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PART 2

* THE CULTURAL CONTEXT OF GLOBAL MANAGEMENT

EXHIBIT 3-2 The Role of Cultural Variables in Enacting Management Functions: A Comparison
of Some Typical Views of People in the United States with Other Commanly Held
Perspectives Around the World

"Aspect here refers 10 a belief. value, attitude, or assumption that is part of & culture in that large number ¢
of people in that culture share it. i
Source: Based on Managing Cultural Differences by Philip R. Harris and Robert T. Moran, 5th ed. ¥

Copyright © 2000 by Gulf Publishing Company, Houston, TX. Used with permission, All rights reserved. 7

inanagers plan activities, schedule them, and judge their timely completion based on the belel |
that people influence and control the future rather than assuming that eveats will occur only at e
will of Allah, as managers in an Islamic nation might believe.

Many people in the world understand and relate to others only in terms of their own culture,
This unconscious reference point of one’s own cultural values is called a self-reference criterion. ©
The result of such an attitude is illustrated in the following story.

Once upon a time there was a great flood, and involved in this flood were two creatures, o
monkey and a fish. The monkey, being agile and experienced, was lucky enough to scramble wp
atree and escape the raging waters. As he looked down from his safe perch, he saw the poor
Jish struggling against the swift current, With the very best of intentions, he reached down and
lifted the fish from the water. The result was inevitable.*
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The monkey assumed that its frame of reference applied to the fish and acted accordingly.
‘Thus, international managers from all countries must understand and adjust to unfamiliar social
and commercial practices—especially the practices of that mysterious and unique mnation, the
United States. Japanese workers at a U.S. manufacturing plant learned to put courtesy aside and
interrupt conversations with Americans when there were problems. Europeans, however, are
often confused by Americans’ apparent informality, which then backfires when the Europeans
donot get work done as the Americans expect.

As a first step toward cultural sensitivity, international managers should understand their
own cultures. This awareness helps guard against adopting either a parochial or an ethnocentric
atifude. Parochialism occurs, for example, when a Frenchman expects those from or in another
country to fall automatically into pattems of behavior common in France. Ethnocentrism
describes the attitude of those who operate from the assumption that their ways of doing things
are best—ao matter where or under what conditions they are applied. Companies both large and
small have demonstrated this lack of cultural sensitivity in countless subtle (and not so subtle)
ways with varying disastrous effects,

Procter & Gamble (P&G) was one such company. In an early Japanese television
commercial for Camay soap, a Japanese woman is bathing when her husband walks into
the bathroom. She starts telling him about her new beauty soap. Her husband, stroking her
shoulder, hints that he has more on his mind than suds. The commercial, which had been
popular in Europe, was a disaster in Japan. For the man to intrude on his wife “was considered
bad manners,” says Edwin L. Artzt, P&G's vice chairman and international chief. “And the
Japanese didn’t think it was very funny” P&G has learned from its mistakes and now gener-
aies about half of its revenue from foreign sales.?’

After studying his or her own culture, the manager’s next step toward establishing effective
cross-cultural relations is to develop cultural sensitivity. Managers not only must be aware of cultural
variables and their effects on behavior in the workplace, but also must appreciate cultural diversity
and understand how to build constructive working relationships anywhere in the world. The follow-
ing sections explore culturat variables and dimensions. Later chapters suggest specific ways in which
managers can address these variables and dimensions to help build constructive relationships.

Given the great variety of cultures and subcultures around the world, how can a student of
cross-cultural management, or a manager wishing to be culturally savvy, develop an understand-
ing of the specific nature of a certain people? With such an understanding, how can a manager
anticipate the probable effects of an unfamiliar culture within an organizational setting and
thereby manage human resources productively and control outcomes?

One approach is to develop a cultural profile for each country or region with which the
compaily does or is considering doing business. Developing a cultural profile requires some

famiiliarity with the cultural variables universal to most culturcs. From these universal variables,
mengers eun ideadify W spevilic AIIGIONCES found in cach COUNMTY of people—and, hence,

anlicipate their implications for the workplace.

Managers should never assume that they can successfully transplant American, or Japanese,
or any other country’s styles, practices, expectations, and processes. Instead, they should prac-
tice 2 basic tenet of good management—contingency management. Contingency management
requires managers to adapt to the local environment and people and manage accordingly. That
adaptation can be complex because the manager may confront differences not only in culture but
aso in business practices. The need for managers to adapt to local conditions, particularly within
ajoint venture, was illustrated by Baruch Shimoni in his research of Thai and Istaeli managers of
two MNCs headquartered in Sweden and the United States. He found that the firms’ local man-
agement cultures ran into each other and produced new hybrid forms of management cultures,?
Shimoni found that the managers developed  hybrid management style that was between their
awn and the corporation’s management practices. Whereas the Thai culture focuses on harmoni-
ous personal relationships and avoidance of confrontation, in the Isracti office practices focused
oninformal relationships, performance, work processes, and supervision.?’

Over time, the Thai managers (Chindakohrn and Hansa) and the Israeli managers (Tamir
2nd Shuki) came to adapt their feelings and management style to create a hybrid style suited to
the situation. As Hansa said, “I try to compromise. Working together, get your opinion, what you
want, what you think, then I make decisions... you [I] have to be very quick and execute imme-
diately..... I try to change myself, to be adopting to this [the MNC’s] kind of character, culture.”2®

g
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Influences on National Culture
Managers should recognize, of course, that generalizations in cultural profiles will produce only |
an approximation, or stereotype, of national character. Many countries comprise diverse subcul- |
tures whose constituents conform only in varying degrees to the national character. In Canada, |
distinct subcultures include Anglophones and Francophones (English-speaking and French- |
speaking people, tespectively) and indigenous Canadians. |

Abave all, good managers treat people as individuals, and they consciously avoid any form |:
of stereotyping. However, a cultural profile is a good starting point to help managers develop |
some tentative expectations—some cultural context—as a backdrep to managing in a specific |
international setting. Tt is useful. then, to look at what cultural variables have been studied and
what implications can be drawn from the resuits.

Before we can understand the culture of a society, we need to recognize that there are sub- |
systems in a society that are a function of where people live; these subsystems influence, and |
are influenced by, people’s cultural values and dimensions and thus affect their behaviors, both
on and off the job. Harris and Moran identified eight categories that form the subsystems in any |
society.” This system’s approach to understanding cultural and national variables—and their
effects on work behavior—is consistent with the model shown in Exhibit 3-1 that shows those E
categories as a broad set of influences on societal culture. Those categories are the kinship sys- ¢,
tem of relationships among families; the education system; the economic and political systems,
the associations that make up formal and informal groups; the health system; attitudes toward
recreation and leisare; and—perhaps most important—religion (further discussed in the accom- |
panying Under the Lens feature).

UNDER THE LENS
Religion and the Workplace

AT ee e basis of a seligion s shared belicfs, values, and:fnstitutions, it /& closely aligned with
 the sccepted underpinings of sacietal culture: thus; séligion and cultire-are inextricably linked:
' As such, religion naderties both moral and’ economic norms and influences everyday business
transactions and oh-the job biehaviors: The connestions Hefweer culttice and work betdvior for erploy-
ees and managers in various countiies dre discussed throughout thisbook, Hets we note specifically that
managers in the hofms countiy or abmgdmnstmmgnizzhoqmebhgﬂmﬁgiamrm n the workplace
25 thé valus of such diversity in.the workplace. Days off for teligions Jolidays, accimmodation for
prayers, distary reguirements, and 5o on, i io tisiderations I i
_managers abroad yrust, be particularly. sensitive to the Tocal religious context and
workpl orms of employers and others becauss those mignagets will be immersed;
denling Wit employess; clients, suppliers, and others. Failure to dé 3
‘of the-firim i that location. e s -
Most readders of this book are Familiar with the major religiofs of the world (see Map S 0andm. |
in-depth discussion of religions is beyond the focis here. (The four religions witit the largestnumberof  ©
Followers are. Christianity, with 33,1% of world populsition; I1am, with 20.4%; Hinduism, with 13.5%
and Buddhism, with 6%, These figures are approximate because, of conrse; they are changing every
G What e do focus on as we progress fhrdugh the chaptecs ars th wags i whish religion inlc-
sects with colture dnd Affects business Interactions; oxpectatians, operations, motivdtions, and Teader-
ship, including attitudes towaird work; time, ethics, and decision-making.
Hincaisty is over 5,000 years oid and typically invotves Worship of misny gods. Prayes is usyally 4 pri-
~vate matter i one's own hoine, The taditional caste system, now illegal, still 1ends o affect the labor
matkets; As another example of thie sffects of religion in the workpiace, 3 Western manager: ‘operating
in-some areas or enterptises in India might note the emiployees” lack 0f sensifivity to: fime; As noted
by Agam Nag, that attinude’is attributed to'the religious belief and “the: philosaphical backeround,
It has. been Variously traced to the. caneptof immortality-of soufand reincarnation in' Hindiism that
ives 4 sense of infinitenvss to life and hence time*! Nug explains that the lack of sensitivity to time
ents aeross 4l religions in Tndia, including the endless variations of Hiiidoism aswell & triany offier
religions suchias Islam, Christianity, and Sikhism 32 Clearly, religious belief is only oné dimension of
Indian culfure to explain the way they view time. However, we can'also observe i Tnfloence indicom-
petitiveness of foreign companics operating in the cities in Tndia, Stich a5 the Msy. companies i the

¢
|

MAP 3.1 Major World Religions
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CULTURAL VALUE DIMENSIONS

Cultural variables result from unique sets of shared values among different groups of people.
Most of the variations between cultures stem from underlying value systems, which causs |

people from different cultures to behave differently under similar circumstances. Values arc
society’s ideas about what is good or bad, right or wrong—such as the widespread belief that

stealing is immoral and unfair. Values determine how individuals will probably respond in ay

given circumstance. As a powerful component of a society’s culture, values are communicated

through the eight subsystems previously described and are passed from generation to generation
Interaction and pressure among these subsystems (or more recently, from foreign cultures) ma
provide the impetus for slow change. The dissolution of the Soviet Union and the formation of
the Commonweaith of Independent States is an example of extreme political change resulting
from internal economic pressures and external encouragement to change.

Project GLOBE Cultural Dimensions

Recent research results on cultural dimensions have been made available by the GLOBE (Global |
Leagsrship wna Orpanizetional Behavier Effuctivencss) Project team. The team comprises

170 researchers who have collected data over seven years on cultural values and practices and
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leadership attributes from 18,000 managers in 62 countries. Those managers were from a wide

2 has adapted sariety of industries and sizes of organizations from every comer of the globe. The team iden-
ditional yalye tifie nine cultural dimensions that distinguish one society from another and have important
ind elsewhere managerial implications: assertiveness, future orientation, performance orientation, humane
it crientation, gender differentiation, uncertainty avoidance, power distance, institutional collectiv-
selisve in qne ism versus individualism, and in-group collectivism. Only the first four are discussed here; this
“eaches fove, - avoids confusion for readers because the other five dimensions are similar to those researched
::;gﬁ‘ﬁ;:d"g by Hofstede, which are presented in the next section. (Other research results from the GLOBE
i C‘éﬁs::n Project are presented in suh_sequem chapters where applicable, such as in the Leadership section
& to the Ten in Chapter 11.) The df:scnptions are a_s follows, ak)?ﬁg with selected rankings based on the
pe holidays, - GLOBE resuits shown in the accompanying bar charts.

owevef, there

Be Protestant ASSERTIVENESS

sisspreading . This dimension refers to how much people in a society are expected to be tough, confrontational,

and competitive versus modest and tender. Austria and Germany, for example, are highly asser-
tive societies that value competition and have 2 can-do attitude. This compares with Sweden and
Japan, less assertive societies, which tend to prefer warm and cooperative relations and harmony.
The GLOBE team concluded that those countries have sympathy for the weak and emphasize
loyalty and solidarity.

