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PART 2

THE CULTURAL CONTEXT OF GLOBAL MANAGEMENT

are interdependent and inseparable—or, as Hecht, Andersen, and Ribeau put it, “Encoders
and decoders process nonverbal cues as a conceptual, multichanneled gestall,“z’ As you rea
the explanations of these variables in the discussion that follows, consider how they apply in the
context of communicating and managing in India, as outlined in the nearby feature, “Under the
Lens: Communicating in India—Language, Culture, Customs, and Etiquette.”

UNDER THE LENS

Communicating in India—Language, Culture, Customs, and Etiquette

FACTS AND STATISTICS

Loeation * Soutiém Asia, bordering Bangladesh, 4,093 km; Bluitan, 605 ker; Burma, 1463 '%m; " ©

China, 3,380 ki; Nepal, 1,690 km; and Paiiétan, 2,913 km

Capital’ New Delhi

Cliniage - Viriés from tropical monsoon in south to temipérate irorit
Popuiation.  1.23 billion (as of August 12, 2015.)

FIGURE 4-2 Map of India
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“apply in the
, “Under the

Etiquette :

Source: Malgorzata Kidtryn/Fotolia LLC

Behnic Make-up: - Indg-Aryan, 72%; Dravidian, 25%; Mongolold and other, 3% (2000)
& Religions: Hindn, 81.3%; Mustiny, 12%; Cheistian; 2:3%;. Sikh,. 1.9%: othér froups; includini
. Roddhist; Fain; aud Parsi, 2.5% (2000)
‘Government: Pede(xlr;;pubhc

GUAGES IN INDIA

The different viates. of Tndia have different official languages; sorie of them not recopuized by e
- aental government, Some states: have more than.ons official lauguage, Bihar in-east Tadia hag three
ificial languages—Hindi, Urdy, and Bengali-—tbat are all recognized by the central govetnrment, Bt
Sikiitin, algo i east lnidia, Has four official linguages, of which only Nepalt is recognized by the cential
(gpvernment.. Besides the laniages officially récognized by, cantral or statd movernsionts dre: ather
hingnages that don’t have this recognition, and their speakers are Waghog political struggles.to obiain
s recoguition: The central goversment decided that Hindi was to be the official language of Tidia, and
“hersfore, it als has the status of Gfficial language in the states.
Youcan Jearn some useful Hindi phrases by visiting htip:/fwww.kowintéssential:coukfescirces/
language/hingi-plirases hinl:
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FIGURE 4:4 The'Taj Mahal Hindus
I the north, n

= - In the south,
fathét's pame

# . The man’s for
77 10 theuselves

+ At mamiage,
name 4s a sor

Mustims

. Many Muslin
with the cofn

= Women use tl

. The iitle Hajj
pilgrimage 1o

Sikhs

* Sikhs all use
Surzame.

Peﬂple typically defirte themselves by the wrouips to which they Balons rather than by their statis -len.zg Etiq_u
-8 individuals. Someons is deemed to'be affiliated 1o a specific State; Tegion; ity family; career *:.Tndians belier
‘path; religion; and 50.on. 3 = - Gifts of cash
* 'This.group orienitation stems ‘from thé close personal ties Tndians mafitain with their faniily, stich &5 ey
including thie-extended family. = Itisnottheva
= The extended family creates @ myriad of interrélationships, riles, and structutes;-Along with *  If invifed 1o :
shigse Thutual obligations cories a deep-rodted trust smong refatives. 1iot be turned
1 5 » Donotgivel
Just Cm 'LSay Yo 5. Yellow, greer
« . Indians do-not like to express “no,” whether verbally or nonverbally. A gift froms
*:-Rathier thini disappoinit you, for example, by saying soriething isn’t available; Indians will offer other female
youtheresponse that they think you want to hear, « Hindos shon
This tiehavior shoild not be considered dishonest, An Indian would be considered remb\y fude . Muslims sho

it e did not attempt 10'give o person what had beeri asked. in
. Because'they do.not fike:to give negative answets, Indians may. give an affirmative answer Giftsiarajsiot
‘butbe delitievately vague about any specific details. This will require you to Jook for nomver-

bal ctips; such as « reluctanes fo cominit 6 an acwial time for @ meeting of a1 enthusiostic - Dining Etiquette
regponse, * Indiansentei
the oceasion
E!iquette and Cugtoms in Tndia * Although T
. Meeting Etiguétie the appoinie
Religion, education, and:social classall influence geeetings in Tndia. = ‘Rake off you
‘Thiis is a ierarchical cilture, so great the eldest ar most senior person first. - - * Dress moet
When leaving o group, each person must bs hade farewell individually, » Poliegly tum
+ " Stiaking bands is comimon, especially in the-Jarge cities among the more-edsciied ho afe Saying ot
dccustomed 10 deafing with Westerners. There are divert
‘Men inay shake hands with officr men,.and women may shake hands with other women; how- - « Higdesdon

ever; there are seldom handshakes betweer - menand women because of religious beliefs. Tf you Ml
wi tincoitain, wait for hii or her to extend his o her hand. o’ T
* Sikhs dono
‘Naming Conventions +  Lamb, chict
Indisn sames-vary based on religion; social class, and région of the country. The followirig are some: because the;

‘hasic guidelines to undsrstanding the haming conventions.
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. I the north, meny people have both a given fame and a sufname.

I thesouth, sumaiies are Tess commoi, and a person generally uses the initial:6f his.or her
fathet's name ia front of theii’ own name,

The man’s formal name is theirnaine /o (son of) and the father’s name: Women use tfo to refer
1o {ficmselves as the danghier of their father.

Atmartiage, womeh drop their father’s name and use thelr first name with their husband’s first
fame as 2 sort of surnaine.

Miny Muslims do:not have surnames. Instead, men add the father’s name fo'their own name
Vil the connector “bin)” so “Abdiflah bin Ahmed” is.“Ahdullab; the sotof Atined””
Womenuse the contector binfi.

Th title Haiji (m) or Hajjah (£) béfore thé name indicates that the person tnis made his or het
pilgrimage ta Mecca.

Siktis-all use the “Singh’™ same. 1t is eitheradopted as a surname or as.4 corinéctor, aame to'the
sutfiaime.

GitGiving Etiguette

aily; caredy Tadians believe shat giving giffs eases the transition into the next life.

: i Gifts-of cash are given to. friends-and members. of the extended family o celebrate life-events:
sueh'as birth, death, and marriage.

 Itis ot the value of the gift, but the sincerity with which tis given; that is important to the récipjent,
1 invited 1o 4 Indian’s hotne for'a. medl, it is not necessary to'bring x gify, althiongh ong will
ot be turned down.

- Do aot give frapgipani or white. Floivers because they are-used at funerals.

Yellow, grcen, and red are lucky colors, so try to-use them to wrap gifis:

A gift-from a man should be said to come from both hitn and his wife, mother, sister, or some
otter female relative.

‘Hindus should nof be given gifts inade of leather.

‘Muislims should not be given gifts made of pigskin or aicoholic products:

Gifts-are not operied when received.

W E it

v [ndians entertain in their homes, restairants, private clubs, or other publié venues, depending o
the occasion and circumstanges.

Although Indians are not always puaciual themselves, they expect foreigners to-arrive close to

the appiointed time.

CHAPTER 4 COMMUNICATING ACROSS CULTURES
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‘Yuble tinariers Afesomewfiat formal; by this fonmility Is ferpered by the rehgzm Telisfs: of the varioss: t‘
Houps.

Busine

< Much Indian food‘iseaten with the fngers; Men st
= Whit o bo told where toisie: |+ Wome
+ “IF nietisiis ate used, they are penerally 4 tablespoon andafork: * Thew

althou;

* 1 Chuests ard often served ity particidar onder; the guest ofhmmr 1 served fizst; foblowed byt i
* drien, and fhe-children are served last: Women typically. serve the men mdm!]ﬁm‘

i Yoty be agked £ washi your hands hzyﬁ)re;and aftersitting down o ameal
© 3 Always uge your right hand to'eat, whiether you are using utensils o ymn? fingers.
1 In'sorme simations;food may. be put on.your plate for you, wheleas i1, oﬂm mam youwmsy:
b atlowed o smayourseiiﬁom aommanal howl.
i Lo g;asmaﬂ a.muunmﬁoodm your plats indicates dmryou me saﬂsﬂpd. thmgull yum‘

nmmmmmueue énd Protocel in India
Refationships and Communication
+:Indians prefer fo do businisss with those they know:
5 Rdmionxhipsarebuﬁtmmu(m{ frustand Tespect; ;
- In general, Indians prefor to fiave long: standing persorial relationships pior to duing fusinels
St ity be: 2 good ided 0 go throujgh ‘s third-party introduction: Thxs gw% Yo nnmadme
eredibitity.

Bmms Meeting Etiquette. £
© FIf you witl be traveling to bidis from abroad, 1 4s advisble 1o make: appomﬁmm.s by letterat
least one:month and, preferably; two months in advance: .

+ 135 2 good idea to confirm your appoinitment because they can be cancelled af:short notice.

- The'best time:for & meeting s late moring or early ufteinoon: Reconfirm Your meeting (g ATTITUDE
week before and eall agam thiat mioming: it is commion for. meeungs to'be cantelied at the i We ali know
il we interpret

« “Keep your schédule flexible so that it can b agjisted Tor Jast-minute resckedulmg of megtiags Gross-cultura
1 Yo shonld amvem mgetmgs on i becayse Tdians are Fpreseed with punctuality. (German are
O Meefings will stad Wwith agreatdeal of getiing-to-know-you ki In fact it is. quite possitle il oftthat kind
1 binsiness will beidiscussed at the first meatina, - by quickly j
o Always serid.a detailed Agenda i advatide, Send back-np materials| chats, and other data s the scheduli:
wielt, This allows everyone to revigw.and become cnmfonable With !he natefial prior to the: This prc
feeting, or subcultur
¢ Follow up 2 siedting with an Gveiview of wwhak was discussed and the néxt steps: standing in i
: out about p
Business Negotiathng ) with each p
" Tridisni sire noncontronteliohal. 1tis rocs T them 6 disagoes sverily, :ll!hough this s hepinalie
0 chanpe in the Tnanagerial tanke
- # Bt : SOCIAL ¢
v Decisions ate feached by the pexson with thie most authority. O
. T ur percep
» - Decision making 15 a slow process; the kind of
» Tyou fuse your teriper, you lose fiice and prove you aré upworthy of respect and trust: one’s natio
+ . Telays ars 1o be sxpected; especially when deating with the govénitiient.. sion. Exam
‘Workers (L

+ Most Tndians:expect concessiony 1it both price aud terms, H is deceptable to eipect bonessivis:
iniretrn for. those you grant.

