt to detect the presence of a “Building Block” (see Table 2), the level of
organizational learning, and the type of organizational change.
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Theoretical considerations (Kumarasinghe & Dilan, 2021, pp. 50-52; Garvin,

1993) were compared with the results of our own qualitative research, which

allowed identifying types and levels of organizational learning and types of

organizational change (see Table 4).

Interviews were conducted with five rank-and-file employees of the trans-

port company under study — in each transcribed excerpt from the interviews,

elements were found that confirm two theses of this case study:

Organizational learning through crisis situations leads to effective coping
with them in the future (in the cases studied — to minimizing or com-
pletely preventing their occurrence);

Organizational learning through crisis situations contributes to organi-
zational change (see Table 4).

To clearly present the results of our research, we can summarize the conclusions

drawn from each informant’s reflections:

106

Informant Alpha indicated that due to a crisis situation related to logistics
planning, the organization received a financial penalty — through system-
atic problem solving, experimentation, and learning from experience,
organizational learning occurred at the individual level, which led to organ-
izational changes: subsystem change and remedial change (see Table 4).
Informant Beta indicated that the lack of knowledge sharing within the
organization led to the loss of an important customer, while learning
from experience and from others, as well as knowledge sharing, led to
organizational learning at the group level and organizational changes:
transformational, remedial, and planned.

Informant Gamma claimed that the lack of knowledge sharing by the
debt collection department with other employees led to the company
incurring large debts — through learning from experience, systematic
problem solving, knowledge sharing, and experimentation, organizational
learning took place at the organizational level. The organizational changes

were general, transformational, and unplanned.
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4. The Delta informant believed that the lack of communication about
planned routes and shipments led to organizational chaos and disor-
ganization within the team and caused damage — an effective IT solution
was introduced. Organizational learning took place at the group level —
organizational learning occurred through experience, experimentation,
and knowledge sharing. Three changes took place: transformational,
planned, and subsystem.

5. Informant Epsilon sensed an impending crisis related to the loss of cus-
tomers —gradual changes in working hours were introduced —this led to
organizational learning through experimentation, knowledge sharing, and
learning from experience. Incremental and organizational-wide changes
took place.

Interestingly, the intuition of one of the employees led to the introduction of
incremental changes that minimized the risks over time (see Table 4, Epsilon case).
Importantly, in almost every case, experimenting with new business solu-
tions proved to be practical and effective (see Table 4).
Based on the above considerations, two post factum hypotheses can be put
forward, which may be subject to further verification in other studies. These
are:

H1: Preventive implementation of incremental changes by employees con-
tributes to minimizing the occurrence of crisis situations in the future in
transport companies;

H2: Experimenting with the application of new business solutions through
crisis situations in transport companies minimizes their occurrence in
the future.

It can be concluded that the purposive selection of cases proved to be accurate —
each employee encountered various types of risks in their professional career.
In addition, there was a group of informants who, based on critical thinking,
their own reflections, experiences, and self-awareness, led to an organizational
learning process, which then led to organizational changes.
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These changes are very diverse in nature and often affect only part of the
organization, but it should not be forgotten that, as in the case of Informant 5
(Epsilon), the introduction of incremental change leads to larger changes, and
as a result, entire organizations work more effectively, like an efficient system
that is able to communicate.

A particularly important conclusion from our own research and implication
for management in logistics companies (including transport companies) is that
there is a great need for knowledge sharing and cooperation within company
structures. Transferring information, sharing it, experimenting, introducing new
solutions — regardless of the organizational level of learning — contributes to min-
imizing the occurrence of crisis situations (or dealing with them more effectively
in the future, as in the model presented, see Figure 4).

Reference can also be made to the concept of diversity management in
organizations, which is discussed in many works on management sciences
(see, e.g., Rakowska, 2014; Gross-Gotacka, 2016; Gross-Gotacka, 2018a; Orych,
2022, pp. 22-23). The implementation of the concept of diversity manage-
ment enables a significant improvement in operational performance in both
the short and long term (Gross-Gotacka, 2018a, pp. 18-19). Diverse teams
(in terms of gender, age, seniority, or cultural experience, for example) cre-
ate and strengthen human and organizational capital, which is one of the
most important elements influencing organizational effectiveness, even in
crisis situations (Gross-Gotacka, 2018a: pp. 18—19). Diversity in an organiza-
tion has many positive implications, both from a micro- and macroeconomic
perspective, for example, in terms of employee creativity, innovation, critical
thinking, and productivity, as well as in logistics (Gross-Gotacka, 2018a, p. 19).
Restricting recruitment in companies, both for junior and managerial positions,
to narrow and homogeneous criteria limits the possibilities for both devel-
opment and organizational learning — and, consequently, the possibilities for
sharing knowledge in organizations in threatening conditions.

Therefore, from a managerial perspective in logistics companies, it seems
important to create teams in which people differ in terms of gender or profes-
sional experience, as this allows for a broader view of organizational problems
and the search for solutions that are creative and offer a different perspective
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on the threat. Building such teams can lead to more open communication, more
effective knowledge sharing, and trust building in hazardous situations (Gross-
-Gotacka, 2018b; Rakowska, 2021). Perhaps the implementation of the concept
of diversity management can have an impact on minimizing the occurrence of
organizational threats caused by both endogenous and exogenous factors (see,
e.g., Rakowska, 2021). Hypothetically, creating diverse teams can also contribute
to organizational change for the better.
Empirical considerations are consistent with many literature considerations
on organizational learning through crisis and organizational change (see, e.g.,
Espejo & Flores, 2021; Robson, 2022; Patora-Wysocka, 2019; Nevalainen, 2025).
The next section of the paper presents conclusions, recommendations, and

limitations from our own research.

Conclusions, Recommendations, and
Limitations
It seems that Debicka’s (2014) considerations on the positive aspects of crisis
situations in organizations have also been confirmed by our own qualitative
research presented in this paper. Crisis situations, apart from being unexpected
and disrupting the functioning of structures in organizations, also involve many
positive aspects that lead to organizational changes, often long-lasting. These
include building relationships and contacts, change for the better, new business
solutions, integration, cooperation, employee solidarity, developing creativity,
motivation for change, preventive functions, and employee self-development.
These are just some of the aspects that create organizational value and build
a strong position for human resources in organizations, including logistics ones.
Every crisis situation, both in everyday life and in an organization, can teach
a lesson that will bear fruit in the future. They are inevitable and unexpected, but
the perspective that an employee or leader takes depends on them. According
to our own research, these situations lead to the search for effective business
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solutions that not only serve for a long time, but also enable organizations to
work in a more stable and effective manner.

From a managerial perspective, it may be important to build an organiza-
tional culture in which leaders encourage teams to experiment, create and share
knowledge, think critically, and learn through experience — all of which can lead
to finding better solutions in crisis situations.

Further research in this area is recommended. A specific recommendation
is to identify the impact of incremental change on the emergence of future
organizational threats, including in the logistics sector. Another recommenda-
tion is to conduct research in various sectors and to use a comparative method
of companies in social research. It is also recommended to conduct qualitative
research (interviews) on a larger sample and in different departments of com-
panies, not just in one, as in this case.

This own research is not free from limitations. Only five informants in one
company were interviewed. Only one example from each informant was tran-
scribed in the interviews. It may be advisable to cite multiple examples of organi-
zational behavior in crisis situations — then it would be possible to compare these
problems and solutions.

In summary, every crisis presents a hidden opportunity.
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