AUSRIA- GRE  US.  FRA  RE  EGT  IN  SWZ SWE
*Not 0 scale—indicates relafive magnitude.

Source: Based on results from the GLOBE project.

FUTURE ORIENTATION

This dimension refers to the level of importance a society attaches to future-oriented behaviors
such as planning and investing in the future. Switzerland and Singapore, high on this dimension,
are inclined to save for the future and have a longer time horizon for decisions. This perspective
compares with societies such as Russia and Argentina, which tend to plan more in the shorter
term and place more emphasis on instant gratification,

of people.
‘hich cau: s =
slts are s A A A A A 4
- SING NETH CAN IND IRE EGT A ARG RUS

behi::f that *Not ko scale—indicates relative mognitude.

‘ond in any

imunicated Sotirce: Based on results from the GLOBE project.

generation.

tures) may

rmation of PERFORMANCE ORIENTATION

e resulting This dimension measures the importance of performance improvement and excellence in society
and refers to whether people are encouraged to strive for continued improvement. Singapore,
Hong Kong, and the United States score high on this dimension; typically, this means that
people tend to take initiative and have a sense of urgency and the confidence to get things done.

3E (Global Countries such as Russia and Italy bave low scores on this dimension; they hold other priorities

comprises dhead of performance, such as tradition, loyalty, family, and background, and they associate

ctices and competition with defeat.
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Performance Orientation
Madiom

A A
TA  VENEZ ARGEN

A A A
HK  NZ US PN ENG SN

"Not o scole —indicates relofive mogniiude.

Source: Based on results from the GLOBE project.

HUMANE ORIENTATION
This dimension measures the extent to which a society encourages and rewards people for being|
fair, altruistic, generous, caring, and kind. Highest on this dimension are the Philippines, Ireland.
Malaysia, and Egypt, indicating a focus on sympathy and support for the weak. In those socie,
ties, paternalism and patronage are important, and people are usually friendly and tolerant a
value harmony. This compares with Spain, France, and the former West Germany, which scosd
low on this dimension; people in these countries give more importance to power and materi
possessions as well as self-enhancement,

Clearly, research results such as these are helpful to managers seeking to be successful it
cross-cultural interactions. Anticipating cultural similarities and differences allows managers o
develop the behaviors and skills necessary to act and decide in a mtanner appropriate to the loci.
societal norms and expectations,

Humane Orientation

A A A A
PHL  IRE  MALAY US. SWE  HK BRA FRA GER
“Not fo scale—indicates relafive magnitude.

Source: Based on resuits from the GLOBE project.

Culitural Clusters

Gupta et al.,, from the GLOBE research team, also analyzed their data on the nine colusd
dimensions to determine where similarities cluster geographically. Their results support the exis:
tence of ten cultural clusters: South Asia, Anglo, Arab, Germanic Europe, Latin Europe, Eastem
Europe, Confucian Asia, Latin America, sub-Saharan Africa, and Nordic Europe. They point ot
the usefulness to managers of these clusters:

Multinational corporations may find it less risky and more profitable to expand into more simi-
lar cultures rather than those which are drastically different>’

These clusters are shown in Exhibit 3-3. To compare two of their cluster findings, for exan-
Pple, Gupta et al. describe the Germanic cluster as masculine, assertive, individualistic, and resul
oriented. This compares with the Latin American cluster, which they characterize as practicisg
high power distance, low performance orientation, uncertainty avoidance, and collectivism.

Latin American societies tend to enact life as it comes, taking its unpredictability as a fact of
life, and not overly worrying about results.*

Most researchers feel that there is a relationship between geographic cultural clusters and fheir
similar economic systems, histories, or environmentat characteristics.3*

Hofstede’s Value Dimensions :
Earlier research resulted in a groundbreaking framework for understanding how basic values

underlia organizational hobavior: Geert Hofstede devoloped this framework based on his rescarch_

on more than 116,000 people in 50 countries. He proposed four value dimensions: POWer
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{Black spotsy

Swce:Data from V. Gupta, P. J. Hanes, and P. Dorfman, Journal of World Business 37, No. 1 (2002), p. 13.

‘disinee; uncertainty avoidance, individuatism, and masculinity.*® We should be cautious when
Igepreting these resuits, however, because his research findings are based on a sample drawn
“fiwi ope multinational firm, TBM, and because he does not account for within-country differ-
gy i multicultural countries. Although we introduce these value dimensions here to aid in the
derstanding of different cultures, their relevance and application to management functions will
fediscussed further in later chapters.
. The first of Hofstede’s value dimensions, power distance, is the Jeve] of acceptance bya
sxciety of the unequal distribution of power in institutions. What are the attitudes toward hier-
xiyand the level of respect for authority? How reluctant are employees to express disagree-
feat with their managers? In the workplace, inequalities in power are normal, as evidenced
1o higrarchical boss—subordinate relationships. However, the extent to which subordinates
unequal power is societally determined. In countries in which people display high
ower distance (such as Malaysia, the Philippines, and Mexico), employees acknowledge the
bess's authority simply by respecting that individual’s formal position in the hierarchy, and
&y seldom bypass the chain of command. This respectful response results, predictably, in a
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centralized structure and autocratic leadership. Tn conntries where people display low power indep
distance (such as Austria, Denmark, and Israel), superiors and subordinates are apt to regard = rather
one another as equal in power, resulting in more harmony, open communication of ideas, and ¢ Other
better cooperation. Clearly, an autocratic management style is not likely to be well receivedin emph
low power distance countries. L tectiv
. anoth
E
highe
indivi
et 2 - s ¢ calsy
VA A A & A A A A AAAAGRAAAAD inag
MAL ARA MEX IND FRA TTA JPN SPA ARG US. GER UK DEN ISR AUT - g
“Nel o scola—indicote relfive magnitude, £ ahig
Note: ARA = Arch Countries i when
AUT = Avstria Unitec
Source: Data based on G. Hofstede, “National Cultures in Four Dimensions.” that t
Internasional Studies of Management and Organization (Spring-Summer, 1983). :‘:;;‘i’:
i adopti
The second value dimension, uncertainty avoidance, refers to the extent to which people increa
in a society feel threatened by anubiguous situations. Countries with a high level of uncertainty
avoidance (such as Japan, Portugal, and Greece) tend to have strict Iaws and procedures fo
which their people adhere closely, and a strong sense of nationalism prevails. In a business
context, this value results in formal rales and procedures designed to provide more security
and greater career stability. Managers have a propensity for low-risk decisions, employees
exhibit fittle aggressiveness, and lifetime employment is common. In countries with lower lev- |
els of uncertainty avoidance (such as Denmark, Great Britain, and, to less extent, the United
States), nationalism is less pronounced, and protests and other such activities -are tolerated.
Consequently, company activities are less structured and less formal, some managers take more
tisks, and high job mobility is common.
T
Uncertainty Avoidance® values
©° comps
: it for the
A A A A b A A A A A 4 genera
GRE JAN FRA KOR ARA GER AUL CAN US. UK IND DEN SN stress,
*Notto scoll—indicates relofive megninude. with k
Noto: AUL = Australia stress,
Source: Data based on G. Hofstede, 1983. i Lies so
i encom
¥ care ce

The third of Hofstede's value dimensions, individuatism, refers to the tendency of people
10 look after themselves and their immediate families with less emphasis on the needs of society;
the primary focus is on the individual or the nuclear family. In countries that prize individualism
(such as the United States, Great Britain, and Australia), democracy, individual initiative, and i
achievement are highly valued: the relationship of the individual to organizations is one of inde- |
pendence on an emotional level, if not on an economic level. i
In countries such as Pakistan and Panama, where low individualism prevails—that js, where
collectivism predominates—there is more emphasis on group achiévements and harmony and i
the importance: of the extended family or group. In such societies, there are tight social frame- :
works, emotional dependence on befonging to the organization, and a strong belief in group
decisions. People from a collectivist country, such as Japan, believe in the will of the gromp
rather than that of the individual, and their pervagive collectivism exerts control over individual i Tt
members through social pressure and the fear of humiliation. The society valorizes harmony and i
saving face, whereas individualistic cultures generaily emphasize seif-respect, autonomy, and

they ar
and be’
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ace. Hiring and promotion practices in collectivist societies are based on paternalism

i achievement or personal capabilities, which are valued in individualistic societies.
spagement practices-(such as the use of quality circles in Japanese factories) reflect the

s on group decision-making processes in collectivist sacieties. The individualism-col-

dimension, then, relates to the manner in which members of a group relate to one

and work tcvgeﬂlerf"

Hoistede’s findings indicate that most countries scoring high on individualism have both a

lism-~that is, there is a strong relationship among individualism, wealth, and a politi-
ith baianced power. Other studies have found that the output of individuals working

dy idividualistic culture, social loafing is common—that is, people tend to perform less

working #s part of a group than when working alone.? In a comparative study of the
éd Staies mnd the People’s Republic of China (a highly collectivist society), Earley found
Chinese did not exhibit as much social loafing as the Americans.*> This result can be
g Chinese cultural values, which subordinate personal interests to the greater goal of
group succeed. However, more recently, one sees the younger generation in the cities
piog mace of a capitalist and individualistic attitude toward their jobs as global competition
;and a5 more western companies operate there and hire locals.

Individualism*

{ A A A A A A
AL US. LK CAN FRA GER SPA PN MEX A KOR SN
TR p——

Soarce: Data based on G. Hofstede, 1983,

fourth value dimension, masculinity, refers to the degree of traditionally masculine
séi-—ssetiveness, materjalism, and 2 lack of concern for others—that prevail in a society. In
g, femininity emphasizes feminine values—a concern for others, for relationships, and

qualty of fite. In highly masculine societies (Japan and Austria, for example), women are
sally expected to stay home and raise a family. In organizations, one finds considerable job

ayd organizational interests generally encroach on employees® private lives. In countries
mseulinity (such as Switzerland and New Zealand). one finds lexs conflict and job

moiy women in high-level jobs, and a reduced need for assertiveness. The United States
what in the middle, according to Hofstede’s rescarch. American women eypically are

1o work, and families often are able to get some support for child care (through day-
and maternity feaves).

fHigh Masculinity®

o

N4 2 A A A A A A A & A
PN MEX GER UK US. ARA FRA KOR POR CHC DEN SWE

Mot sl —indictesraleve magniie.
Sarte: Data based on G. Hofstede, 1983.