= Never appear 'overly legalistic during negodations: Tn-general, Tudians. do not trust the Tegd:
system, and someone’s word is-sufficient to féach n 4gfesment. : :

- o not disages ;)ublmly ‘with membeis of your nzgonztmg teatt:

+ $iccesstil negiotiations nre often Celébrated by a eal:

THOUGH
“Fhe logica
ninnicatior

Hustrated
and Morar
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ress Etiquette

|+ Businessatie s conservative:
+ Men should wear datk-colored, conservative business suits.
v Womei should dress conservaitively. in suits or dresses.

* The weather often determines clothing, Ia the hotter parts of the country; dress is léss formal,
although dressing s previously suggested for the first meeting will indicate respect.

Titles *
Gix Indians revere titlés such as Piofessos, Doctor, and Engineer.
* Status is determined by age, university degee, caste, and profession.
"+ Ifsomedne does not hiave & professional title, use the honorific title “Sir™ or “Madam.”

« Titles are-used with the person’s name or the surname, depending on the person’s name. . (See
Secial Etiquette for more juformation on Indian naming conventions. ).

» Wait to be iinvited before ustiig someong’s fiest name without the title,

‘Business Cards
| s Business cards aie exchanged aftér the initial handshake snd greefing,
+ Hyou havé & university degiee or any honor; put it on your'busifess card.
+ Use the right hand 10 give and receive business catds.
'+ Business cards need not bie iranslated info Hindi.
+ Always present yotic bssiness card $6 the recipient may.read the card as it iy handed fo him or her:

Sawces hupilfvrwwowintessental.coul/résonrees/ghobal-ctiquetilfndia-countcy-profile.buml, Scpiombsr 5,
201 Used with pormission of www.kwintessential.co.uk;

ftnotice.:
Bigigridon ATTITUDES

i We all know that our attitudes underlie the way we bebave and communicate and the way
Sf % we interpret messages from others. Ethnocentric attitudes are a particular source of noise in

ess-cultural communication. In the incident described in Exhibit 4-2, both the Indian and the

g Germun are clearly attempting to interpret and convey meaning based on their own experiences
10ssible: th of that ¥ind of transaction. The German is probably guilty of stereotyping the Indian employee

by quickly jumping to the conclusion that he is unwilling to take responsibility for the task and
her gty ug ihe scheduling.

srior 4 iha,

This problem, sterevtyping, 0SCUrs Whien 4 PUrson assumes thal evory memuer of a 5ociety
arsubculture has the same characteristics or traits. Stereotyping is a common cause of misunder-
standing in intercultural communication. It is an arbitcary, lazy, and often destructive way to find
out about people. Astnte managers are aware of the dangers of cultural stereotyping and deal
with each person as an individual with whom they may form 2 unique relationship.

15%
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While in Thailand a Canadian expatriare’s car was hit by a Thai motorist who had crossed
over the double line while passing another vehicle. After failing to establish that the fault lay
with the Thai driver; the Canadian flagged down a policeman. After several minutes of seent

In Malay
1) Arabs
COMmerc

ingly futile discussion, the Canadian pointed out the double line in the middle of the road and Inter
asked the policeman divectly, “What do these lines signify?” The policeman replied, “They interprete
indicate the center of the road and ave there so I can establish just how far the accident is from figs: Joe
that point.” The Canadian was silent. It had never occurred to him that the double line might Boston, 1
not mean “no passing allowed.””’ Gome 1o 1
" : : 2 : Hieaning
In the Exhibit 4-2 scenario, perhaps the German did not realize that the Indian employee wife of
had a different rationale for his time estimate for the job. Becauise the Indian was not used o xecutive
having to estimate schedules, he just took a guess, which he felt he had been forced to do. macho at
Ever
ROLES mearng
Societies differ considerably in their perceptions of a manager’s role. Much of the differenceis heard yo
attributable to their perceptions of who should make the decisions and who has responsibility yems of
for what. Tn the Exhibit 4-2 example, the German assumes that his role as manager is to dele- avoid pel
gate responsibility, to foster autonomy, and to practice participative management. He prescribes toning £
the role of the employee without any consideration of whether the employee. will understand o Som
that role. The Indian’s frame of reference leads him to think that the manager is the boss Sion, as
and should give the order about when to have the job completed. He interprets the German's somethis
behavior as breaking that frame of reference, and therefore he feels that the boss is “stupid The nex
and incompetent” for giving him the wrong order and for not recognizing and appreciating his Algeriar
accomplishments. The manager should have considered what behaviors Indian workers would Similar 1
expect of him and then cither should have played that role or discussed the situation carefull e needc
in a training mode. kmdl;)‘f]
b
ate noise
LANGUAGE L understa
Spoken or written language, of course, is a frequent cause of miscommunication, stemming } the. poet
from a person’s inability to speak the local language, a poor or too-literal translation, 2 attribute
For

speaker’s faiture to explain idioms, or a person missing the meaning conveyed throagh body &
Ianguage or certain symbols. Even among countries that share the same language, problems the Gert

can arise from the subtleties and nuances inherent in the use of the language, as noted by implied
George Bernard Shaw: “Britain and America are two nations separated by a common lar ¢ noise in
guage.” This problem can exist even within the same couniry among different subcultures of |
subgroups.?®
Many international executives tell stories about lost business deals or lost sales because of Nonv
communication blunders. Clearly,
signal tt
When Pepsi Cola’s slogan “Come Alive with Pepsi” was introduced in Germany, the company gives th
learned that the literal German translation of “‘come alive™ is “come out of the grave.” relation:
A US. airline found a lack of demand for its “rendezvous lounges” on its Boeing 747s. the plan
They later learned that “rendezvous” in Portuguese refers to a toom that is rented for booed—
prostitution.”? ingly, pt
Bel
More than just conveying objective information, language also conveys cuitural and socigl is-callec
understandings from one generation to the next, Examples of how language reflects what i hear—t
important in a society include the 6,000 Arabic words that describe. camels and their parts and subtie T
the 50 or more classifications of snow the Inuit, the Eskimo people of Canada, use. triner 1
In as much as language conveys culture, technology, and priorities, it also serves to separaé Taistrus
and perpetuate subcultures. In India, 14 official and many unofficial languages are used, and nonvest
more than 800 languages are spoken on the African continent. emics, {
Because of increasing workforce diversity around the world, the intemational business Th
manager will have to deal with a medley of langnages. For example, assembly-line work: gesture
ers at the Ford plant in Cologne, Germany, speak Turkish and Spanish as well as German Lens: €
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and Thailand, many of the buyers and traders are Chinese. Not
in Tunisia and Lebanon, for example, French is the language of

§Molaysia, Indonesia,
Fanbs speak Arabic;

FmeIce.

Tnternational managers need either a good command of the local language or competent
gpreters. The task of accurate fransiation 1o bridge cultural gaps is fraught with difficul-
‘% Joe Romario, & partner of High Ground, an emerging technology-marketing company in
fiston, found out on 2 business trip to Taiwan how close a one-syllable stip of the tongue can
greiotorpedoing a deal. He noted that one is supposed to say to the chief executive “Au-ban,”
No. 1. Boss." Instead, he accidentatly said “Lau-ban ya,” which means “Hello,

: ing “Hello,
L":l pl:gg; of the boss” Bssentially, Mr. Romano cailed him a woman in front of 20 senior Taiwanese
¥ giives, who all laughed; but the boss was very embarrassed because men in Asia have a very

toatitude™®
- fven the direct sranslation of specific words does not guarantee the copgrmence of their
seating, & with the word “yes” used by Asians, which wsually means only that they have
Said you, and, often, that they are too polite to disagree. The Chinese, for example, through

built into their communication culture a cautionary stance to

of political control, have
il persecution by professing agreement with whatever opinion was held by the person ques-

Huing them.
Sometimes even a direct statement can be misinterpreted instead as an indirect expres-

s, s when a German businessman said to his Algerian counterpart, “My wife would love
smhing like that beautiful necklace your wife was wearing last night, It was beautiful”

e gext day the Algerian gave him a box with the necklace in it as & gift to his wife. The

Aeerian bad interpreted the compliment as an indirect way of expressing & wish to possess &

har neckiace. The German was embarrassed, but had to accept the necklace. He realized

Yieded to be carsful how he expresse
of jewelry is sotd.*?

1nmuch of the world, politeness and
¢ fiise in the communication process. O

d such things in the future—such as asking where that

2 desire to say only what the listener wants to hear cre-
ften, even a clear translation does not help a person
serstand what s meant because the encoding process has obscured the true message. With
s poelic Arab language—replete with exaggeration, elaboration, and repethion—mean‘mg is
buled more to how something is said than to what is actualty said.

For the German supervisor and Indian employee cited in Bxhibit 4-2, it is highly likely that
i German could have picked up some cues from the employee’s body language that probably
plied problerns with the interpretation of meaming. How might body language have created

{n this case?

Honverpal GemMmunication
* Ciearly, a8 explained by Roger Axtel in his book, Essential Du's and Tuboos, the nonverbal
sl that, in the U.S., is interpreted as “okay” is absolutely not “okay” in many countries. Axtel
s e example of when Vice President Richard Nixon flew to Brazil in an attempt to improve

in the newspapers, when Nixon stepped off

P A st tha airnart
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% UNDER THE LENS

Communicating Italian Style®®

‘hen travelling around Europe; you will probably notice that alians use the most body b postu

guage when communicatinlg; they séem to be walking down the street murnbling while the : Theeti

hands are going all over wililly, typically whife on their felefonini. In fact, it is difficuli B expec
the person fistening on the phonk fo interpret sometimes becanise the speaker’s hand gestures and ot 5 afbo
nonverbal signals are invisible: Theit hatids convey much meatiing, and Jéalians commonly make abotl ¥
250 gestures:when {alking and doing other things simultanecusly such as conversing on the cell phow,
Examples are that of wagging the hards dowaward, meaning “cone here™ slowly drawing & cirele Wit sonal
the hand, meaning “whatever"; pressing a finger info e chieek, meaning thiat something tostés gobd for e:
and brushing e back of the Hiuid outward across the chiin meaning “1 don’t give a:damn Geshps much
can conyey that the person-feels pride, or shame, or desperation, of feat, giving more meaning thii e close

words. alone, Of course; gestures are culsure-specific (varying also according to the area withih Ity i
those in the-south teading to be louder arid more effusive. thaa those in. the nonth) so you'should b cats: + Freno
ful 1o be aware hat theie meanings may diffef significantdy around the world and may cause offenss;

catin,
Woien should realize that firtations behavior from Ialian mén 5 commen and part of their.culture’ and ,
This behavior, along with the close-talking naturs of lalians; inclading sitting close and ‘perhaps ighty belie
touching; the arm ‘of the other person, “ean miake it uricomforiable Tor Women who are: used 1o g 1
‘personal space in communicating,

Ttalians fend to be gregarious aiid loud but ihtérrupt one another anyway, They aré uneomfortibe 15 5
with sifence but do ot seem 1 lack interssting subjeots to- discuss: Siich ag fheir architeotiie aid 4t Persc
Ttalian history and football, and especially theit Tamilics. preta

Ttalians” dress is conservaiive and chic and forrual for business meetings. One is expected to st subtl
formal titles and last names uritil-requested to do otherwise; and women use their maiden names inbig
ness. Present your business ¢ards face up, and'be sure to read theirs before putting them away. and

One-is expected: to_shake hands with everyons present when arriving and when eaving, el
it Is customary 10 kiss friends on both cheeks, Teft first. Eye contact is essential when ‘talking to g+
Iralian; otherwise, you would be viewed as unfriendly and perhaps untsustworthy. Italians do ndl.
observe personal space. when conversing, so one should expect close contact-and much hand move;
ment even with business contacts; People from teserved: cultures. stch as the British will likely

be: perceived s disinterested by Mtalians sinice they: tend o' be very emotionally éngaged with the '
convetsation.

their meaning is not. Because kinesic systems of meaning are culturally specific and leamsd. £
they cannot be generalized across. cultures, Most people in the West would not correctf
interpret many Chinese facial expressions; for example, sticking out the tongue expresss
surprise. a widening of the eyes shows anger, and scratching the ears and cheeks indicat
happiness;‘7 Research has shown for some time, however, that most peeple worldwide o
recognize displays of the basic emotions of anger, disgust, fear, happiness, sadness, sarpris;
and colt!empt,38

As illustrated previously, visitors to other countries must be careful about their gestures anf

how they might be interpreted. For example, people in Japan may point with their middie finge 1 ing
which is considered an obscene gesture to others. To Arabs, showing the soles of one’s feet isa ] z
insult; recall the reporter who threw his shoe at President Bush in late 2008 during his visit & Aho
Iraq. This was, to Arabs, the ultimate insult. g:
Many businesspeople and visitors react negatively to what they feel are inapproprist e
facial expressions, without understanding the cultural meaning behind them. In his studies .
of cross-cultural negotiations, Graham observed that the Japanese feel uncomfortable wher . Rl
faced with the Americans’ eye-to-eye posture. They are taught since childhood to bow thei i
heads out of humility, whereas the automatic response of Americans is, “look at me whenI's Fay
talking to you!™* W
Subtle differences in eye bebavior (cailed oculesics) can throw off a communication badly e
they are not understood. Eye behavior includes differences not only in eye contact but also inthe 1

i
use of eyes to convey other messages. whether or not that invalves mutual gaze. For axampe | =
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dingspeech, Americans will look straight at you, but the British keep your attention by look-
sy, The British will look at you when they have finished speaking, which signals that it is
i to fatk. The implicit rationale for this is that you can’t interrupt people when they are
wlanking at you™
s helpful for U.S. managers to be aware of the many cultural expectations regarding
st wd how they may be interpreted. In Burope or Asid, a relaxed posture in business
smay be taken as bad manners or the result of poor upbringing. In Korea, you are
gl to sit upright, with feet squarely on the floor, and to speak slowly, showing a blending
oy and spirit.

Prosémtics deals with the influence of proximity and space on communication—both per-

scell
2 i stuee and office space or layout. Americans expect office layouts to provide private space
astes ‘atitperson and, usually, a larger and more private space as one goes up the hierarchy. In

o Asia, the custom is open office space with people at all levels working and talking in

sitdenced by the desire for a corner office or one on the top floor. The importance of
?ggd:qﬂicials. however, is made clear by a position in the middle of subordinates, communi-
g hil they bave a central position in an information network, where they can stay informed
ivconirol ™ The following “Under the Lens” featuve illustrates the connections between
Il dbout the variables of proxemics and business decisions.
Doyou ever feel vaguely uncomfortable and start moving backward slowly when someone
eakitg to you? This is because that person is invading your bubble—your personal space.
space is culturally patterned, and foreign spatial cues are a common source of misinter-
peidion, When someone seems aloof or pushy. it often means that she or he is aperating under
sl different spatial rules.
Hall and Hall suggest that cultural differences affect the programming of the senses
it space, perceived by all the senses, is rogarded as a form of territory to be

UNDER THE LENS
How Feng Shui Affects Business

Shii {pronounced “fiing shway”) is an ancient Chinese system of assthetics believed 0. use
s of both heaven and earth to-help one imprave life by receiving positive ¢i. Feng shai
ntes' o Boglish as “swind:water” Qi (pronounced “chee” in English)-is “4 movable
negative life force which plays an essential role it fong: shui ™
ighoif listory, Asian experts: have Tead these: Bhsrgy. pattsrns: and: dixcarmidd how to. henefit
et DDIOMGY -and offlees T i parkicalar. directio, by desigalng. gardens ‘and. entrances
pNe vay, and by using Qi in'roms to'influence asgiects in an individual's hfe. “The qual-

s eapressed throngh form; shape, color, ditection, timie, and.the feeling it generates within
methods to establish bansficial Settinizs have included compass: divections, dowsing
nown a8 using 4 Fod (o mave;over the earth o find tndergeonnd water. buried metale. and
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protected.”’ South Americans, southern and eastern Europeans, Indonesians, and Arabs haie:
high-contact cultures, preferring to stand close, touch a great deal, and experience a clos: ;
sensory involvement. Latin Americans, for example, have 2 highly physical greeting suchs
putting their arms around a colleague’s back and grabbing him by the arm. On the other fuand, i
North Americans, Asians, and northern Europeans have low-contact cultures and prefer muk
less sensory involvement, standing farther apart and touching far less. They have a distant styk ¢
of body language. In France, a relationship-oriented culture, good friends greet members of t |2
opposite sex with a peck on each cheek; a handshake is a way to make a personal connection.
Interestingly, high-contact cultures are mostly located in warmer climates, and ow-contat’
cultures in caoler climates. Americans are relatively nontouching, automatically standing ati’;
distance so that an outstretched arm wiil touch the other person’s ear. Standing any closer thet! -
that is regarded as invading intimate space. However, Americans and Canadians certainly expet
a2 warm handshake and maybe a pat on the back from closer friends, though not the very wam
double handshake of the Spaniards (clasping the forearm with the left hand). The Japanest.
considerably less haptic (touching), do not shake hands; an initial greeting between a Japanes:
businessperson and a Spanish businessperson would be uncomfortable for both parties if 7
were untrained in cultural haptics. The Japanese bow to one another—the depth of the bos :
revealing their relative social standing. E

Imagine the smartphone app that would ask your identity, the identity of the other greeter,
where you both are and how many times yoit have greeted each other. It would then propose &
compromise—a namaste followed by a handshake, perhaps, or a bow punctuated by a slap on
the back.®

‘When considering high- and low-contact cultures, we can trace a correlation betweel
Hofstede’s cultural vadiables of individualism and collectivism and the types of kinesic af

proxemic behaviors people display. Generally, people from individualistic cultures are mot .
remote and distant, whereas those from collectivist cultures are interdependent; they tend o’

work, play, live, and sleep in close proximity.49 ;i
The term paralanguage tefers to how something is said rather than the content—that is, & -

zate of speech, the tone and inflection of voice, other noises, langhing, or yawning, The culturaly
aware manager learns how to interpret subtle differences in paralanguage, including silence. Sile
is a powerful communicator. It may be a way of saying “no,” of being offended, or of waiting fi
‘more information to make a decision. There is considerable variation in the use of silence in meet:
ings. Whereas Americans become uncomfortable after 10 or 15 seconds of sitence, Chinese prefa
to hink the sifuation over for 30 seconds before speaking. The typical scenario between Americas
and Chinese, then, is that the American gets impatient, says something to break the silence, a
offends the Chinese by interrupting his or her chain of thought and comfort level with the subject’
The term object language, or material culture, refers to how we communicate throug
material artifacts, whether architecture, office design and furniture, clothing, cars, or cosm:
ics. Material culture communicates what people hold as important. In the United States, f
example, someone wishing to convey his important status and wealth would show guests i
penthouse office or expensive car. In Japan and China, a businessman presents his busi
card to a new contact and expects the receiver to study it and appreciate his position. The cark
are called name cards in China and are an essential aspect of doing business—a way to b
networks. The exchange of cards occurs as soon as you meet, and visitors should be. careful v
get an appropriate translation for their cards.S? In Mexico, a visiting international executive &
salesperson is advised to take time out, before negotiating business, to show appreciation forth
surrounding architecture, which Mexicans prize. The importance of family to people in Spi
and much of Latin America would be conveyed by family photographs around the office wl:
therefore, an expectation that the visitor would enquire about the family.

TIME
Another variable that communicates culture is the way people regard and use time (see alie
Chapter 3). To Brazilians, relative punctuality communicates the level of importance of tho

involved. To Middle Easterners, time is something controlled by the will of Allah.
To lnjtiate cffoctive cross cultural business interactions, managers should know o df

ference between monochronic time systems and polychronic time systems and how they aff
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her: fire:
fer: iith hands, arms, head;:st¢:
tant: af distance (proxemics)

‘body contact

 contietics, airstyles, jewelry

2 (voice piteh and inflections, vate of speech, and silence)
syribolisnt : :

toward time aind the use of fime in businiess and social interdctions
bolism and social uss of meals ; o

rminications. Hall and Hall explain that in monechronie cultures (Switzerland, Germany, and
Uifed States), time is experienced in a linear way, with a past, a present, and a future, and time
as something to be spent, saved, made up, or wasted. Classified and compartmentalized,
sérves to order life. This attitude is a learned part of Western culture, probably starting with the
it Revolution. Monochronic people, found in individualistic cultures, generally concentrate
‘meiling at a time, adhere to time commitments, and are accustomed to short-term relationships.
Ingonirast, polychronic cultures tolerate many things occurring simultanecusly and empha-
mvolvement with people. Two Latin friends, for example, will put an important conversation
aleaefbeing on time for a business meeting, thus communicating the priotity of relationships over
tisl $ystems. Polychronic people—Latin Americans, Arabs, and those from other collectivist
iy—may focus on several things at once, be highly distractible, and change plans often. >
Thevelationship between time and space also affects communication. Polychronic peopte, for
ik are likely to hold open meetings, moving around and conducting transactions with one
ind then another, rather than compartmentalizing meeting topics, as do monochronic people.
Tte nuances and distinctions regarding cultural differences in nonverbal communication are
The various forms are listed in Exhibit 4-3; wise intercultural managers will take careful
wt of the role that such differences might play.
Wat aspects of nonverbal conmmunication might have created noise in the interactions
Fineep the German supervisor and the Indian employee in Exhibit 4-27 Undoubtedly, some
#gild have been picked up from the kinesic behavior of each person. It was the respon-
f of the manager, in particular, to notice any indications from the Indian that could have

poiepted him to change his communication patiern or assumptions, Face-to-face communica-
s pirivits the sender of the message to get immediate foodhack, both verbal wd Ronvorbal,

ad this to have some idea as to bow that message is being received and whether additional

tign is needed. What aspects of the Indian employee’s kinesic behavior or paralanguage

‘iglithave been evident to a more culturally sensitive manager? Did both parties’ sense of time
el ibe communication process?
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rather than made explicit. People make assumptions about what the message means through
their knowledge of the person or the surroundings. In these cultures, most communication tak
place within a context of extensive information networks resulting from close personal relatios |
ships. See the following “Management in Action” featare for further explanation of the Asin,
communication style.