four cultural value dimensions Hofstede proposed do not operate in isolation; rather,
pies interdependent and interactive—and thus complex—in their effects on work attitudes
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LONG-TERM/SHORT-TERM ORIENTATION
Later research in 23 countries, using a survey developed by Bond and colleagues called the
Chinese Value Survey, led Hofstede to develop a fifth dimension—called the Confucian work
dynamism—which he labeled & long-term/shert-term dimension. He defined long-term oriente-
tion as “the extent to which a culture programs its members to accept delayed gratification of
their material, social, and emotional needs.™* In other words, managers in most Asian countries |
are more future-oriented, so they strive foward long-term goals; they value investment in the
future and are prepared to sacrifice short-term profits. However, managers in countries such
Great Britain, Canada, and the United States place a higher value on short-term results and puof
itability and evaluate their employees accordingly. As far
where alos
Kingdom,
Long-Term/Short-Term Orientation* their work
% s Sweden, C
4 A A A
CH MK PN TAL VIE BRA IND US. CAN UK E/W AR
*Not o scole—indicates relative magnitude.
Source: Databased on G. Hofstede, Culture's Consequences: Comparing Values,
Behaviors, Institutions, and Organizations across Nations, 2nd ed. (Thousand
Ouks, CA: Sage, 2001).
Trompenaars’s Vaiue Dimensions
Fons Trompenaars also researched value dimensions; his work was spread over a ten-yeat
4 3 : : 3 In th
period, with 15,000 managers from 28 countries representing 47 national cultures. Some of £
those dimensions, such as individualism, people’s attitude toward time, and relative inner- versus Tource 9
: o Y e enceisb
outer-directedness, are similar to those discussed elsewhere in this chapter and others, and soar cation an
not presented here. Other selected findings from Trompenaars’s research that affect daily bus have cqu
ness activities are explained next, along with the placement of some of the countries along thost ;
dimensions, in approximate relative order.*® If we view the placement of these countries alou& :’::Fy’l !
a range from personal to societal, based on each dimension, some interesting patterns emerge’ oo ";‘:
One can see that the same countries tend to be at similar positions on all dimensions with the b4
exception of the emotional orientation.
In Trompenaars’s dimension of universalism versus particularism, we find that the i
versalistic approach applies rules and systems objectively without consideration for individul
circumstances, whereas the particularistic approach—more common in Asia and Spain, for
example—puts the first obligation on relationships and is more subjective. Trompenaars found
for example, that people in particularistic societies are more likely to pass on insider information
1o a friend than those in universalistic societies.
Obligation*
Iti
ple’sin
us, GER SWE UK A RA PN SPA CHI Awaren
*Not to scale—indicates relotive mognihude. asafut
Source: Data based on F. Trompenaars, 1993. tons
At this
In the neutral versns affective dimension, the focus is on the emotional orientation of el in whic
tionships. The Itatians, Mexicans, and Chinese, for example, woaid openly express emotions; effect,
even in a business situation, whereas the British and Japanese would consider such displays “cultur
unprofessional: they, in Win, would be ISEarded @y hard 1o reud. “ihe res
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As far as involvement in relationships goes, people tend to be either specific or diffiuse (or some-
where along that dimension). Managers in specific-oriented cultures—the United States, United
Kingdom, France—separate work and personal issues and relationships; they compartmentalize
deir work and private lives, and they are more open and direct. In diffuse-oriented cultures—
Sweden, China—work spills over into personal relationships and vice versa.
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In the achievement versus ascription dimension, the question that arises is, “What is the
soarce of power and status in society?” In an achievement society, the source of status and influ-
ence s based on individual achievement—how well one performs the job and what level of edu-
cation and experience one has to offer. Therefore, women, minorities, and young people usually
have equal opportunity to attain position based on their achievements. In an ascription-oriented

s alon,

untricsgat:l:;; society, people ascribe status based on class, age, gender, and so on; one is more likely to be
s emerge, % bom into a position of influence. Hiring in Indonesia, for example, is more likely to be based on
ions with the wilo you are than is the case in Germany or Australia,

that the uni- 5

or individual High Source of Power and Status
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Source: Data based on F. Trompenaars, 1993,

Itis clear, then, that a lot of what goes on at work can be explained by differences in peo-
ple’s innate value systems as described by Hofstede, Trompenaars, and the GLOBE researchers.
Awareness of such differences and how they influence work behavior can be very useful to you
»s a future international manager.

Consequence or Cause?
At this point, it is worth considering the results of a study by Steel and Taras, published in 2010,

on of rela- in which they challenge the view held by Hofstede and others of culture as the cause, and not the
emotions, effect, of variations in cultural values. Steel and Taras argue that the opposite can be truv, that
h displays “culture is 2 consequence of certain individual and national-level factors™ They conclude that

the research results provide a basis for explaining variations in cultural values within and between

CHAPTER 3 UNDERSTANDING THE ROLE OF CULTURE
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countries and that “cultures are determined by a set of individual and country level factors and at EXHIBIT 3-4 Funda
likely to change in response to a change in the culture-determining factors.”*® Examples of the |
factors they considered are macrofactors such as wealth and freedom and microfactors such &
age, gender, education, and socioeconomic status. Steel and Taras stress, therefore, that we should |-
not rely on national averages to draw conclusions about individuals.*® Other researchers also hold |
this broader concept of the origins of cultural behavior; Meuthe and Hoegl, for example, st |-
that “we extend the traditional view of culture as an exclusive country-level determinant to a moe |
comprehensive view that integrates social institutions such as the education System, economi |
freedom, and civil liberties.”*"

Clearly, the origins, causes, and effects of cultural variables are complex, but the fat |
remains that culture plays a key role in the workplace, and international managers must be awas |
of that role and manage accordingly. |

Critical Operational Value Differences

After studying various research results about cultural variables, it helps to identify some spec;
culturally based variables that canse frequent problems for managers around the world, Tmportant
variables are those involving conflicting orientations toward time, change, material factors, and |-
individualism. We try to understand these operational value differences because they strongly
influence a person’s attitudes and probable response to work situations. |

TIME
Americans often experience much conflict and frustration because of differences in the concept of time
around the world—that js, differences in temporal values. To Americans, time is a valuable and limited
Tesource; it is to be saved, scheduled, and spent with precision, lest we waste it. The clock is always
running—time is money. Therefore, deadlines and schedules have to be met. When ofhers are noton | beliefs. Whereas A
time for meetings, Americans may feel insulted; when meetings digress from their purpose, Americas | emers find these th
tend to become impatient. Similar attitudes toward time occur in Western Burope and elsewhere. ferences in attitude
In many parts of the world, however, people view time from different and longer perspee- systems because th
tives, often based on religious beliefs (such as reincarnation, in which time does not end &
death), on a belief in destiny, or on pervasive social attitudes. In Latin America, for exampl,
a common attitude toward time is mafiana, a word that literally means “tomorrow.” A Latin
American person using this word, however, usually means an indefinite time in the near
future. Similarly, the word bukra in Arabic can mean “tomorrow” or “some time in the future”
Although Americans usually regard 2 deadline as a firm commitment, Arabs often regard a dead-
fine imposed on them as an insult. They feel that important things take a Iong time and therefore
cannot be rushed. To ask an Arab to rush something, then, is to imply that you have not given
him an important task or that he would not treat that task with tespect. International managers
have to be careful not to offend people—or lose contracts or employee cooperation—because
they misunderstand the local language of time.

Source: J.J. Lawrenc
Management Internat
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CHANGE

Because they are based largely on long-standing religious beliefs, values regarding the aceep
tance of change and the pace of change can vary immensely among cultures. Western people
generally believe that an individual can exert some control over the future and can manipula
events, particularly in a business context—that is, individuals feel they have some internal con-
trol. In many non-Westem societies, however, control is considered external; people generally
believe in destiny or the will of their God and, therefore, adopt a passive attitude or even feel

Hostility toward those introducing the evil of change. In societies that place great importance o THE INTEF
tradition (such as Japan), one small area of change may threaten an entire way of life. However, As of June 30,
the younger generations are becoming more exposed to change through globatization, technol- compared with

ogy, and media exposure. International firms are agents of change throughout the world. Some .
changes are more popular than others are.

We would be rem:
ingly pervasive us

MATERIAL FACTORS

In large part, Americans consume resources at a far greater rate than most of the rest of te social variables di
world. Thoir attiiude 1ward nature—mat it is there 1o be used for their benefit—differs from the well as politics, as

attitudes of Indians and Koreans, for example, whose worship of nature is part of their religion for example, there
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Lawrence and Ryb-soug Yeh, “The Influence of Mexican Culture
International Review 34, No. 1 (1994), pp. 49-66, used with ‘permission.

Whereas Americans often value physical goods and status symbols, many non-West-
find these things unimportant; they value the aesthetic and the spiritual realm. Such dif-

attitude have implications for management functions such as motivation and reward
because the proverbial carrot must be appropriate to the employee’s value system.

DUALISM
fly Americans tend to work and conduct their private lives independently, valuing indi-
achiievement, accomplishments, promotions, and wealth above any group goals. In many
coiiitries, individualism is not valued (as discussed Ppreviously in the context of Hofstede’s
k).t Ching, for example, much more of a “we” consciousness prevails, and the group is the
; iding block of social Iife and work. For the Chinese, conformity and cooperation take
cace over individual achievement, and the emphasis is on the strength of the family or
writy—the predominant attitude being, “We all rise or fall together.”
Thtemational managers often face conflicts in the workplace because of differences in these
far basic values of time, change, materialism, and individualism. I these operational value
differences and their likely consequences are anticipated, managers can adjust expectations,
cpmmunications, work organization, schedules, incentive systers, and so forth to provide for
“constructive outcomes for the company and its employees. Some of these operational
differences are shown in Exhibit 3-4, using Japan and Mexico as examples. Note in particalar
¢ factors of time, individualism, change (fatalism), and materialism {attitudes toward work)
#xpressed in the exhibit.

THE INTERNET AND CULTURE

As of June 30, 2014, South Korea had 92.4% of its population who were internet users—
compared with 86.9% for the United States for the internet population peneiration.

WWW.INTERNETWORLDSTATS.COM. !

We would be remiss if we did not acknowledge the contemporary phenomenon of the increas-
ingly pervasive use of the Internet in society, for it seems to be encroaching on many of the
~social variables discussed earlier—in particular, associations, education, and the econorny, as
Well as politics, as evidenced in the 2011 Arab Spring, discussed in Chapter 1. In South Korea,
for example, there is an obsession for anything digital. Over 92 percent of homes are connected

on the Use of Japanese Manufacturing Techniques in Mexico,”
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to a high-speed Internet service. That compares with an average of 70 percent for the Europea
countries, 87 percent in the United States, and 47 percent for China. Seoul is the most techno:
logically advanced city in the world. This phenomenon seems to be changing the lives of ARFE
Koreans. Teenagers, once used to hanging out at the mall, now do so at the country’s thousand
of personal computer (PC) parlors to watch movies, check email, and surf the Net.

At the same time that the Intemet is affecting culture, culture is also affecting how e
Internet is used. One of the pervasive ways that culture is determining how the Internet may i
used in various countries is through the local attitude to information privacy—the right to o
trol information about oneself, as observed in the following quote.

You Americans just don’t seem to care about privacy, do you?

SWEDISH EXECUTIVE”!

Although Americans collect data about consumers’ backgrounds and what they buy, ofier
trading that information with other internal or external contacts, the Swedes, for example, as
astounded that this is done, especially without governmental oversight,* The Swedes are requirt}
to register all databases of personal information with the Data Inspection Board (DIB), their fedent
regulatory agency for privacy, and to get permission from that board before that data can be use.
Indeed, the Swedish system is typical of most countries in Europe in their societal approaches i
privacy.* Generally, in Europe, each person must be informed, and given the chance to objecti
the information about that person will be used for direct marketing purposes or released to another’
party. That data cannot be used for secondary purposes if the consumer objects.

In Italy, data cannot be sent outside—even io other EU countries—without the explicit consent
of the data subject. ...