In low-context cultures (Germany, Switzerland, Scandinavia, and North Americs)
where personal and business relationships are more compartmentalized, communication |
media have to be more explicit. Feelings and thoughts are expressed in words, and infoms o
tion is more readily available, Westerners focus more on the individual and therefore tend .
view events as the result of specific agents, whereas Easterners view events in a broader ai
Jonger-term context,>

In cross-cultural communication between high- and low-context people, a lack of und:
standing may preclude reaching a solution, and conflict can arise. Germans, for example, #ll
expect considerable detailed information before making a business decision, whereas Arabs i
base their decisions more on knowledge of the people involved—the information is present, b
it is implicit. People in low-context cultures, such as those in Germany, Switzerland, Austi |
and the United States, convey their thoughts and plans in a direct, straightforward commun
tion style, saying something like, “We have to make a. decision on this today.” People in high
context cultures, such as in Asia and, to less extent in England, convey their thoughts in a ma
indirect, implicit manner; this means that someone from Germany needs to have more patiesct
and tact and be willing to listen and watch for clues—verbal and nonverbal—abaut his or ky
colleagues’ wishes,

People in high-context cultures expect others o understand unarticulated moods, suble
gestures, and environmental clues that people from low-context cultures simply do not pre-
cess. Misinterpretation and misunderstanding often result.’® People from high-context ci-
tures perceive those from low-context cultures as too talkative, obvious, and redundant. Thes
from low-context cultures perceive high-context people as secretive, sneaky, and mysterios.
Research indicates, for example, that Americans find talkative people more attractive, wheres
the Koreans—a high-context people—perceive less-verbal peopie as more attractive. (Thex )
conflicts are illustrated in the accompanying “Management in Action” feature). Finding !

right balance between low- and high-context communications can be tricky, as Hall and Hdl
point out: “Too much information Jeads people to feel they are being talked down to; too fit
information can mystify them or make them feel left out.”*” Exhibit 44 shows the relative el
of context in various countries,

The importance of understanding the role of context and nonverbal Janguage to avoid mir
interpretation is illustrated in the accompanying feature, Comparative Management in Foeus
Comumunicating with Arabs.

EXHIBIT 4-4 Cultural Context and its Effects on Gommunication

High

Context

Buitzerdand
High

Explicitness of communication

Source: Based on information drawn from E. T. Hall and M. R, Hall, Understanding Cultural Differences
(Yarmouth. ME: Tntercultural Press. 19905 and Murrin R

Management International Review 27, No, 4 (1987).

“Communicutions: Foval Pt of Culiur
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T A Oriental Poker Face: Eastern Deception or Western Inscrutability?
NeFc inong many English expressions:that are. likely to offend those of us whose ancestry may
Bt be traced to'the Far Bast): two: stand- out guits ‘menacirigly for me; “Oriental poker face”

B
g
z

“idiotic Asian smile.” The former refers 10 the: supposedly inscrutable nature.of 3. faciad
ion: that apparently reflects no pasticular state of mind, while ‘the Jatter pokes fun at o face
dip 2 perpetaally friendly: smile. Westerners™ pétplexity, wheir faced with either, arises-from
 impiession that these ‘two: dismeirically. opposed ‘imasguerading  strategies prevent thei from.
giiseful informatiori—at-Teast the type of infortiation that at feast they:coiild process With s
e measure of confidenoe—about the'feelings of the person before thein. An. Asian face that
500 signs of emotion, then; seeiny o most Westeriers nothing but-afacade. It does ot miatter
jerthst face wears an unsightly scowl ot a'shining ray; a fucial expression they cannot interpret:

b (genuine threat, 3

Ausi Compussionate. and sympathetic o, their peplexity as'1-tay be, 1 anr also. osulted by the
W insensitivity to the: significant roles that subtle signs play in Asian cultures, Bvery cultire as
2-hij lgaz modus operandi for communication. Western culture, for example, apparently émphasizes.
' mots s iponiaice of direct cammunication Not only. are‘the communicators tanght 1o Jook: directty at
atidy wibst schen they convey 2 iessage; but théy also'are encouraged to come right to the point of

denessage Making bold Staterents or- asking frank guestions-irta less than diplomatic marier
bt s seally a very stupid'thing fo do!”.or “Are'you inferested in me?") is sarely constrised
arindiscreet, Even embarrassingly blunt questions such as “Presigent Clinton; did you have.
ntercourse. with Monica Lewinisky 2" are tolefated. most of the time; Asians, on the other. hand,
s direct communicative: comminication style quité untérving, Tn many sacial ftsractions,
swid dicect eye contact.. They “see™ sach othier Withiout ‘nscessavily: Jooking. ditectly, at euch
£ i fley gather information abont ifiner statés of mind without asking even the most diseristiar
jec questions. Many, fines they tall around he indib toplc,and, yet, they sueceéd remarkably
itiderstanding orte Anothet's:position. (At Jeast they believe they have developed 4 teasonshly
Thiwe standing.) : :
great extent, Asian communication is Yistening-centerod; the ability to Tisten (and & spes:
fofl detecting various communicative ciies) is treated b equally important a3, if ot nare
gt fhian, the ability to speak, This vontrasts clearly withi the American: style of compitmicar
Hat pros the utmost emphasis on:verbal expression; the’ Speaker carries most-of the Burden.
iing that everyone woderstands his ‘or Ner message. An Asian: Hstener, however, is proxe 1o
himself or herself for failing to reaclil coinpeehensive understanding front the fow words and
perfotmed by the spicaker: With this heavier burden placed on the listeriar, 4i Asian Speaker.
feel obliged to send Cléarly discernible message cues. (at leust Hot eaily s¢'inuch as he'or
bliged 10 do-in. American. cultiiral coniexis),: Not ohligated 1o e¥press themeslves without
. Asians use STENce a5 2 100111 COmmunieation. Silancs, by most Weukers conventions,,
ils discontinuity of cominunication and ereatés 4 feeling of discamfost and dnxiety: Tuithe:
hirvever, silerice is not onily: camfortably’ tolerated but is éonsidered: a desirable form of
sssion. Far from being 4 sigh- of displedsure 6r animoSity, it Seives as-an integral patt of the
iication process, used for teflecting;on: messages previously exchiiiged ‘and for cargfully.
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Comparative Management In Focus
Communicating with Arabs

{1 mvich harder for: Americans; abeustotiied $o explicit and specific meanings, to undetstand,
‘Avabis are warm; emiotional; and quick to explode: sounding 6ff is regarded a5 a safety valve.
Tnifact, e Arsbic language apily communicates hie Arabic culture, one of etiiotional extrermes. The'
langitage contains the Means for: overexpression, many. adjectives; words: that allow. for exagest
tion; ant tetaphors to emphasize a position What is'said is'often riot a9 important as-hovw it iy s
Eltgnénce and Flowery speech.are admired for théir owh sake, regardiess of the content. Loud spesh:
is vecd for dramatic effect.

At the core of Middic Eastérn culture are friendship, honor, religion; and traditional hospitsl
Farnily, friends; and connectivris ave very important on. all levels in the Widdle East and Wi
‘precedetics over biusiness irarisactions. Arabs do business with péople; rot companiies, and. they male
eomiriititients 10. people; Hot contracts, A phone ¢all to'the right person can help 1o pet around sec
ngly insurmountable obstacles, An Arab expects loyaity from friends, and itis inderstand that gi
and recelving favors 15 an inherent part of the relation ng obe $ays no.to 3 request fot a fawn
A ik of follow-through is asstimad.to be beyand the friend’s control™

‘Beeauss hospitality fsa way -of life and highily symbolic, & visitor hust beicareful not o rejéct
by déchininp/refreshnment or fushing into busiviess diseussions; Part of ihiat Hospitality.is' the elaborte
Aystem of greetings and the lowg period of getting acquainied; perhaps taking up the entire first medk
ing. Althonph the Handshiake may seen limp; the rest of the greeting is fiot, Rissing on.the checks
Gomiton stong men; 96 is handholding between male friends. However, the Arab-social oode stricdly:

: forbids ahy.public disphay.of intidacy between smen.and wormen. :

Women play Jittlé-or no-role in bisiness or entertainment; the Middle Fast 8.9 miale-doninated:
saciety, and itis Inpolite: fo, inguire about womei. Othier noniverbal tiboos inchude:showing the sole
of ong’s feet and using the left (unclean) hand:to eat or pass something. I discussions; stouchingina:
seat orlsaning against.a wall communicates a hick of tespect:

Thie Arab: Socisty alie valies honor. Harris'and Morar explain, “Honor, spcial prestige, an
secure place if soriety are bronght about when conformity 1§ achieved: When one fails fo Conform,: i
1hi§ is considered 46 be damning and leads to a degree of shame** Shaine results not jast from
doidg something wrong biit from othiers findiiig out atious that swrotgdoing; Eitablishing-a climate:

“of hotesty and toust 1§ pir of this sense: of honor. Therefore; considerable taet is megded 1o 2v

In fhe' Middle East, the meaning of a communication is implicit-and interwoven and, consequen !

MAP .1 Saudi Arabia and the Arablan Peninsula

= Eniroas

+ Moo s
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FIGURE 4-5 Westerner Meeting veith Aral Businessman

iheir nonverbal cofamumication; most Arab: countries are high-contact cnlmrﬁ ‘Arabs:stand.

it loser and touch people-of. the same ‘sex thore than Westerners: They do:siot hive the shme

ept.of public.and privaie space or, as Hail pits it, “Not only is the sheerinoise Jevel much higher,

piereing look of the eyes, the touch of the hands, and the'yausal bathing in the wartn mbist

during conversation xepresent stepped-up serisory inputs to'a tevel whish many Buropeans find:

arthly intense: On the other Hand, the distance preferted by Nonh Amiericans: anay Jeave o Arab

‘of intentions hiscansé of the-lagk of olfaciory cantacr’

The Muslisn sxpiesston Budra tisha difah - Tomorrow if Allah w:]]s"-«exp]ams rnch shotit

culire anid (s approach 10 business transactions: A cultural clash fypically Geens seisn an

Iries to"give an Arab 4 deadline. *'I am- going to Damasens tomorfow moriing and 4wl

have my cartonight;” ts 4 Sure way to-get the miechanic to'stop work,” explains Hall, “pecause.

another person s deadline in this-part of the world 3s-to be rude, pushy, dnd:Semanding ™ I
ihistarices, the attitude foward:thne communicates as loudly as-words.

In'vebal interactions, managers st be aware of different patterns of Arab thought and o
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EXHIBIT 4-5 Miscommunication between Americaris and Arabs Caused
by Cross-Cuttural Noise

Context
{_ Coltorl valyss, xpectations,norms

Dipley Rules

*:Avoid expressing denibits or criticisin when others are present—recognize the friportaice of
honor and dignity to Arabs.

*' -Adapt to the riorms of body Tanguage, flowery spesch, and circuitous verbat patterns in the
Middle Bast and don’t be impatient o get to the point.

< Expect matiy interruptions'in meetings, delays in schgdules, and changes iri plans.%

Communication Channels

In addition to the variables related to the sender and receiver of a message, the variables ©

linked to the channel itself and the context of the message must be taken into consideration.

These variables include fast or slow messages and information flows as well as different
types of media.

INFORMATION SYSTEMS

Communication in organizations varies according to where and how it originates, the char-
nels and the speed at which it flows, whether it is formal or informal, and so forth. The type of
organizational structure, the staffing policies, and the leadership style will affect the nature of m
organization’s information system.

As an international manager, it is useful to know where and how information originates and
the speed at which it flows, both intemally and externally. In centralized organizational struc-
tures, as in South America, most information originates from top managers. Workers take less
responsibility for keeping managers informed in a South American company than in a typical
company in the United States, where delegation results in information flowing fram the staffto

the
sys
sys

amn
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the managers. In & decision-making system in which many people are involved, such as the ringi
system of consensus decision making in Japan, the expatriate needs to understand that there is a
gstematic pattern for information flow.

Context also affects information flow. In high-context cultures {such as in the Middle East),
faftmation spreads rapidly and freely because of the constant close contact and the implicit ties
imang people und organizations. Iaformation flow is often informal. In low-context cultures
{sich ns Germany or the United States), information is controlled and focused and thus does not
fiow so freely.5> Compartmentalized roles and office layouts stifle information channels; infor-
‘mation sources tend to be more formal.

Itis crucial for an expatriate manager to find out how to tap into a firm’s informal
sources of information. In Japan, employees usuaily have a drink together on the way home
from work, and this becomes an essential source of information. However, such communi-
tafion networks are based on long-term relationships in Japan (and in other high-context
ciliures). The same information may not be readily available to outsiders. A consider-
hle barrier in Japan separates strangers from familiar friends, a situation that discourages
communication,

Americans are more open and talk freely about almost anything, whereas Japanese will
disclose Tittle about their inner thoughts or private issues. Americans are willing to have a
wide public self, disclosing their inner reactions verbally and physically. In contrast, the
Japanese prefer to keep their responses largely to their private self. The Japanese expose onty
asmall portion of their thoughts; they reduce, according to Barnlund, “the unpredictability
and emotional intensity of personal encounters.®® In intercultural communication between
Americans and Japanese, cultural clashes between the public and private selves result when
‘gach party forces its cultural norms of communication on the other. In the American style, the
American’s cultural norms of explicit communication impose on the Japanese by invading the
gerson’s private self. The Japanese style of implicit communication causes a negative reaction
from the American because of what is perceived as too much formality and ambiguity, which
spstes lime.

Cultural variables in information systems and context underlie the many differences in com-
fgnication style between Japanese and Americans. Exhibit 4-6 shows some specific differences.
The Japanese ningensei (human beingness) style of communication refers to the preference for
hmanity, reciprocity, a receiver crientation, and an underlying distrust of werds and analytic
}ogic.“K The Japanese believe that true intentions are not readily revealed in words or contracts
but are, in fact, masked by them. In contrast to the typical American’s verbal agility and explicit-
s, Japanese behaviors and communications are directed to defend and give face for everyone
concerned; to do so, they avoid public disagreements at all costs. In cross-cultural negotiations,

this last point is essential.
The speed with which we try to use information eystems is another key variable that needs

gitention to avoid misinterpretation and conflict. Americans expect to give and receive informa-
tion very quickly and clearly, moving through details and stages in a linear fashion to the con-
¢lusion. They usually use various media for fast messages—IMs, emails, Skype, faxes, soctat

variableg SU ¢ 3 k
media, and familiar relationships—to give all the facts up front. In contrast, the French use the

deration
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EXHIBIT 4-6 Differences between japanese and American Communication Styles

Japanese Ningensei Style U.8. Adversarial Style
‘of Conmmunication of Cormunication
1. Tndirect verbal and nonverhal L. More ditect Verbal and noniverbal
commujiication communication
2. Relationship communication 2. More task communication
3. Discoutages confrontational strategies 3. Confrontational strategies more acceptable.
A Strategically anibigyous commmunication: 4. Prefers more to-the-poini- commanication
-5 Delayed feedback 3. More itamediste feedback
6. Patient Ionoer-term negotistors 6. “Shotter-term negotiatars
7. Uses fewer words 7. Favors verbosity
8. Distrustul of skififul verlial 8. Exalts verbal eloguence
communicators: ~
9. Group orieritation 9. More individualistic orientation
10, Cantions, tentative 10. More assertive, self-assured
11 Complemeritary communicators 11, More publicly critical commimicasion
12, Softer, haart-like logio 12, Harder, analytic logic preferred
13 Sympathieric; empathetic, complex 13. Favors logos; vedson g
seof pathos
14 Expresses and decodes comiplex 14. Expresses and decodes conplex logos,
welational steafegics and nuances cognitive nivances
15, Avoids decision making in public 13. Freguent decision miking in public
16, Makes devisionsin private venues, 16. Frequent decision if) public at
»:away from piblic eye negotiating tables
17 Degisions via ringi and nemawashi 17. Decisions by majoriey rile and public
{coniplets consensus process) comprontise is mere Gomtronplacé
18; “Uses go-betiveens for decision ‘making 18. "More extensive use of direct person:to-
person, player-to-player iitéraction
i for decisiony
19. Understatement and hesitation in 19. May publicly speak in superlatives,
verbaland nonverbal communication exaggerafions, nonverbal projection
20 Uses qualifiers, tentativeness, 20. Favors fewer qualifiers, rors
‘honiitityas commanicator ego-centered
21 Receiver/listening-centerad 21.. More speaker- and message-centered
22; Tniferved meanings, Tooks beyond words - 22, Mere face-value Heaniig; more
o nuandes, nonverbal communication denotative
23.8hy, teserved communicators 23. More publicly self-assertive
24. Distaste for purely business Transactions 24, Prefers to “get down 1o business” or
“nitty gritty”
25. Mixes business and spcial 25. 'Tends to keep business niegotiating
communication ™ more. separated from social
communication
26 Otitizes maromart ot “hints™ for 26. More directly verbalizes managément’s
achieving gronp adjustment and preference at hegotiating tables
saving face in negotiating
27, Prastices harage; or “belly logic™ 27. Practices moré linear, discursive,
and comimunication analytical logic; greatet reverence for

cognitive than for affective

Source: A. Goldman, “The Centrality of ‘Ningensei” to Japanese Negotiating and literpersonal
Relationships: Implications for U.S ~Japanese Communications” Ieematioroh fomene of huerculiural

Relations 18, No. 1 (1994}, with permission from the futernational Journal of Intercuiniral Relations, 2011

INFOR®

GOING
Microsoft
search ser

All inform,
learning th

Using the Inte
develop a pres
£o glohal. Ho
nies are leamj
(ERP) applica
for example, e
where people
Internet is cle:
tions must stil
local Jaws, anc
telecommunic;
why do so mar
to some geogr
will result in di

‘When Bai/
to partner with
needed to go b
its site,

“More and 1
spokesman, 5

For its part, Mic
population of 1
search results v
and went to Ho
ment on censors
companies oper
including refere,
ing Jocal can be
It seems es¢
nature of the wi
create customer
sensitivity than
get feedback or,
to and interact v
pret and responc
ness practices ar
cultures and e-b
companies are 1
which aims to er
ing a set of servi
European bound:
more than a doze




image26.jpg
stbal

e acceptablé |
nmunication

o

higation
ad 1

X logos;
sublic

d public
place
ersen-ton
ietion
tives,

setion

sntered
e

s8” or:

ting:

CHAPTER 4 COMMUNICATING ACROSS CULTURES

‘I NFORMATION TECHNOLOGY:

GOING GLOBAL AND ACTING LOCAL

Microsoft has struck a deal with the biggest Chinese search engine, Baidu.com, 1o offer Web
search services in English.

WWW.NYTIMES.COM

Jory 4, 20117°

All information is local; IT systetns can connect every comer of the globe, but IT managers are
leaming they have to pay attention 10 regional differences.
COMPUTERWORLD!

Lsing the Internet as a global medium for communication has enabled companies of all sizes to
develop a presence quickly in many markets around the world—and, in fact, has enabled them to
pglobal. However, their global reach cannot alone translate into global business. Those compa-
riss ace learning that they have to adapt their e-commerce and their enterprise resource planning
(ERP) applications to regional idiosyncrasies beyond translation or content management issues;
forexample, éven asking for a name or an email address can incur resistance in marny countries
where people do not like to give out personal information.”? Although communication over the
Iemet is clearly not as personal as face-to-face, cross-cultural communication, those transac-
ions must still be regionaized and personalized to adjust to differences in language, culture,
el laws, and business models as well as differences in the level of development in the local
tlecommunications infrastructure. Yet, if the Internet is a global medium for communication,
why do 50 many U.S. companies treat the web as a U.S.-centric phenomenon? Giving preference
1 some geographic regions, languages, and cultures is “a short-sighted business decision that
will result in diminished brand equity, market share, profits and global leadership. =2

When Baidu.com—China’s leading search engine—made a business decision in July 2011
W partper with Microsoft to offer web search services in English, it had clearly realized that it
meded to go beyond Chinese because of the 10 million per day searches for English terms on
lssite.