In Spain, all direct mail has to include the name and address of the data owner so that the
data subject is able to exercise his rights of access, correction, and removal,>

‘The manner in which Europe views information privacy has its Toots in culture and histor
leading to a different value set regarding privacy. The preservation of privacy is considereds
human right, perhaps partially because of an internalized fear about how personal records wee
used in war times in Burope. In addition, research by Smith on the relationship between v |
of concern about privacy and Hofstede’s cultural dimensions revealed that high levels of uncet-
tainty avoidance were associated with the European approach to privacy, whereas higher ]m{;
of individualism, masculinity, and power distance were associated with the U.S. approach.” %

It seems, then, that societal culture and the resultant effects on business models can rents
the assumptions about the global nature of information technology incorrect. U.S. businesspes
ple, brought up on a strong diet of the market economy, need to realize that they will often needt
localize their use of IT to different value sets about its use. This advice applies in particular totlé
many e-commerce companies doing business overseas. With 75 percent of the world’s Intemt
market tiving outside the United States, multinational e-businesses are learning the hard way thi
their websites must reflect local markets, customs, languages, and currencies to be successfuliy
foreign markets. Different legal systems, financial structures, tastes, and experiences necessiti
attention to every detail to achieve global appeal. In other words, e-businesses must localizs ¢
globalize, which means much more than translating online content to local languages. Lycos
Europe, for example, based its privacy policies upon German law because it is the most stringét:

One problem area often beyond the control of e-business is the cost of connecting to
Internet for people in other countries. Other practical problems in Asia, as well as in Germa;
the Netherlands, and Sweden, include the method of payment, which in most of these pla:
still involves cash or letters of credit and written receipts. Dell tackled this problem by offtk
ing debit payments from consumers’ checking accounts. Some companies have learned i
hard way that they need to do their homewerk before launching sites aimed at overseas cot:’
sumers. Dell, for example, committed a faux pas when it launched an e-commerce site it}
Japan with black borders on its website; black is considered negative in the Fapanese cult
S0 many consumers took one look and didn’t want anything else to do with it. Dell execuite
learned that the complexity of language translation into Japanese was only one area in whi}
they needed to localize.
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As much as cultural and societal factors can atfect the use of the Internet for business, it
islso clear that IT can impose dramatic changes on culture and society; in addition, cultural
preferences and legal expectations can impose restrictions on the use of IT, as illustrated by
hé accompanying Management in Action feature about Google's experiences in Japan and

“in Europe.
p——
: MANAGEMENT IN ACTION

Google’s Street View Makes Friends in Japan but Clashes with
European Culture®”

fier the 9.0 earthquake it Japanin March 2011, which was foitowed by a devastating tsunaini,
Google used it assembly of nine camera creating 360-degree panoramic digital images of
the disester zore to archive damage. Trs Street View mapping service was welcomed after the
s observed by the miajor of Kesennginia.

ik them 10 record Resenniana’s streets now.” My, Sugawart said, “Then Pd like them 1o tome back.
den the cityis like new againy and show the world the new Kesenniia."™

I dddition, Google went live with its online Persou Finder service less than two hours after the

sl The site helped peopie find out: about the status of family and friends in the aftermath of the disas-

Although many did not have Infemet access atter the disaster and simply posted signs.about missing

 thers 100k photos of the sigis and uploaded them to Google for use in the Person Finder service.

tea the National Police ‘posted mformation, and Soon Pesson Finder: had coliected 616,300 records, .

Jspan's largest database of missing people frorin the disaster. After Google’s many blunders in Japan and

ey concerns aboit the company’s services, it pow séems. that its technology was able to help the
best peaplé and resulted in raising its brand and social networking identity there.”

“tigwever, Google has been less well received in Burope, The company has beesi expanding intor
‘Eoges markets for years and nowhas a headguarters in Dublin, large offices in Zurich and London,
i smaller centersiin counteies such as Denmark, Russia, and Poland. However, the company bas been
‘taght in a cultural web of privacy. laws that threaten its growth and. the positive image it has cultivated.

“The framework in Eurape is of privacy as a human-dignity right” said Nicole Wong, & lawyer

the {Google] company. “As enforced in-the 11.8.. it's a consumer-protection right”®

Google’s. plan to introduce Street View, a mapping service that provides & vivid, 360-degree,
oandsteve! phoiographic pancrema from any address, mmst with considerable resistance. Data protec-

oifipials. in Switzeland pressired Google to cancel those plans becduse Street View would violate

 Swiss privacy Jaws. that prohibit the unauthorized use of personal iniages or propenty. hn Gennany,
ahest Sureet View is also not available, simply taking photographs for the service violates priyacy laws.

rescurs frosis i Gérmioi’ St prateear SORAL; ool Kol v o whit i Strost Yiew sars

collecting: “Snippets 'of e~mails, photographs; passwords, chat messages; postings on websites

stcial networks—all. sorts of private Intérnet communications™ This was a-blatant viplation'of
s data protection 1aws, and

28 BERAREY

continuing to play out insutn-
2014 and had ‘spread 6 :the
[ States and other counteies;

s

Google accountable, At
time, the BU'S Aticle 29

s o collaboration among .
¢ fiformation and. data pro-"
watchdogs: within: the.
i Urjon; s slso contést-

Google’s practices. ‘The EU .|
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Justice Commissioner, Franco Frattini, was backing the investigation. Google, the world’s lnrgest.
engine, also provoked 4 debate about Interner ‘privacy in May 2008, whet it annouriced it would instit

At present, the search engine retuins aIog of every search indefinitely, including information—sucs

as the vnique computer address, browser iype, and Janguage—that could be traced back to a particuli,

computer. The policy change was to reduce hiow long that information was rétained to 18 to 24 morhs.
Peter Schiaar, chaif of Articlé 29 and Germany's federal commisstoner for freedony of informa

they can help identify a'person. Buropeans fiercely piotect their privacy and trust. that the goverii
enforces it in law. Mr. Schaar has challenged Peter Fleischer of Google's global ‘privacy law teain
‘explain why such & long storage period Was chosn and to'give a legal justification for the. Slornge
setver logs in general. Goople's response s0 fux: from foanders Sergei Brift and Larry Page, {s to e
1ify others ay the greater threat to Internét users privacy. They stated that ieformation posted on socit
networking sites, such s phofographs of young people at drunker pacties, are a gréater privacy cORGE|
They defended the' value of users’ information for refining search results and blamed the way sz

cultural Infernet communication clash remains 16'be seen. One thing that is clear is thaf the European
Uriton (BU) has fired a-warning shot across the bows of the search-engine companics.

DEVELOPING CULTURAL PROFILES

Managers can gather considerable information about cultural variables from current research; §
personal observation, and discussions with people. From these sources, managers can develog
cultural profites of various countries—composite pictures of working environments, peoples
attitudes, and norms of behavior, As we have previously discussed, these profiles are ofie
highly generalized; many subcultures, of course, may exist within a country. However, manzg:
ers can use these profiles to anticipate drastic variances in motivation, communication, ethics, '
loyalty, and individual and group productivity that may be encountered in a given country. Mok

such homework may have helped Walmart's expansion efforts into Germany and South Korez:

In Germany, Walmart’s stopped requiring sales cleiks to smile at customers—a practice that -
some male shoppers interpreted as Slirting—and scrapped the morning Wal-Mart chant by
staff members. “People found these things strange; Germans just don't behave that way,” said
Hans-Martin Posclmann, the secretary of the Verd; wnion.5?

It is refatively simple for Americans to pull together a descriptive profile of U.S. culfue:
even though regional and individual differences exist, because Americans know themselvs
and because researchers have thoroughly studied U.S. culture, The results of one such study by
Harris and Morun arc shown in Exhibit 3-5, which provides 4 basis of comparison with other-
cultures and, thos, suggests the likely differences in workplace behaviors,

It is not so easy, however, to pull together descriptive cultural profiles of peoples in ot
countries unless one has lived there and been intricately involved with those people. Still, map
agers can make 2 start by using what comparative research and literature are available. The
accompanying Comparative Management in Focus feature provides brief, generalized couny -
profiles based on a synthesis of research, primarily from Hofstede® and England,% ag well
from numerous other sources.% These profiles illustrate how to synthesize information and g;
asense of the character of a society—from which implications may be drawa about how to adipt
to and learn from that society to manage more effectively. More extensive implications i
applications related to managerial functions are drawn in later chapters. t

Recent evidence in Japan points to sorue convergence with Western business culture resi .
ing from Jupan’s economic: contraction and subsequent bankrupteies. Focus nn the aroup. lifatink
GmpIOYMICAL, and a Pension has given way to a more competitive business environment with jo
security no longer guaranteed and an emphasis on performance-based pay. This has {ed Japan's
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EXHIBIT 35 Americans at a Glance

st search. -
:nsumw : 11, Goal and achievement oriented—Americans think they can accomplish anything, given
: f::;i eriouigh time, money, and technology.
s ch 3 Highly organized and-institutionally niinded
articilat 3, Freedom-loving and self-relidnt—a belief that all persons are equal; they admire self-
sonths. made people.
rmation; 4 Work-prietited.and gfficient—a strong work ethic; conscious of time and efficientin
privacy’ doing things.
because 5, Friendly and informal—informal in ‘greeting and dress; a noncontact calture (avoid:
emment embracing in public). - g
teaim to & Compititive and aggressive-—driven to achieve and succeed in play and businiess.
orage of %, Values in fransition—raditional family values are undergoing transition.
1o iden~ 8. Generosity—Americans sre a sharing people:
nsocial
conicern.
gy somoe Saurce: Based on excerpts from Managing Caltural Differences by Philip R. Harris and Robert T. Moran,
s pross- Sihed. Copyright © 2000 by Gulf Publishing Company, Houston. TX.
‘urgpean
salarymen to recognize the need for personal responsibility on the job and in their lives. Although
only a few years ago emphasis was on the group, Japan’s long economic slump seems to have
caused some cultural restructuring of the individual. Corporate Japan is changing from a culture
of consensus and groupthink to ope touting the need for an “‘era of personal responsibility” as a
olution to revitalize its competitive position in the global marketplace. %
research, To tell you the fruh, it's hard to think for yourself, says Mr. Kuzuoka. . [but, if youdon't]...in
1 develop s age of cutthroat competition, you'il just end up drowring. 0%
people’s
are often ——
" manag- T, : :
n, ethics, -+ Comparative Management in Focus
try. More . Profiles in Culture—Japan, Germany, Latin America
h Korea,
«ch about JAPAN
The: wraditional Japanese business characteristics, of politeness. und deference: have left
e that companies without fhe thrasting culturé tweded 1o scced internationally S
7»":'[5% Wiu; imsdnes globul compesition, mony Japaneae Sompaniss are recognizing the need for.
‘more dssertiveness. and clarity in’ theic business culture (o oxpand abroad, A a result,
Japanese emplogees are recognizing the need to manage their own catesrs as:companies.
. culture, move away from Jifetinte employment 1o be more competitive. Only a handful. of lazge busingsses;
S elves’ such as Toyota, K‘gma\m and Carion, hyve managed to become indisputable gﬁl?bxl lexde:s,tzy mzin
study by Lining rélationships 8§ & foundation for. £hen: opar:c\um;smund the ‘woldd ¥ For. the majori
s Tapanese, the-inderlying, coliural values still prodominafe—ra least for now. - 2 S
Other Tapanese culiure 18 sirong, forinal, 3nd largely homageneous and inpulcated to the young thronglt':
. e teachings and expectations conveyed by the extended family. Much of Japanese cultaré—gnd the:
in other basis of working relatiénships—can be expliined by ths principle of wa, “peace and ‘harmiony.” This
ill, man- rinciple, embedded in the value the Japanese attribute to anide (“indulgent Tove), probably originated:
ble. The ‘i the Stinto religion, which focuses on spiritual and physical hartuony. Amae Tesulis it shinyo, which.
country sefers 1o the mutual confidence, Faith, and horornecessary for successful bixsiness ‘elationships. Japan
; well as ranks ligh oy pragmatisin, mascufinity, nod wncertainty avoidance and fairly bigh on power distance. .
and gain Al the same time;, gt imiportarice is attachied to loyalty, empsthy, and the guidance of subordinates.
to adapt The result is 2 mix of: nml_mﬁmﬁani-smmd hnanism: i the workplace, Similar o & family System.
Siisvand These cultural ropts are. evxden_t in al homagamqs matiagerial value systeny; with strong siiddle. 7_mn< ;
agement, strong working relationships, strong senfority systems ‘that stress rank, and am emphasison '
looking fict employees: The principle of wa carsies forth inte the work sroup-ithe building block of.
¢ result- Jiganese business. The Japanese sirongly identify. with their work groups ond seek (o cooperats withi
Ix‘tenme e The ensphisis is on patticipative Managemient, consensus problem solving, and ‘decision making
with job (Contiriuedy
Japan’s




image24.jpg
“6901 UDWINY BY1 JO iy-BU0 i G 380 SRS
Upiy 108 of SO 51 SUGD LIPS
{ppiom aiy U) saLiunod snojndod SORAG AND W
Jsou ypnay pup ‘puosss ‘sil 3 spyded @
4D BisauapU| PUB ‘DIpY| “OUID soa1p [ousnput olpp

SUOHDU BUIODUI-HT]

SUOLDY BWIODUL-BIPPIN

[pbuag suoyou oS

0
a

una20)
541904

1507 ut sop4unCD
a1 /—spoof o spodke
pup spiodw jo wns

ey uo pasog—suoou
Buipou 07 dof a0

suciBos
upgsy pup upedoing

ojssy Spp
SuBRINOW DI 241

&

esyjuede T°E AVI

130




image25.jpg
CHAPTER 3 UNDERSTAMDING THE ROLE OF CULTURE 131

patient; fong-term perspeotive. Open expression .and conflict are discouraged, and it is of
imponiance to avoid the shame of not fulfilling one’s duty, These clements of work culture
devotion to work, collective regponsibility, and g high degree of employee productivity. In
puncuality is essential; the'imeeting should sart with 4 bow:or handshake, then an exchange
reards (meishi) using both hands, and then reading the card before you put it in your pocket.
i st tames should-be ased and some-small talk should take place before business.”" Do not
: the personal space-of the Japanese; ‘and avoid any confrontation or nonverbal excess. In addi-
{mportint to avoid singling out any ot Japarese person, because it is a group process.
sor Noka, 2 specialist in how companies tap the collective intelligence of their workers,
similar Japanese concept of ba: an interaction among colleagues on the job that leads to
ing: He says that

orcir in:a work group; a project team. an-ad hoc meeting, a virtual e-mail list, or at
Wmé pojnit of confach with customers: It sérves as apetri dish in which shared insights
cultivated and grown.”