“More and more people here are searching for English terms,” Kaiser Kuo, the company’s
spokestman, said Monday. “But Baid hasw’t done a good job. S0 here’s away for s to do i i

Forits part, Microsoft’s expansion of Bing in China gave it access to the world’s largest Internet
population of more than 470 miftion users. Both companies realized that the English-language
search results would be censored (as happened to Google, which pulled out of the mainland

und went to Hong Kong), and it is reported that Microsoft is cooperating with China’s govern-
ment on censorship rules regarding the content that can he accessed.” Beijing requires Intermet

companies operating on the mainland 1o censor results the government considers threatening,
ncluding references to human rights issues and dissidents.”® Clearly, both going global and act-
ing local can be fraught with difficulties.

1t eems essential. then. for a global online strategy also to be multilocal. The impersonal

i7
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MANAGING CROSS-CULTURAL COMMUNICATION

Steps toward effective intercultural communication include the development of cultural sensith- :
ity, careful encoding, selective transmission, careful decoding, and appropriate follow-up actions :

Developing Cultural Sensitivity :
When acting as a sender, 2 manager must make it a point to know the receiver and encode the mes- |
sage in a form that will most likety be understood as intended. On the manager’s part, this requirs “
an awareness of his or her own cultural baggage and how it affects the communication process.

In other words, what kinds of behaviors does the message imply, and how will they be perceive | :

by the receiver? The way to anticipate the most likely meaning that the receiver will attach to fie i
message is to internalize honest cultural empathy with that person. What is the cultural back- &
ground—the societal, economic, and organizational context~—in which this communication i &
taking place? What are this person’s expectations regarding the situation, what are the two parties 2
relative positions, and what might develop from this communication? What kinds of transaction
and behaviors is this person used to? Cultural sensitivity (discussed in Chapter 3) is really jog
a matter of anderstanding the other person, the context, and Low the person will respond to the
context, Americans, unfortunately, have a rather negative reputation overseas of not being cult- |
ally sensitive. One not-for-profit group, called Business for Diplomatic Action, has the follow
advice for Americans when doing business abroad, in its attempts to counteract the stereotypicd |
American traits such as boastfulness, loudness, and speed.

* Read a map Familiarize yourself with the local geography to avoid making insulting
mistakes.

« Dress up In some countries, casual dress is a sign of disrespect. i

» Talk small Talking about wealth, power, or status—corporate or personal—can create
Tesentment.

* No slang Even casual profanity is unacceptable.
* Slow down Americans talk fast, eat fast, move fast, live fast. Many cultures do not. ¢

* Listen as much as you talk Ask people you're visiting about themselves and their way
of life. :

* Speaklower and slower A loud voice is often perceived as bragging. i

* Religious restraint In many countries, religion is not a subject for public discussion.

* Political restraint Steer clear of this subject. If someone is attacking U.S. politicians or
policies, agree to disagree.7s

Careful Encoding

In translating his or her intended meaning into symbols for cross-cultural communication,
the sender must use words, pictures, or gestures that are appropriate to the receiver's frame of
reference. OF course, language training is invaluable, but senders should also avoid idioms and
regional sayings (such as “Go fly a kite” or “Foot the bill”) in a translation, or even in Englih
when speaking to a non-American who knows little English.

Literal translation, then, is a limited answer to language differences. Even for people i
English-speaking countries, words can have different meanings. Ways to avoid problems arety
speak slowly and clearly, avoid long sentences and collequiat expressions, and explain tiings in
several ways and through several media if possible. However, even though English is in common
use around the world for business transactions, the manager’s efforts to speak the local languag:
will greatly improve the climate. Sometimes people from other cultures resent the assumptionby |
English-speaking executives that everyone else will speak English.

Language translation is only part of the encoding process; the message also is expressed n
nonverbal language. In the encoding process. the sender must ensure congruence between the
nonverbal and the verbal message. In encoding a message, therefore, it is uscful to be as objective
as possible and not to rely on personal interpretations. To clarify their messages further, mansg-

ers can hand out written summaries of verbal presentations and usc visual aids such as graphso
Pitures, A good goneral guide Is (o move slowly, wait, and take cueg from the receivers,
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CHAPTER 4+ COMMUNICATING ACROSS CULTURES

Selective Transmission

The type of medium chosen for the message depends on the nature of the message, its level
of importance, the comtext and expectations of the receiver, the timing involved, and the need
for personal interaction, among other factors. Typical media include instant messaging (IM),
email, letters or memos, reports, meetings, telephone calls, teleconferences, videoconferences,
o face-to-face conversations. The secret is to find out how communication is transmitted in the
loeat organization—how much is downward versns upward or vertical versus horizontal, how
the grapevine works, and so on. In addition, the cultural variables discussed earlier need to be
considered: whether the receiver is from a high- or low-context culture, whether he or she is
wsed to explicit or implicit communication, and what speed and routing of messages will be
most effective.

For the most part, it is best to use face-to-face interaction for refationship building or for
ciher important transactions, particularly in intercultural communications, because of the lack of
familiarity between parties. Personal interactions give the manager the oppertunity to get imme-
diate verbal and visual feedback and make rapid adjustments in the communication process.

Intermational dealings are often long-distance, of course, limiting the opportunity for face-
to-face communication. However, personal rapport can be established or enhanced through
telephone calls or videoconferencing and through trusted contacts. Modern electronic media
and social networks can be used to break down communication barriers by reducing waiting
periods for information, clarifying issues, and alfowing instant consultation, such as through
Skype, for one-on-one or group video-chat. Ford Europe uses videoconferencing for engineers
in Britain and Germany to consuit about quality problems. Through the video monitors, they
examine one another’s engineering diagrams and usually find a solution that gets the factory
moying again in a short time.

Careful Decoding of Feedback
Timely and effective feedback channels can also be set up to assess a firm’s general communica-
tion about the progression of its business and its general management principles. The best means
for getting accurate feedback is through face-to-face interaction because this altows the manager
to hear, see, and immediately sense how a message is being interpreted. When visual feedback
onimportant issues is not possible or appropriate, it is a good idea to use several means of attain-
ing feedback, in particular by employing third parties.

Decoding is the process of translating the received symbols into the interpreted message.
The mair causes of incongruence are because (1) the receiver misinterprets the message, (2) the
receiver encodes his or her return message incorrectly, or (3) the sender misinterprets the feed-

back. Two-way comrnunication is thus essential for important issues so that successive efforts
£an be mage nattl an undersianding has been achieved. Asking other colleagues t help interpret

whatis going on is often a good way to break a cycle of miscommunication.

Perhaps the most important means for avoiding miscommunication is to practice careful
decoding by improving one’s Hstening and observation skills. A good listener practices projec-
ive listening. or empathic listening—listening, without interruption or evaluation, to the full
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particularly sensitive one across cultures because of the different interpretations regarding whi
constitutes a contract (perhaps a handshake, perhaps a full legal document) and what actios
should result. Trust, future communications, and future business are based on such interpret
tions, and it is up to managers to understand them and follow through on them.

The management of cross-cultural communication depends largely on a marager’s persord
abilities and behavior. Behaviors that researchers indicate to be most important to intercalt
communication effectiveness (ICE) are listed here, as reviewed by Ruben.

* Respect (conveyed through eye contact, body posture, voice tone, and pitch)

* Interaction posture (the ability to respond to others in a descriptive, nonevaluative, and
nonjudgmentat way)

* Orientation to knowledge (recognizing that one’s knowledge, perception, and beliefs are
valid only for oneself and not for everyone else)

* Empathy

* Interaction management

* Tolerance for ambiguity

* Other-oriented role behavior (one’s capacity to be flexible and adopt different roles for
the sake of greater group cohesion and group communication)’®

Researchers have established 2 refationship between personality traits and behaviors i
the ability to adapt to the host-country’s cultural environment.® What is seldom pointed ovi
however, is that communication is the mediating factor between those behaviors and the relativ:

level of adaptation the expatriate achieves. The communication process facilitates cross-coliud |

adaptation, and, through this process, expatriates Icarn the dominant communication ‘patterns ¢
the host society. Therefore, we can link personality factors shown by research to ease adaptatiot
with those necessary for effective intercultural communication.

Kim has consolidated the research findings of these characteristics into two categoris;
(1) openness—traits such as open-mindedness, tolerance for ambignity, and extroverled:
ness—and (2) resilience—traits such as having an internal locus of control, persistenc
a tolerance of ambiguity, and resourcefulness.®! These personality factors, along with i
expatriate’s cultural and racial identity and the level of preparedness for change, compri¢.
that person’s potential for adapiation. The level of preparedness can be improved by the mar-
ager before his or her assignment by gathering information about the host country’s verbd
and nonverbal communication patterns and norms of behavior. However, we must remen
the practicalities of situational factors that can affect the communication process—varialies
such as the physical environment, time constraints, the degree of structure, and feclings
irritability or overwork, among others.

CONCLUSION

Effective intercultural communication is a vital skill for international managers and domss
managers of multicultural workforees. Because miscommunication is much more likely to oced
among people from different countries or racial backgrounds than among those from simi
backgrounds, it is important to be alert to how culture is reflected in communication—in p
ticular through the development of cultural sensitivity and an awareness of potential sources i
cultural noise in the communication process. A successful international manager is thus atture
to these variables and is flexible enough to adjust his or her communication style to address ik
intended receivers best—that is, to do it their way.

Cultural variables and the manner in which culture is communicated underlie the pr-
cesses of negotiation and decision making. How do people around the world negotiate? Whi
are their expectations and their approach to negotiations? What is the importance of unde|
standing negotiation and decision-making processes in other countries? Chapter 5 addresss
these questions and makes suggestions to help the international manager handle these i
tant tasks.
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fummary of Key Points

» Communication is an inherent part of a manager’s
tole, taking up the majority of the manager’s time on
the job. Effective intercultucal communication largely
determines the success of international transactions or
the output of a culturally diverse workforce.

# Culture s the foundation of communication, and communi-

- cation transmuits culture. Cultural variables that can affect
the communication process by influencing a person’s
perceptions include attitudes, social organizations, thought
pattems, roles, language, nonverbal language, and time.

¥ Language conveys cultural understandings and social
norms from one generation to the next. Body lan-
‘guage, or nonverbal communication, is behavior that
communicates without words. It accounts for 65 to 93
percent of interpreted communication.

#.Types of nonverbal communication around the world
we kinesic behavior, proxemics, paralanguage, and

e, ani

liefsan:

, object language.
need ot # Bffective cross-cultural communication must take
» seh : iito account whether the receiver is from a country
-cultinl

with 2 monochronic or a polychronic time systermn.

Variables related to channels of communication in-
clude high- and low-context cultares, fast or slow
messages and information flows, and various types
of media.

In high-context cultures, feelings and messages are
implicit and must be accessed through an understand-
ing of the person and the system. In low-context
cultures, feelings and thoughts are expressed, and
information is more readily available.

The effective management of intercaltural communica-
tion necessitates the development of cultural senstivity,
careful encoding, selective transmission, careful decod-
ing, and follow-up actions.

Certain personal abilities and behaviors facilitate ad-
aptation to the host country through skilled intercul-
tural communication.

Communication through the Internet must still be
localized to adjust to differences in language, culture,
local laws, and business models.

Discussion Questions

44, How does culture affect the process of attribution in commu-
sication? Can you relate this to some experiences you have
Bud with your classmates?

vith the 4 How will the perceptions of intemational managers® roles
mpise affect the way they manage their subordinates?
e man- 43 What are the potential problems an interational manager

willra low-context culture will face when working or nego-
tiating with their counterpart in a high-context culture?

4-4.

4-5,

4-6.

Give some examples of cultural differences in the interpreta-
tion of body Janguage. What is the role of such nonverbal
communication in bysiness relationships?

Explain the differences between high- and low-context cul-
tures, giving some examples. What are the differential ef-
fects on the communication process?

Discuss the role of information systems in a company, how
and why they vary from country to country, and the effects
of these variations.

mli:atibn Exercises

47, Forn small groups of three to four students, preferably
from different cultural backgrounds. Show them the product
calogs or promotion material of four different brands of

mnohiles from frur differant ~ountrise__ Amerian Taman

the meanings of various nonverbal cues such as gestures,
dress, voice inflections, architecture, and events. Discuss with
them any differences between their explanations and the at-
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R R e e R TPl
CASE STUDY

Miscommunications with a Brazilian Auto Parts
Manufacturer

The Brazilian sun beat down steadily on the tarmac outside as Alessandro Silva and Agoss
Ventura stood inside the Sdo Paulo-Guarulhos International Airport. They were awaiting the ar
of two representatives from Lucky Auto Parts Company, a regional wholesaler and retailer bas ¢
in Ames, Towa, .
Mr. Silva, the president of a mid-sized auto parts manufacturer in Sdo Paulo, and M. |
Ventura, the company’s sales manager, were looking forward to a new business relationshp |
with Henry Williams, president of Lucky Auto Parts Company. A few weeks previously, ina |
initial phone call, President Silva invited President Williams to visit the Brazilian manufactir
ing facility, a potential source of after-market auto parts for Lucky. This would be the America
company’s first venture into buying parts directly from a foreign manufacturer. Willian i
planned to take his new vice president of purchasing, Wally Astor, who also happened to be fis |
son-in-law, on this first trip. Mr. Williams thought this exploratory buying trip would be a gort [
introduction to the auto parts business for Wally; although Wally had experience as a new @ §
salesman, he had no experience in the auto parts field.
Unfortunately, a few days before the trip, Williams had to cancel his trip to be available fori |
deposition on a court case pending against his company. It had taken a long time to get the appoit-
ment with Mr. Silva, and Williams did not think it wise to cancel the trip. Because Wally %
eager to prove himself in his new role, Williams decided to let him handle this mission without e 3;
old man looking over his shoulder. In the rush to review the legal documents for the depositor.
‘Williams forgot to notify bis Brazilian counterpart that he would not be coming on this visit. 5
As he was preparing for the trip, Wally Astor realized that it was summer in Brazil and th
it was a Tong flight to Brazil from Ames through Miami. Based on this, he decided to dresss |
informally and comfortably as possible. :
At the airpost, both Mr. Silva and Mr. Agosto were dressed as usual when conducting bus |-
ness or in the public eye for social occasions, that is, in suits and ties. As they stood outs
the door of the international arrivals area, Agosto held a neatly printed sign with Waily Astor ;-
name on it. Soon a young man in his late twenties approached them and announced that he |
was Waily Astor; both Mr. Silva and Mr. Ventura were visibly surprised, especially becaust -
the young man was dressed in faded blue jeans, sneakers, and a checked shirt with the sleeves
rolled up. I
“Hey, thanks for picking me up,” Wally said as the three shook hands. “You mustte £
Alexander and Agosta? My father-in-law said you were going to meet us at the airport.”
“Tam President Alessandro Silva, and this is my Marketing Director, Mr. Ventura,” Mr. il
said icily. “We expected to see President Williams. Will be be coming on a later flight?” a
“No, he had something important come up, so he sent me to take care of the visit to Brazl” {;
Welly replied. “Oh, here, let me give you my business card so you’ll know Ireally am whoIsy
Tam” .
President Silva read the card carefully and turned to Agosto with a frown. The card hai
the U.S. flag emblazoned on it with an italicized inscription under it: “An American-ownel
business.” .
Agosto turned to Wally and said politely, “I'm certain you are tired from your long jour;. |
Shall we drop you at your hotel and then pick you up for dinner about nine o’clock?”
“Nine o’clock! Isn’t that 2 little late for dinner?” Wally exclaimed. “No, let’s just go toys 1
office and get right to it, shall we? I have a contract drawn up by the lawyer-types in my deput
ment. I think you'll find it covers ail the details and is more than fair.”
President Silva spoke up more forcefully than he intended, “Mr. Astor ...”
“Please call me Wally :
“No, Mr. Astor. I don’t know you or your company well enough to call you by your fint
name and certainly not well enough to look at an important contract with you today. [ v&

impressed with the phone conversation I had with President Williams, but Ae is not here today
50 let’s drop you at your hotet and begin our discussion over dinner later this evening.”
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CHAPTER 4 COMMUNICATING ACROSS CULTURES

Wally was surprised and uncomfortable to see Mr. Silva standing very close to him, staring
inenlly into his eyes and gesticulating to emphasize his words. Wally took a step back, but Mr.
Silia took a step toward him to close the gap between them.

“OK, Mr. Silva. Maybe [ sounded like I was trying to rush things a bit. But you see, § booked
iy flight out for tomorrow evening so T can spend a couple days in Rio to see what that’s about.”

There was an uncomfortable silence during which no one spoke. Finally, Wally said, “1
guess I would like to go to my hotel and rest up. Then we can have dinner at 9:00, OK?”

Ventura knew that President Silva was not warming to Wally, so he decided to see whether
hecould get the refationship back on track. Because he and Wally were about the same age and
eld the same status within their respective organizations, he felt comfortable doing this.

“That sounds very good, Wally,” Ventura said. “We will pick you up at 9:00. And please,
call me Agosto.”

Once he was settled in his hotel room, Wally phoned Henry Williams to check in as
instructed.

“Yeah, Dad,” Wally said. “I met with them at the airport. They drove me to the hotel and
we're going to dinner tonight to get acquainted. Can you believe they want to eat at 9 p.v,?”

“That's good,” Williams replied. “Did you see their facility yet?”

“No. The president, Mr. Silva, is kinda stiff. He said he wants to get to know us better before
he talks business. I think he’s doing the Latin American thing about mafiana. I tried to get the
hall rolling this afternoon, but he wouldn't hear of it

“Well, he’s just being cautious, like I am. I like to know a man personally before I enter into
along-term contract with him, too. Wally, this isn’t like selling cars. It’s building relationships
that have to work day after day. I'm sorry I threw you into this situation alone.”

“You know,” Wally said, “I think he’s upset that you aren’t here.”

“Thope you conveyed my apology to him,” Williams replied, “and explained that this depo-
sition came up at the last minute.”

“I sure did.”

“OK. Call me tomorrow afternoon to let me know how the dinner conversation went. How
long do you think you'1] be out there?”

“Well, I made reservations to leave for Rio tomorrow evening for a couple days,” Wally said.

“Why are you going to Rio? Who is out there?” Williams asked.

“I promised Mindy I'd check out Rio as a possible vacation spot for later this year.”

“Wally, you don’t work for Mindy. You work for me. If M. Silva wants to talk with you for
the next few days, that’s exactly what you're going to do. Forget about going to Rio!™

That evening at the restaurant, Mr. Silva insisted that Wally sit across the table from him and
Mr. Agosto.

“Mr. Astor, I want to thank you for joining us for a Brazitian business dinner this evening.”

said M. Silva. “We wlways start with caferinho, a vary strongs caprosso. We think it bolps the
conversation to flow.”

For the next hour, Wally found himself talking freely about his wife, their relationship, his
in-laws, his childhood and parents, and many other topics that would never find their way into
a business discussion in the U.S. To encourage Wally, Mr. Silva and Agosto shared humorous
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Case Questions

4-11. What are three of the cultural missteps that Wally Astor and his father-in-law, Henry Wil
made in this scenario? Why do you think this happened?

If you were a native of Brazil and advising American business representatives about wht
when talking with Brazilian business partuers, what would you tell the Americans about Brai

4-12.

culture?
413,

Imagine that the situation in this case study was reversed, that is, the Brazilian businessmer
were coming to the United States to look for a supplier. What would you tell the Brazilians s
‘American business culture to prepare them for success?

b

Source: Linda Catlin. Ms. Catfin is an organizational anthropologist and the co-author of Internation

Business: Cultural Sourcebook and Case Studies. She consults with clients on projects related to cros -
cultural business communications, organizational culture, and organizational change dynamics. He
clients include the Mayo Clinic, the Kellogg Foundation, General Motors, Ascension Health, and BASE

Linda Catlin, Claymore Associates. Used with permission.
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BNP:Paribas; the French bank. launched its Facebook and Tvitter sites:in. 2010 and.
hias ons'of he:largést followings, with about 120,000 Facebook fans?

FiyanciaL TIMES
Yatiaty 10,2011

Managers in' inietnational bisinessos o anproﬁt ‘eliterprises around the werld are grappling

with the question ol how o benefit’ from the burgeoning use. of Social media networks—
§ thirough the Tnfernet. vidée, audio, and phone-—both éxternal and intetndl to the orgariza-
tlon; The networks, such a8 Facebook, ate directly and indirectly linkitg people atid basiness around the
Sword. (Feebook,-for éxample, had 1:44 bitlion monthly. users-aroimnd the wotld as.of April 2015.) The
powet of anch linkages forpolitical and social motives wis mads: clear duting the Arab Spring in 2011,
“staited by one person in Egypt protesting the'goversment by using YouTube, iPHones, and ofher media.
Global business. managers ars realizing that these social media are potential sourees of rich informa-
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| Wbt customers waiit, how new idéss might be roceived, what comapetitors ‘are- déing; what problems
might be hitking:and how 16 deal with then; and $o'on. Asan’ example, K. Ananthl Krishnan, the. chief
dhinology officér (CTOY 6f Tats Congultancy Services; observed: in an: inlberviass that “Inerédsingly,
daleds coming at businesses n sty uciured says: It's comig from outside of dompantes; in the Kinds of
fworking atid SMS, inessaping Habifs that customers Have, And it's Coming from Diisiructured soirces
ide-coinpunies, from in-hovse bloge 1o internal knowledge markets?3 (Tata, Consultaricy Services,
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ol positive und negative fesdback?