The message is clear that, in Japan; companies that give their employees freedom to interact
by are likely to benefit from new ideas and collaboration.

‘extenid this cuttiral profile to its implications for $pecific beliaviors in the workplace. we can
cqparison with comimon Americas behayiors. Most of those American bebaviors.seem to bie oppo-
dieir Japanesé counterparts; it is ng Wonder that maiiy misunderstandings and conflicts in the
5o betweei Arnericans and Japarese (see Exhibit 3-6); For exaiple, a inajority of the attirades
s of many Japanese: stems frony a high Tevel of collectivism, compared with a high level of

EXHIBIT 356 The American-Japanese Cultural Divide
Joponese:

Saurce: R, G. Linowes, “The Japanese Mmagwés “Frautnatic Entry ioto the United
“States: Understanding the American-Japavese Cultural Divide.” Academy of
Mamgment Executive 7, Ro.4(1993),p- 24

(Continued)
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“ountries—where: the generil predisposition is miore toward work to Jlive, rather than live. to work.
Priority is given to uffiliation and personal qualities in being-oriented cultures.}
In negotiations, Geérmans want detailed information before’ and during discussions, which ‘can
‘Herome lengthy. They give factors such as voice andspeech copfrol much weight. However, since
Germany is a low-Context sogiety; communication is explicit, and Americaps find negotiations easy to'
understund,”® On the other fidnd, Gerinans commiunicating with bustnesspeople, from a high-context:
ulrure such as that in Japan: wilk be perceived as abrupt, inseositive, and. indifferent. (Low-context
‘tefers to @ diféct Sommunication style; compared with & high-context; indirect style, This variable
i further explained in Chaptér 4.):Whereas most:Asians, for example; will be implicit and indirect;
always awaré of the nged to: gave face for everyone concerned, most Germans are very direct and
“straightforward; tact and diplomucy takes second p)ace fo'voleing:their opinions.

“Latin Aimerica Tatin America i not one homogeneuns dfea, of coutse; rather, it comprises many.

idiyerse; independent aations (ost cominonty referred 1o as those territories in the Americas whete
thie Spanishi or Portiguese languages prevailt Mexieo; most:of Central and Sonth: America; and Ceba,

fbs Dominican Republic, and Puetto Rico in the Caribibean): Businesspeople are most ikely to goto
Ahe rapidly developing économies of Chile and Brazil and; of course, to-Mexico. (Portuguese is the

Hanguage: in. Brazil,) Christianity—predoniinantly Romas® Catholicism—prevails - throughout Latin

“Ametica: Latin Arberica is-the second: most. important emerging area economically; after Southeast
Asio, witha GDP about half of China’s aind three times that of India.

For pur purposes. here, although’ we acknowledge some tegional cultural differences; we can
Aleaw upop the similarities of Latin American culture and business practices as 2 starting poitit in
“developing # helpful profife; Indeed, Latin:America §§ relatively. homogeneous- cultvrally. Sorms-of
 these generalities are discussed inf the following paragraphs.

Using Hofstede’s dimensions, we cin ‘gendilize that mast :people ate. hight on pawer distance
and ncertainty avoidange, fairly high on masculiity, 1ow on individuglist, and tend to have a Com-
 patatively short-term oriéatation toward planting;

i Latin Americans are typ:c.my ‘being-orientedwith & pum:y focus on relationships and erijoy-
o life in the. present—as compared with the doing-oriented Germin (and mastly Western) culturs
discussed earlier. For Latin Americans, work lives and privats lives.are much wiote closely Integrated:
‘fhan that.of Westerners, 5o they eraphasize enjoying life and have a more relaxed attitude toward
“ work; beoaase of that, Westerners often stereotype thent as Tazy rather than realizing that it is simply
adifferent attitode toward the:role of work in life, Connected with that attitude is fhe: fendency 1o be
agher fotutistio—that 5. @ “feeling: that events Will ‘be derermined by God-“rather than & feeling of
their own control of resgonsibility for the fufure:
Mot peaple in those coutitries have n fliid dtientation towiird time and tend fo be multifocised;
8 discussed earlier in this chapter. Planming, negotiations, and schefinling take:plade in # relixed
and loose timg franiework; those processes take second place to bilding a trusting relationship’ and
reacling & sobisfactnry neresment S Commisntaation: e baned on thate high aantsxt culbire, his
coneept i discussesd further fn c(uymr 4. This:means that Goramunicatio tends 1o be indirect dnd
“fmplicit, bassdt fargely on opverbal fnteractions -and:she sxpectation that the Fstensr dvaws infes-
“grice from understanding the people and the. circutnstances ‘without the need to be blunt or critical;
Westerniers nead @ takes time; 10 b subtle and tactiul, and to e incres emal in discussing business ta
being viewer #¢ plshy and thug off the relationship. fintaibing harmohy. and saving
ﬁms very fmportgar, &% is the nesd to 2y embamsm, ‘the other people fnvelved. Managers must
afoid any public criticism of smployees; and any- reprimand should be by way of suggestion,
(i Cotmunication: 18 -Iso vexy, ‘expressive ahid demonstrative; ‘courtesy, formality, and good’
- smanners ‘are Téspected and lead to very complimentary and kospitable: expressions to. guasts. Lettn,
Jumnnm tend o) ‘stand closer andmuch more ofben Y.h(n st Waslamm. exuding the wannd‘« and

Hieturchy prcvai!si‘nm us of life, ﬂ‘omfannly 10 inst Dﬂs such a8 government and’
- wrkplace. Bach level and. relationship 1 expected to show deference, honor, gnd tespect fo the fiext:
person eyed by onte's position and fitle andﬂmivmmb -of dress and etiquetie;
“Traditional managers have the respece of their position and ate typieally’ autocratic iand ‘patérmal.
Loyalty 5 to the supaioras 2-persort.. Employees expect to be assignod tasks with il participation
~involved; althiough younger managers Who have been educated fin Evrops ‘or the United Statesate
surting to-delegate. However, althiongh most Latin' Americans can show sote flexibility in structure;
Lhile is probably the most order-Griented cotitry; manfigers there are. viry high on uncertainty avoid-
aice and try Hird to minimize tisk dnd strictly adhere to social 4ud bsiness normg 8

(Contintised)
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individualism’comumon 10 Amaericans. This contrast is ‘highlighted in the cente of Bxhibit 3-6--"Majtain
‘the grobp’” compared with* Protect the individuat! Tn addition; the strict scofut cder of the Japuuiese poime-
atgs the workplace in adfierence fo orgavizational hierarchy and senionity and in loyalty. to the firm This
contrasts markedly with: the typical American. cesponses 10 organizaionsl xelationshiips.aiid duties based
on equality: In-addition; the ofien blunt outspoken: American businessperson offends the indirebtess and:
sensitivity ofithe Japanese; for whiem the. yirtue of patiencs is paramoyt, causinig the silence and avoidance

that so frustrates Americans; As a sesult; Japaness busincsspeople tend to think of American-organieations -

a8 having 1o quality and little loyaity to employees, and they think of Americans as assertive, frank,

- and egotistie. Their American: coutiterparts, i turn, Tespond twith the mpmsgion tint Tapanese biisiness:

people Hiave Hitlé experience and are secrefive, irrogant, and cxntiois. ™ Westerners doing busiries
nieed tor be-awire of the importance of giri-—the ‘eXpectations of reciprocity in relationships and how to

‘hehave, Mansgess should infofn themselves i particular about the practice of gift-giving and the relation -

ship affthe type of pift suitable for the reltive status of he parties invoived; gift
‘bnmak&m ot toobig o it will be auenbarmmentmdmzyhem mdmaﬁampnobn‘br.

Gemm The veimited Germany is somewhat cultially ‘diverse ihasonich: 3 the country borders
Y nations. Generally, Clernians mnfl quite High on Hofstede's dimension of individualism, although

fheir behaviors séem less individwalistic thauy those of Americans. They scare fiifly igh on uricartainty -

- aveidance and mascalinity and have & rolatively. small need for power distance. These: caltwral nomms

Show wp in the Germans’ preference for being uround: familiar pecple and situations; they are also

reﬂu:ted in their propenisity to o 4 detailed evalualion of business deals before committing themselves.
| Christianity underlies much of Geman culture —~more than 96 percent of Clermuns are Cathiolics

“or Protéstants. This may be why Germans tend 1o like tule and iordet in their lives and why there is
"z plear public expectation of accepteble and unacceptable ways . act. Public sighs cverywhere in

Gztmanydwme what is alfowed ‘or yérboten (forbiddeny. Germans are véry strict with'their nse‘of E

'4nme, whether for business or pleasure; frowning o inefficiency or tardinegs.
| To husiness, Germiins tond o be\nssmivu, but they: downplay Aggressi
cally contralized; althotigh hierarchical pmme&same@n% give way to conisensis decision making:

However, strict depariiientalization is preseot in organizations, with ceniralized and final anthiority st~

the departmiental manager Tevel: Employees do not qnéstion the autherity of their managers: German

_companies typically have a vertical hierarchical stragture with detailed pxmmg and standardized -

nvles aiid procediures; the emphiasis is o order and control to avoid risk.

Trithe biisiness setting, Gemam Took for security, el a“y?ndworL pmcedums rules; estab-
* lished approaches, and. cim?l) defined individual assignments. In shot; the Gmn business
enviranment is highly stractired. S Ordning’" (order) is the backbone of company life: o

“What the Genmans call Ordrirag (dhie usual translation i§ “mdu"bnﬁi 5.4 much broader conicept) is
thie-tawrittery road yiap'of How to five-one’s life: “4 goup'of Gerians lined Up on ‘an empty street comr,
even in the miiddle of the night, waiting for & Tight to changs: before crissing, Is oue of the favoiite first
: inpressions taketi away by Visiting Americans, who are usually jaywalling past s they observa it For
reliant Americans, the German adherence 10 precise rules and regufations is impressive but often stiffing.

‘Hall and Hall describe the German preference for tlosed dnors aid private space as svidence of
the affinify.for compartmentalization in arganmtmus and o their pwn Bves. They also. prefet; more
physical space arolind tem i conversation thait do most other Buropeans, and they seek privacy 5o
a3 3iot {4 be overhieard.”” Gietman Taw prohibits-Toud woises in public areds on weekend.afternoons.
Gérmans ard conservative, valning privacy; politeiess, and formality; they fstially use last hames-wnd
tifles for all except those close o them: Business interactions are specifically task-focused and ot for
ianship-building. Mmmgu iré fotmial ard req\nte writteh docuraents 30 both Eaglish and German,
o2 18 given to people of Authority on'both sidés: There i smcepmwcol. including the order
people éntering the room and gething seated--according to Tank ‘and age, and with men entering

indicated: o o so. The Germans do nof zespond well 1o dtsplgys ‘of tmotions end promises, and:
confroutational behavior will backfire, Once i costract i in place it will be strictly followed,™®
Mokt Germans préfer o foots on one task or issua:at A fime; that task taking precedence
| over othier demands; strict schediiles ‘are important, as is puncfuality, both showing respect for all
conceried. Overdll, Germany 1§ what Walker ot-al: call 4 doing-oriented cultire=—that is; a sk
~and ‘achievement. orientation of ‘work first; pledsure; second.” Such cultures includle Switzerland;
“Germany, Austria,the Netherfands. and the Seandinavian countries: (This ‘compdres witl being.
oriented cultires—such as those. of Belgivm, France, Gresce; Treland, and most Latin American

/ Decisions are fypi
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. Relationships have priority whether aniong family, friends, of business contacts. Loyalty émon;
‘family and friends leads to obligations, and often nepotism, which can lead 16 varying levels'of qudl

peaple with whom they develoy
4 frusting relationship, so it behiooves businesspeople. here as in much-of the world, 1o take fime o
develop a friendly, nusting relationship before getting down 1o business:
Westsrn managers veed to develop & warm atifiude toward employess and businéss contacts and.
cultivate a sense of family-at work; ‘they should communicate individually with emploveds and 2
leagues and dovelop a trusting relationship.. B S b

Further discussion abont the MeXican culture it particulas is in the Comparative Managemént iy
Focus section in Chapter 11. 2

CULTURE AND MANAGEMENT STYLES
AROUND THE WORLD

As an international manager, after you have researched the culture of a country in which you may
be going to work or do business, and after you have developed a cultural profile, it is usefu! thei -
to apply that information to develop an understanding of the expected management styles and
ways of doing business that predominate in that region or in that type of business setting. The
nearby feature, “Under the Lens: Doing Business in Brazil—Language, Culture, Customs, and
Etiquette,” itlustrates the relationship between culture and nanagement. Two further examples
then follow in the sections titled “Sandj Arabia” and “Chinese Smail Family Businesses.”

T

~ UNDER THE LENS
Doing Business in Brazil—Language, Culture, Customs, and Etiquetie
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FIGURE 3-3 - Braiitan Fing

Sourcie: ©CPT Photography/Fotolia LLC

hich you may.
is useful they:
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her examples
sses.” :

FIGURE -4 Rio De janejro Photo'

Etiquette

Souroe’: Mark Schwettmans/Shuttesstock

FACTS AND smmsm:s

Location Bastern South Ashesica bordering Argentinia, 1224 kun; Biolvid, 3,400 kew; Colorbia,
1,643 km; French Guiana, 673 ki Guyara, 1,119 Knv: Paraguay, 1,290 Ton; ?cm, 1,560 Kam;
Surinam, 597 ay; Vruguay, 985 ke dod Veneruela, 2,200 km

Capital Brazilia

Climztg Mostly tropical but teripérate in south:

Popnlation 184,101,100

‘Ethnic Make-up Whise (incledes Partugusse, German, Italian, Spanish; and thxn} 55507 mined:
white and blick, 38%; black, 6%; other (includes Jupanese; Araby Anerindian), 1%

(C(mdvumd)
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Religions Roman Catholic (nominal) 80%
‘Government Federative tepublic

LANGUAGE IN BRAZIL
Latigeage is.one of the strongest slements of Brazil's nationat ity. Nearly 100 percent of the popils
tion speaks Portuguese: The only exceptions are same members:of Amerindian groups and packﬂ!l"
inmuigrants, primarily from Japan and South Korea, who have riot yet Teamedf Portuguese. The prifi
families.of Indian languages are Tupf; Arawak, Carib, and GE.

There is abou as much: differenice between: the Portugless $poken. in‘Brazil and that spoken
Portugal as batween the Englishspoken. in the Utiited States and that spoken in thie Uniitod Kingdom
Within Brazil; there are.no dialécts of Postuguese,; only moderats: regional variation in aceent, vocabi
Tary, and:use of personal niouns, pronouns, and verb conjugations. Variztions tend to-diminish becainie
‘mass media, especially national television nietworks the majority of Braziliang view.

BRAZILIAN SOCIETY AND CULTURE

Brazilian Diversity
" Brazil is a mixture of races and ethnicities, resulting in rich diversity,
= | Maryoriginal Porfuguese settlers matried native womerl; which créated anew race called mesiizes™
+ " “Mulattoes™ are descendants of the Portuguese: ind African slaves.
= Slavery was abolished in 1888, creating, over time, 4 futther bluring of racial lines.

*Unlike many other Latin American countries that have s distinet Indian population, Bea
‘have infermaitied to the point that 3t Sometimes seetns that alnost cveryone bas 2 combi
of European, African, and indigeénous ancestry.

BRAZILIAN FAMILY VALUES

+ < The family is the fonpdation of the social structure and fornis the basis of stability: for most pecylé.

+ . Fanitlies tend to 1;; farge (althiough family size has been diminishing in recent years), ang!
extended family is quite close.

+ /'The'individual derives 4 soial network and assistance in times of rieed from the family.

= Nepotismis considered a positive thing because it implies thatemploymg ‘people one knows

- rustg ig of primary importance;

THE BRAZILIAN CLASS SYSTEM
+." Desplte the mixing of ethnicities, thete is:a class system in Brazil.

= Few Brazilians could be described as racist, although social discrimination based onslm
154 daily pceutrence.

"/ The middle and upper classes oftén have only brief interaction with the lower: classesqmuhl!‘
‘maids, drivers, and s 'on,

= ;. Class is determined by economic statis.
. ‘There is.a great disparity-in wages—and therefore lifestyle and. social aspmaHmngﬁ

diffecent classes. ;
»": Althiough’ women make up 0% of the Brazilian workforce, they are typicatly found in Jows
paid jobs such. as teaching, administeative. support, and nursing.
».- The 1988 constitutivn prokiibits discrimination against women, but inequities still exist. Thel
place whete womer are achieving equality is in the goverfimenit.

ETIQUETTE AND CUSTOMS IN BRAZIL.
Meeting Etiquiette
.. Men shake hands while maintaining steady eye contact when greeting ong another.
« Women generally kiss each othier, siarting with the left and alternating cheeks,
. ‘Hugging and backslapping are comerion greetings among Brazilian friends:
= If a-woman wishes {o shake hands-with a man, she should exténd herhand first.
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“Gifi-Giving Etiquette

+ ‘M ivited to a Brazilian’s house, bring the hostess flowers or 4 small gift.

< Orchids are considered & very nice gift, but avoid purple ones,

Avoid giving:anything purple or black, because these dre monrning colors.

v Handkerchiefs ace also:associated with funerals, 5o they. do not make good gifts.
i Qifts are opetied when eceived.

ing Etiquette

T you are invited to & Brazilian’s house:

Ariive at least 30:muinutes late if the invitation is for dinpet.

Arrive up to.an Honr late:for a party or-large gathering: g

Brzitiaris deess with 4 flair and Judee others on thieir appearance; Casval dress s more formal
than in many other countries, Always dress elegantly and eri’ on i side of over dréssing rather
than underdiessing:

1f you did ot bring a gifi. to-the hostess; ﬂowem the niext day are always appreciated.

SINESS ETTQUETTE AND PROTOCOL IV BRAZIL

tionships and Conmunication

Brazllinos fieed 1o know whom thiey are doing business with before they o work effanlwtly

* anhanspreferfucevm -face meetings to wiltten Communication because it aﬂows thent tahmw
the:person with whom they are domg business: £ e
Thé individual they: deal with i& niore imiportant then the Somnpany. i % &
Because this is a gronp cidture; it is iniportarit not o do-anything to m:_\bmassansdﬁm
Criticizing an individual causes that person to fosé: face with the Gthers in the inesting. :
The person making the criticism also lnusfmbmuhemshehmtﬁsobayeﬂwmnm fille,
Communication s often informal and does not rely on strict Tules of prgtacol. Those wiio féel
they have: mmeﬁnngm Say will generally add. their ‘opinion: :
Iis congidered acceptable to interrupt someone who is speaking. v
Face-fo-face; oral cnmum“caﬁoiispmfezredqmwﬁﬁén canimunication. At the same time, wher
it comes o blisiness agreements, Brazilians inisist ot drawing up detadied fegal contracts.

BUSINESS NEGOTIATIONS

Expect, quesums ‘abaut your company because Braz.maus aremore comfortable domg business
With peRple and Companies Mgy KAoW,

‘Wait for. your Brazilian colléagnes o raise the business subject: N‘:v;r Tush. me refationship-
building tine: 2

Bryzilians take tirag wheis mgnuaemg Do it ish themm ‘appear impatient;

‘Expecta gréat deal of fime to. b«spent reviewing details;

Often, the people you niggotiate with. will not have decisioo-making anmomy

Itis advisable fo hire 2 tmnslamnf ‘your Portugaese is not flvent. R

Use local Iawyers and accountants for negatiations. Brazﬂlans mseuran omsldekgat ptsence.
Brazilian business is hieturchical. Decisions ate made by the higheit-ranking :
Briilians: ueso\ma with' people; it compaites. Do fiot change your negnuming feantior you
‘may have e start over from the begmmn&

BUSINESS MEETING ETIQUETTE

-+ Business apponmmeu s are required and.can oﬂm be schednlm oft shott noﬂ htmcm,xt i
Best 10 1iiake them 2 to 3 weeks in advarice.

+ Confirm the méeting. mwmmg Itis mmmomon for appointrients to bessm:lederchsnged
at the Jast minte. :

(Contirijed)”
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* *In'Sa0 Paulo and Brasilia, it is important to arrive on. time for meetings. In Rio de Janeiroand.
othier cities, it is acceptable'to arrive a few minutes late for a meeting.

* /Do not appear impatient if you are kept waiting. Brazilians se¢ time as something ouiside their
controt, and the demands of relationships take precedence over adbering 1 a strict sehiednle;

+ Megtings are generally rather. informal: 5

* . Expeet to be interrapted while you are speaking or akitig 4 preseitation;

. ‘Avoid confrontations; Do niot appear frustrated with your Brazilian colleagues. |

DRESS ETIQUETTE
*" Brazi¥ians pride thertiselves on dressing well.
* Meii should wedr conservative, dark-colored birsiness suits. Thtee-piece suits typically indicas
that someone is an executive.

' Women shionld wear Suifs.Or dresses that are elegant arid feminine with good-quality dccessoriss.
Maniciires are ¢xpected. SR

BUSINESS CARDS
* Business cards are sxchanged during inteoductions wih everyone at 2 meeting.
*. Teis advisable, although not required; to have the vther sidle of your business card transiited i
Porttiguese.
+ Present yout bisiness card with the Portuguese side facing the fécipiest

Sm lmp:{kamnx&senﬁal.comﬂremmceslglobﬂeﬁqueﬂtibmﬁl@mﬁymmm September
5,201 Used with. ‘permission of wy wkwintessential.couk. . R

Saudi Arabia

Understanding how business is conducted in the modern Middle East requires an understand-
ing of the Arab culture because the Arab peoples are the majority there, and most of them are
Muslim. As discussed in the opening profile, the Arab culture is intertwined with the pervasive
influence of Islam. Even though not all Middle Basterners are Arab, Arab cultvre and man
agement style predominate in the Arabian Gulf region. Shared culture, religion, and language
underlie behavioral similarities throughout the Arab world. Istam permeates Saudi life—Allabis
always present, controls everything, and is frequently referred to in conversation.® Employees
may spend more than two hours a day in prayer as part of the life pattern that intertwines wo
with religion, politics, and social life.

Arab history and culture are based on tribalism, with its norms of reciprocity of favors, sup |

port, obligation, and identity passed on to the family unit, which is the primary structural modél.