39 peéicent of compariies Weve surveved already usé socigl-media Services ds thair pri-
nary digital tookva reacti customers, and that percemage ivexpecied 1o vise tp 47 percent:
within the et four years:

MeKINgEY: Qum‘;un

BN

CHAPTER 4 COMMUNICATING ACROSS CULTURES

149




image3.jpg
150

PART 2

THE CULTURAL CONTEXT OF GLOBAL MANAGEMENT

Al ”my‘ummm' e {rying outmcwlmed:amwkenbemprmctsorsemcesanﬂ,a .
feadhnck, mﬁdmsﬁeawd:mis : mamanoﬂcasmuasbemgammmga

b0 B
ific demographic inarkets.®

cﬁe hmnmbvt ofnsersmtwnsxdembla apwrh-mr; or markeling,

Cudtural communications are deeper and more complex than spoken or written messages.
The essence of effective cross-cultural communication has more to do with releasing the right
responses than with sending the “right” messages.

HALL AND Hazt!

Mudti-local online strategy...is about meeting global business objectives by nuning in to the
cultural dvnamics of their local markets.
“THINK GLOBALLY, INTERACT LOCALLY,” NEW MEDIA AGE!

As the opening profile suggests, communication in afl its forms is a critical factor in the cross-cok
tural management issues discussed in this book, particularly those of an interpersonal nature, invoh

ing motivation, leadership, group interactions, and negotiation. Culture is conveyed and perpetuated

through communication in one form or another. Culture and communication are so intricately inter ©

twined that they are, essentially, synonymous. 10 By understanding this relationship, managers ca -

move toward constructive intercultural management. Nardon et al. point out that although globd ;
managers cite mulficultural communication as & serfous challenge, at the same time, it can open

up jmportant sousces of business opportunity. “It is through communication that relationships ar

formed, conflicts are resolved, and innovative ideas are created and shared*!!

Managers doing business around the world invariably complain that cross-cultural communics '

tion challenges have led to lost business, unintended offenses, and embarrassment—in particularin
countries where it is crucial to develop relationships and trust. Communication, whether iu the fom ?

of writing, talking, listening, or through the Internet, is an inherent part of a manager’s role and takes ;

up the majority of a manager’s time on the job. Studies by Mintzberg demonstrate the importace :
of oral communication; he found that most managers spend between 50 and 90 percent of their tine
talking to peop!e.'2 ‘The ability of a managerto communicate effectively across cultural ‘boundaries ;.

will fargely determine the success of international business transactions or the outpiit of a culturally
diverse workforce. It is useful, then, to break down the elements involved in the communication
process. both to understand the cross-cultural issues at stake and to maximize the opportunities o
establish common meaning among the parties communicating,

THE COMMUNICATION PROCESS

The term eommunication describes the process of sharing meaning by transiitting messages

through media such as words, behavior, or material artifacts. Managers communicate to coor
nate activities, to disseminate information, to motivate people, and to negotiate future plans. Itis
of vital importance, then, for a receiver to intexpret the meaning of a particular communication
in the way the sender intended. Unfortunately, the communication process (see Exhibit 4-1}
involves stages during which meaning can be distorted. Anything that undermines the comm
catiop of the intended meaning is typicaily referred to as noise.

The primary cause of noise is that the sender and the receiver each exists in_a uniqu, -
private world thought of as her or his life space. The context of that private world, ]m—gel,,

based on culture, experience, relations, values, and so forth, determines the interpretation of|
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EXHIBIT 4-1 The Communication Process

Noise

U ;
Cultore i

- Feedback —-

. feaning in communication. People filter, or selectively understand, messages comsistent with
dheir own expectations and perceptions of reality and their values and norms of behavior. The
- more dissimilar the cultures of those involved, the greater the likelihood of misinterpreta-
fitn. In this way, as Samovar, Porter, and Jain state in their book, Understanding Intercultural
 Communication, cultural factors pervade the communication process: :

Culture not only dictates who talks with whom, about what, and how the communication
. proceeds, it also helps to determine how people encode messages, the meanings they have for
messages, and the conditions and circumstances under which various messages may or may
ot be sent, noticed, or interpreted. In fact, our entire repertory of communicative behaviors
isdependent largely on the culture in which we have been raised. Culture, consequently, is the
Joudation of communication. And, when cultures vary, communication pracices also vary.’?

Commaunication, therefore, is a complex process of kinking up or sharing the perceptual
ields of sender and receiver; the perceptive sender builds a bridge to the life space of the
siciver.* After the receiver interprets the message and draws a conclusion about what the
- #nder meant, he or she will, in most cases, encode and send back a response, making communi-
salion 2 circular process.

" 'The communication process is rapidly changing, however, as a result of technological
Bitelopments; therefore it is propelling global business forward at & phenomenat growth rate. ]
These changes are discussed later in this chapter. :

ultural Neise in the Communication Process

“InJapanese theve are several words for “I" and several words Sfor “you” bur their use
depends on the relationship between the speaker and the other person. In short, there is no
1 by itself; the “I” depends on the relationship,"s

Becavse the focus in this text is on effective cross-cuitural communication. it is imnnriant
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EXHIBIT 4-2 Cultural Noise in International Communication'® The vice president for operations of a German manufacturing company

headquartered in Munich became concerned about satisfying an important client in France with an arder that he had outsourced to a subsidiry L bour
in India. He decided to visiz the local manager and confirm the importance of delivering the order on time. The following is what transpired n that
interaction with the local production manager. com
are |
Behayior Attribution cont
German: “What can-be done 1o make German: 1 am giving him some responsibility; parti
sure-this project is-completed bene
ofi tinie?” mim
: Indian: Doesty't he know what to do? oot
He is the boss, gxck
Why is he asking me? €hil
T don’tknow. What do you German: Can’t he take responsibility? °
suggest?”
Indian: 1 asked him for instructions. »
“You know the scheduling German: 1 want to train him to make soine 3
and staffing situation here decisions.
better-than me."”
Indian: What kind of manager ishe? Well; he: peo)
. expeets me to say something. s
Lidian: 8 “I'lLhire another worker, then German: One more warker is totally insufficeit| < and
5 we should be ready in two weeks.” he doesn’t know how to schedule et
propexly. I nieed a definite deadling Wot
commitment-—riot “should be ready” wa
German: “Hire thiés Workers and give German: 1 offer . contract. me
U heni & deadline of fhree weeks. o
Are we agreed on-that deadline?”
Indign: These are my orders: three weeks. Th
i m retorned to his office in Mnnich, confident that the project wonld be completed on tire and the order Res
delivered on schedille, Which lie conveyed to the client, After four weeks, the customer called to.complain that e had into
ﬁnt»rgqﬁved the order. The German VP immediately called the Indisn manager: abr
Gerpan:: Why hasii’t the order been German: Lam holding him responsible for in ¢
i g 'sent outas we agreed?? our agreeient. ! pret
! Tndian: He wanits to know Whiy it is not teady: ma
Indign: 2t will be completed niext week.” (Both atiribuie that it is not ready.) loz
Germar,:: : “But you told me it would be German: 1 st tedch him to take responsibility :"Zn!
i sept out in three weeks™ for deadlines. for
Indian; This person does not know howto {5
manage; it was not possible fo vl
complete the praject in thige weeks, peo
I am going to get another job where Spe
the boss kiiows how to manage!
tior
age
THE CULTURE-COMMUNICATION LINK E‘:i
The following sections examine underlying elements of culture that affect communication, The
degree to which one is able to corumunicate cffectively largely depends on how similar the other [1%
person’s cultural expectations are to our own, However, cultural gaps can be overcome by prio On
learning and understanding of those variables and how to adjust to them. HiE
fiec
Trust in Communication TS
The key ingredient in a successful atliance is trust. not
James R. Houcnron, FormEr CHATRMAN, CORNING, Inc,” lan
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Eifsctive communication, and therefore effective collaboration in alliances across national
sgundarics, depends on the informal understandings among the parties that are based on the trust
fs developed between them. However, the meaning of trust, and how it is developed and
pimicated, varies across societies. In China and Japan, for example, business transactions
i based on networks of long-standing relationships based on trust rather than on the formal
‘airacts and arm's-length relationships typical of the United States. When there is trust between
implicit understanding arises within communications. This understanding has numerous
t in business, including encouraging communicators to overlook cultural differences and
iz¢ problems. It allows communicators to adjust to unforeseen circumstances with less
thar would be the case with formal contracts, and it facilitates open communication in
Junging ideas and information.®® From his research on frust in global collaboration, John
hiidsugeests the following guidelines for cultivating trust:

' Creste a clear and calculated basis for mutual benefit. There must be realistic commit-
fmedts and good intentions to honor them.

Iyrove predictability: Strive to resotve conflicts and keep communication open.
Develop mutual bonding through regular socializing and friendly contact.2!

What can managers anticipate with regard to the level of trust in communications with
ivin other countries? If trust is based on how trustworthy we consider a person to be, then it
“tviry according to that society’s expeciations about whether that culture supports the norms
Jalizes that predispose people to behave credibly and benevolently. Are there differences
 societics in those expectations of trust? Research on 50,000 people in 45 societies by the
Wald Values Study Group provides some insight on cultural values regarding predisposition
yimst, When we examine the percentage of respondents in each society who responded that
“igist people can be erusted,” we can see that the Nordic countries and China had the highest
jposition to trust, followed by Canada, the United States, and Britain, whereas Brazil,
Romania, Slovenia, and Latvia had the lowest level of trust in people.”

The GLOBE Project
Resnlis from the GLOBE research on culture, discussed in Chapter 3, provide some insight
fulturally appropriate communication styles and expectations for the manager to use
‘sl GLOBE researchers Javidan and House make the following observations:** For people
Societies that ranked high on performance orientation—for example, the United States—
centing objective information in a direct and explicit way is an important and expected
. amer of communication; this contrasts with people in Russia or Greece—societies that ranked
1 on performance orientation—for whom hard facts and figures are not readily available or
‘gien scrlousty, 10 these Gasey, # More NGVt approach ls preferred. People from sountivs
fnking low on assertiveness, such as Sweden, also recoil from explicitness; their preference is
formuch two-way discourse and friendly relationships.
Peoplé ranking high in the humane dimension, such as those from Ireland and the Philippines,
meke avoiding conflict & priority and tend to communicate with the goal of being supportive of
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