Family life is based on closer personal ties than in the West. Arabs value persona relationships ¢

honor, and saving face for all concercd; these values take precedence over the work at hand ot

verbal accuracy. Outsiders must realize that establishing a trusting relationship and respect fir |

Arab social narms has to precede any attempts at business discussions. Honor, pride, and dignity

are at the core of shame societies such as the Arabs. As such, shame and honor provide the basis .
for social control and motivation.® Circumstances dictate what is right or wrong and what cor-{

stitutes acceptable behavior.

Arabs avoid open admission of error at alt costs because weakness (muruwwa) is 2 failue
to be manly. It is sometimes difficult for Westerners to get at the truth because of the Arab need
to avoid shawing weakness; instead, Arabs present a desired or idealized situation. Shame is alsy
brought on someone who declines to fulfill a Tequest or a favor; therefore, a business arrange-
ment is left open if something has yet to be completed,

The communication style of Middle Eastern societies is high context (that is, implicit and

indirect), and their use of time is polychronic; many activities can be taking place at the same
time, with constant interruptions commonplace. The imposition of deadlines is considerei

tudc, and business schedules take 4 backseat to the perspective that events will occur sometime
Wwhen Aliah wills (bukra insha Allah). Arabs give primary importance to hospitality; they ae
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EXHIBIT 3-7 Behavior That Will

kely Cause Offense in Saudi Arabia

Tnirodircing business subjects too soon.

+ Commenting on'a man’s wife or female children over 12 years of age.

¢ Raising colloguial questions that may be considered as an fnvasion of privacy.

+ Using disparaging or swear words and off-color or obscene attempts at humor.
Tulking about religion; politics, or Tsrael,

ringing giffts of alcohol or using alcohal; which is prohibited in Saudi Arabia.
Réguesting favors. from those in authority or esteem, for it is considered impolite for
\abs.to say.no.

inting your finger at someone or showing the soles of your feet whex seated.

CHAPTER 3 UNDERSTANDING THE ROLE OF CULTURE

e e et ettt e e et 5 e .

" Saure: Based on excerpts from P. R. Harris and R, T. Moran, Managing Cultural Differences, Sth ed.
Houston: Gulf Publishing, 2000).

oordial to business associates and lavish in their entertainment, constantly offering strong black
- fiee (which you should not refuse) and banquets before considering business transactions.
Weslerners must realize the importance of personal contacts and networking, socializing and
tilding close relationships and trust, practicing patience regarding schedules, and doing busi-
essin person. Exhibit 3-7 gives some selected actions and nonverbal behaviors that may offend
| dbs. The relationship between cultural values and norms in Saudi Arabia and managerial
fehaviors s illustrated in Bxhibit 3-8,

. :EXHIBIT 3-8 The Relationship between Culture and Managerial Behaviors in Saudi Arabia

Coltural Vaies Manggerial Behaviors

Thbol and family loyalty Work group loyalty
Paternal sociability
Taig £ Careful selection of employees
Nepotism
Business as an intellectual activity
Access to employees and peers
Management by walking around
Conversation as recreation
and warm friendships- People arientation
“Theory ¥ management
Avoidance of judgment
Sensitivity to Islamic virtues
Observance of the Qur'an and Sharia
‘Work as personal or spiritual growth
Adherence to norms.
Conflict avoidance
Positive reinforcement
Private correction of mistakes
Aveidance of competition

5 Responsibility
Fychronic use of time Right- and Teft-brain facility
Action oriented
Patience and flexibility
 {Mle domination Separation of sexes
Open work life; closed family life

Sue: Based on excerpts from P. R, Harris and R. T. Moran, Managing Cultural Differences, 5th ed.
fouston: Gulf Publishing, 2000).
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Chinese Family Small Businesses

Summary ¢
The predominance of small businesses in China and the region highlights the need for man- |
agers from around the world to gain an understanding of how such businesses operate. Many ®» The cultu
small businesses—most of which are family or extended-family businesses—become part ues, unde
of the value chain (suppliers, buyers, retailers, ctc.) within industries in which foreign firms | passed dc
may compete. members
Some specifics of Chinese management style and practices in particular are presented : and natio
here as they apply to small businesses. (Further discussion of the Chinese culture continues i tudes and
in Chapter 5 in the context of negotiation.) It is important to note that no matter the sizeofa : behavior—
Chinese company, but especially in small businesses, it is the all-pervasive presence and nse = Managers
of guanxi that provides the little red engine of business transactions in China. Guanxi means pate and ¢
“connections”"—the network of relationships the Chinese cultivate through friendship and ous sociel
affection; it entails the exchange of favors and gifts to provide an obligation to reciprocate avoid par
favors. Those who share a guanxi network share an unwritten code.® The philosophy and own mana
structure of Chinese businesses comprise paternalism, mutual obligation, responsibility, hier- or locatior
archy, familialism, personalism, and connections. Autocratic leadership is the norm, with the patterns of
owner using his or her power—but with a caring about other people that may predominate ® From his
over efficiency. posed for

According to Lee, the major differences between Chinese management styles and those identify a1
of their Western counterparts are human-centeredness, family-centeredness, centralization

85 o and affect
of power, and small size.*> Their human-centered management style puts people ahead of a uncertaint
business relationship and focuses on friendship, loyalty, and trustworthiness.3 The family is Tinity. In
extremely important in Chinese culture, and any small business tends to be run like a family. concept o

Globalization has resulted in ethaic Chinese businesses (in China or other Asian countries)
adapting to more competitive management styles. They are moving away from the traditional
centralized power structure in Chinese organizations that comprised the boss and a few family
members at the top and the employees at the bottom, with no ranking among the workers. In R N
fact, family members no longer manage many Chinese businesses, Frequently, the managers are Discussion
those sons and daughters who have studied and worked overseas before returning to the family

company—or even foreign expatriates. Examples of Chinese capitalism responding to change ¢ 31 What is me

and working to globalize through growth are Eu Yan Sang Holdings Ltd., the Hiap Moh Printing partant ‘j’

businesses, and the Pecific International Line.” ; ot
As Chinese firms in many modern regions in the Pacific Rim seek to modernize and com- affe:c( youry

pete locally and globally, a tug of war has begun between the old and the new: the traditional 3-2. Discuss the

Chinese management practices and the increasingly imported Western management styles. As § in an inter

Lee discusses, this struggle is encapsulated in the different management perspectives of the toward tim:

old and young generations. A two-generational study of Chinese managers by Ralston et al. Give examy

also found generational shifts in work values in China. They concluded that the new generation

manager is more individualistic, more independent, and less risk averse in the pursuit of profits.

However, they also found the new generation holding on to their Confucian vatues, concluding

that the new generation may be viewed as “crossverging their Eastern and Western influences, N N

while on the road of modernization.”® ¢ [ Applicatior

3-6. Developac

£ lowing list.
CONCLUSION ; findings i<
This chapter has explored various cultural values and how managers can be prepared fo | ﬁlevm! anot
understand them with the help of some general cuitural profiles. The following chapters 2 :;ifﬂ:f:
focus on application of this cultural knowledge to management in an international environ- | rial factors,
ment (or, alternatively in a domestic multicultural environiment)—especially as relevant to L x
cross-cultural communication (Chapter 4), negotiation and deeision making (Chapter 5), and 1 Any Af"ca"
motivating and leading (Chapter 11). Culture and communication are essentially synonymous. | ;’:ﬂzs Ba

What happens when people from different cultures communicate, and how can international Frince
managers understand the underlying process and adapt their styles and expectations accord- | India
ingly? For the answers, read the next chapter,





image35.jpg
CHAPTER 3 UNDERSTANDING THE ROLE OF CULTURE 141

ary of Key Points

The:culture of 2 society comprises the shared val-
understandings, assumptions, and goals that are
jessed down through generations and impased by
members of the society. These unique sets of cultural
ad nutional differences strongly influence the aiti-
fudes and expectations—and therefore the on-the-job
hehavior—of individuals and groups.
 Manggers must develop cultural semsitivity to antici-
sto.and accommodate behavioral differences in vari-
qus societies. As part of that sensitivity, they must
il parochialism—an attitude that assumes one’s
i managerment techaiques are best in any situation
Jocation and that other people should follow one’s
paierns of behavior.
Trsm his research in 50 countries, Hofstede pro-
. posed four undertying value dimensions that help
ideptify and describe the cultural profile of a country
and affect organizational processes: power distance,
aicerinty avoidance, individualism, and mascu-
figity. In bis later research, Hofstede explored the
concept of long-term versus short-term orientation

to explain the cultural variation of the types of deci-
sions people make.
& Through his research, Fons Trompenaars confirmed
some similar dimensions and found other unique
dimensions: obligation, emotional orientation, pri-
vacy, and source of power and status.
The GLOBE project team of 170 researchers in
62 countries concluded the presence of a number of
other dimensions and ranked countries on those dimen-
sions, including assertiveness, performance orientation,
future orientation, and humane otientation. Gupta et al.
from that team found geographical clusters on nine of
the GLOBE project cultural dimensions.
On-the-job conflicts in international management fre-
quently arise out of conflicting values and orientations re-
garding time, change, material factors, aad individualism.
» Managers can use research results and personal obser-
vations to develop @ character sketch, or cuttural
profile, of a country. This profile can help managers
anticipate how to motivate people and coordinate work
processes in a particular international context.

sion Questions

Wihdtis meant by the culture of a society, and why is it im-
pukin for internalional managers to understand i’? Do you
sollt coltural differences among your classmates? How do
“thos differences affect the class environment? How do they
ifect your group projects?

Discuss the types of operational conflicts that could occur
n-an international context because of different attitudes
tivard time, change, material factors, and individualism.

ive examples relative to specific countries.

3.3. Discuss how the [niernet and culture interact. Which most af-
fects the other, and how? Give some examples.

3.4, How can an international manager with an individualistic
ideology manage a foreign firm in a collectivist society?

3.5. What are the chalienges faced by a foreign manager work-
ing in an Arab organization?

Dévelop a cultural profile for one of the countries in the fol-

wing list. Form small groups of students and compate your
s in cass with those of another group preparing a pro-

flefor another country. Be sure 10 compare specific findings

‘waing religion, kinship, recteation, and other subsystems.

Wit are the prevailing altitudes toward time, change, mate-

factors, and individualism?

Any African country

People’s Republic of China.

Mexico

37. With reference to 2 country of your choice, identify the cultural
dimensions (power distance, uncertainty avoidance, masculin-
ity, and individualism) in relation to this country. Assuming that
you are a manager in the United States and your company has
decided to sead you 1o this country 10 manage & brand new repre-
sentative office which will employ at least 10 local people, how
will the cultural dimensions affect the way you recruit and man-
age local employees?
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Experiential Exercises

3-8. A large Baltimore manufacturer of cabinet hardware had

3-9.

been working for months to locate a suitable distributor

for its products in Europe. Finally invited to present a

demonstration to a reputable distributing company in

Frankfurt, it sent one of its most promising young execu-

tives, Fred Wagner, to make the presentation. Fred not

only spoke fluent German but also felt a special interest

in this assignment because his paternal grandparents had

immigrated to the United States from the Frankfurt area

during the 1920s. When Fred arrived at the conference

room where he would be making his presentation, he

shook hands firmly, greeted everyone with a friendly

guten tag, and even remembered to bow the head slightly

as is the German custom. Fred, an effective speaker and

past president of the Baltimore Toastmasters Club, pref-

aced his presentation with a few humorous anecdotes

to set a relaxed and receptive atmosphere. However, he

felt that his presentation was not well received by the

company executives. In fact, his instincts were correct,

for the German company chose not to distribute Fred's

hardware products. What went wrong?

Bill Nugent, an international real estate developer

from Dallas, had made a 2:30 P.M. appointment with

Mr. Abdullah, a high-ranking government official in
Riyadh, Saudi Arabia. From the beginning, things did
not go well for Bill. First, he was kept waiting un-
til nearly 3:45 PM. before he was ushered into Mr.
Abdullah’s office. When he finally did get in, several
other men were also in the room. Even though Bill
felt that he wanted to get down to business with Mr.
Abdullah, he was reluctant to get too specific because
he considered much of what they needed to discuss sen-
sitive and private. To add to Bill’s sense of frustration,
Mr. Abdullah seemed more interested in engaging in
meaningless small talk than in dealing with the substan-
tive issues concerning their business. How might you
help Bill deal with his frustration?

CASE STUDY

Case Study: An Australian Manager in an American Company

“Qantas Flight 23 to Sydney is now boarding. Please have your boarding passes and passports realy

for the attendant at the gate.”

Les Collins picked up his briefcase and started toward the jet way. He paused to look around |
the waiting area and, as had been the case so often here in Houston, he saw nothing to indicate
that he was in a foreign country. Certainly the accents were different from in Sydney, but the la-
guage was English and readily understandable. This superficial familiarity, he concluded, mos
help explain why he had had difficulties adjusting to his role at the Global Oil Company office

in Houston.

Global Oil Company. or GOC . was headquartered in Houston. Texas. wit‘h partners and sub-
sidiaries in countries around the world. Les had worked at GOC’s Sydney office for eight yeas

3-10. Peter was a young British national working for a socid

networking site based in Shanghai, China. He came for the
to the country just one year ago, attracted by its fas- A
growing economy and good employment opportunity. Houst

He told his friends, “I am the only foreigner in the later t
company and most of my co-workers are around the proba
same age.” the U

He worked very hard and he felt sure that he hd £ amaz
won the respect of his co-workers. He was always £ I
proud to say, “When I was in college, I had many ir- ~ with!
ternships. But I know many of my colleagues here did . frienc
not have working experience before they joined this | ings
company.” that r

In the workplace, Peter observed that local workers him :
tend to work slowly and with more patience, and they did mitm
everything possible to maintain good “guanxi” (a Chinese abou
social concept based on the exchange of favors and on E (
interpersonal relationships). Peter commented, “My cok quart
leagues seldom challenge authority. They are not tough Lest
enough and are much less confident than most British '
people. And worst of all, they are too obedient, passive, cusst
and indecisive.” the s

Everything was going fine for Peter till he found out lead:
what his co-workers really thought of him. One day, k¢ soun

went to a local pub with his co-workers. After seven

round of drinks, one colleague said to him, “You & ~ outsi
my friend and I cannot lie to you.” He paused and thea
continued, “I do not know why I am paid less than you. . men
We have almost exactly the same type of work. Everyox 8 exce
here talks behind your back. You are too outspoken ai &= by n
sometimes they think that you are too rude and inconsid- 8=
erate. They are not happy and complain a lot about e 8 disc
company favoring a foreigner so much.” - posi
Peter was upset by this and could not slep B8 genc
for quite a few nights. What should he do? Try b ;
identify the problems for him and provide possibk ach

recommendations.
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3-1, To understand how culture affects ail aspects of international management

3:2. To be able to distinguish the major value dimensions that define cultural differences

among societies or groups

3-3. To understand the interaction between culture and the use of the internet

3-4, To be able to develop a working cultural profile typical of many people within a certain
society as an aid to anticipating attitudes toward work, negotiations, and so on

3-5. To gain some insight into different management styles around the world
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teing offered the chance to work at Houston headquarters for two years. His boss, Jim
i:liad encouraged Les to apply for the job in Houston because he knew it would enhance
chaices for promotion within GOC-Australia. Although Les’s family—his wife and two
school-age children—was not very enthusiastic about the move, he reluctantly applied
jab because he knew it was critical to his success at GOC.
fie setiled back in bis seat on the flight to Sydney, Les thought back to the day he arrived in
oier a year ago. Les had left Sydney on a hot, humid day in January and arrived 30 hours
find Houston almost closed down due to a sleet and ice storm. That juxtaposition of seasons
should have alerted him that there would be many differences between Australia and
Sates. When he hailed a taxi outside the terminal at IAH, the driver looked at him in
nt when Les opened the door to the front seat and sat down next to the driver.
Buritig his first few weeks at the Houston office, everything seemed to go well. He met
s nff o introduce himself and his goals for his two-year assignment. Everyone seemed
iy tnough, although he didn’t get much feedback at that meeting or in subsequent meet-
3u s request for their ideas and input on how he could fit in and be effective. Thinking
b he needed to get to know the staff in a more informal setting, he invited them to join
work one day at a focal pub. Several staff members begged off, citing personal com-
and the three senior managers who did come were clearly uncomfortable and left after
30 minutes of awkward conversation.
{wer the next six months, Les stayed busy learning operations for his area at GOC head-
‘et He met often with his Houston boss, Tor Sanchez, to discuss the changes Tom wanted
elp him realize during his tenure there.
«ounting on you, Les, to help me bring the staff around on the changes we’ve dis-
Your group hasn’t moved nearly as fast as I think they could and that's partly due to
sreluctance to change the ways they’ve always done things. I'm confident that 2 new
especially someone from a completely different country, will convince them of the
‘of what I'm proposing.
Heep'me posted on your progress,” Tom concluded, as he walked Les to the reception area
s office.
of the things Les noticed soon after arriving in Houston was how many more manage-
}ge]sthe U.S. operation had than comparable offices in Australia. The hierarchy seemed
{0 Les, and he sought to break down some of the communication barriers he perceived
g with all staff members in one large meeting.
rgne of these meetings, Les brought up the proposed changes in procedures that he had
d#ith Sanchez. “I know that some of you may not be in favor of the changes we're pro-
oud ['d Jike to know your reasons for this. Let’s have an open discussion of the changes in
|a0d see where our major disagreement Jies.”

wEow minuies of silenve, une of the senior munsgers capluined his reusons for rsisting
in their reporting procedures for expenses. “I'm not sure that the new method will capture
givee of expenses and outlay if we change what we’re doing now. I'm not opposed to mak-
ges that improve our work—I just am not convinced that the new method will be better.”
T'd like to hear from others on that specific change. Let’s table this discussion,” Les said.
smanagers and staff at the table looked at each other in confusion at that point. No one
amthing for several minutes and Les concluded that no one else had an objection or concern
particutar point. The meeting continued for another hour as Les moved through the list of
Jie was charged with making and when no one offered much objection or proposed any
ivés, he concluded that his predecessor and Sanchez had misinterpreted the staff’s resis-
ik changes.
Asweek later, in a meeting with Bill Crosby, one of the senior managers in his department,
d to get his manager’s views on how to involve junior managers in decisions and how
1ge their ideas on various topics.
Trolice that in most meetings only the senior managers seem to participate in discussions,”
“I'm eager to have more input op some ideas I have for a new marketing plan, and
sisendering how 1 can get junior managers and staff to contribute in our meetings.”
| hesitated before sayimg, “Sometimes staff are reluctant to put forward ideas when their
¢ in the same meeting. Perhaps you should have some of the senior managers solicit
i their own staff meetings and then bring these to the meeting with you.”

CHAPTER 3 » UNDERSTANDING THE ROLE CF CULTURE

143




image38.jpg
144 PART2 « THE CULTURAL CONTEXT OF GLOBAL MANAGEMENT

“But what about the synergy we can create if we have people from different levels discussioga : 3-12.
idea together? Especially if the idea will affect the work staff are expected to do. I think there’s (oo
much separation of people by level in our department. I'd like to eliminate some of the impediment -
to collaboration that hierarchy creates,” Les said. “What are your thoughts on how to do that?” . . 3+13-

“T'll need to take some time-to think about that.” Bill said. “Maybe we can talk about itin $ ';

our next one-on-one.”

Later that day, during lunch with one of his peers in the company cafeteria, Bill broughtup | ===
his discussion with Les. “He wanis to eliminate some of the barriers that the hierarchy puts in
the way of collaboration,” Bill began. “What exactly do you think he means by collaboration’ Busine
We all get along just fine as far as T can see. We cooperate when we need to. And I really don't | crocee
know how to get staff to speak their minds if they don’t want to. I don’t feel comfortable forcing Her cli
anybody to be part of a discussion in a meeting if they prefer to just listen” L7 BASF,

At the next all-staff meeting, Les began by handing out a sheet with five topics on it. “Rather l
than following one of our regular agendas today, I thought we might do a fitile brainstorming on |-
the topics I've outlined here. As you can see, these topics all relate to marketing, and what we *
come up with in our discussion can go a long way toward finalizing that plan. ;

“And here’s a twist on our usual meeting protocol: instead of my leading the discussion, I'm {

Source

going to assign one of these topics to five people and let you take over the discussion.” § End

In thinking about the meeting afterward, Les decided that although it hadn’t been a com- | L1
plete success, he thought he had made some progress in getting increased participation. When 2 .-
one of the senior managers requested a meeting a couple of days later, Les was surprised at the : 1
manager's comments about the meeting. ' I

“T'm sure you were sincere in your request for ideas from everybody but I need to tell you %
that you made a ot of people very uncomfortable. Siaff are not used to leading a discussion with N
senior managers present. When that staff member is Ieading a brainstorming session and hasto i

tell a manager that be’s out of order because he’s criticizing someone’s idea, you're putting the ¢
staff member in a really awkward position.” :
“T guess I don’t understand,” Les said. “The whole point of doing what I did was to bregk : 2
down the barriers that make people feel uncomfortable, I think everybody has good ideas, and
T'm trying to figure out how I can get them to share those ideas. I thought putting people in
ferent roles would be helpful.” 4
At his next meeting with Tom Sanchez, Les expressed his frustration with achieving & 2.
much as be hoped for when he started. =
“It just seems as though 1'm being stonewalled at every turn, In fact, I've heard that severi

3.
people are thinking of transferring to another department,” Les said. “What am I missing? I've
done things just like I do at GOC-Sydney, but the resuits are not the same. z

“Maybe I can make some progress when I get back after vacation. Sometimes three weeks - 4.
away helps give a different perspective on things.” :

*“Yes, Les,” Tom began, “we’ll need to talk about this when you get back from vacation.

Three weeks is a pretty long time for a semior manager to be gone; but I know you and yow S
family have plans to visit a lot of the national parks in the west, so I reluctantly approved your 6.
Tequest. Have & good trip and P11 talk with you when you get back.”

When Les returned from vacation, Tom Sanchez was out of the office for a week and they 7.
didn't have a chance to meet hefore Les got word that his mother had passed away suddenly 8.
and that he needed to return to Sydney for the funeral. As he headed for Sydney, Les won-
dered how he could explain to his former boss in Sydney the problems he was having at GOC
headgquarters.

9.
Discussion Questions 10.

3-11. Using Geen Hofstedes cultural characteristics. compare Australia and the United States on v
ous measures. As you'll see, the two countries are faicly similar, but there ace some differences thit
may help explain Les Collins's apparent lack of success in the American setting. Which of thesedo
you think is the most significant and why? -
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serse oganizational irpacts might result from this style?

Wﬁmﬁ Catlin, Claymore Associates. Used with permission.
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i What could GOC have done to prepare Collins for his assignment in the United States? Outline
‘an setion plan for companies to use in prepuring executives—and their families—for intrnational

5 Anieulate and evaluate your own opinion about the degree of distance prevalent in U.S. companies
berween managers and their direct reports. Who is protected by this management style? What ad-

»1inda Catlin. Ms Catlin is an organizational anthropologist and the co-author of International
Cultural Sourcebook and Case Studies. She consults with clients on projects related to
ealunil business communications, organizational culture, and organizational change dynamics,
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Opening Profile: Social Medla Bring Changes
to Saudi Arabian Culture!

FIGURE 3~1 Islamic Woman Using a Smartphone
ing ‘language ‘of all time on
3 Twitter “#nd - Riyadh ranked
#10: globally ‘of ‘the cities with the. most.
tweets? What s behind such a rapid-growth
‘of this increasingly tech-sayvy papulation?
Asof mid-2014, - the social - media
‘penelration 1o Saudi: Arbla: included 88
 pextent on Facebook, 81 ‘percent on Twitter,
nd 78 percent nGoogles.” Each - day,
more: than 90 million videos are’ viewed on.
YouTube, - suiore: than’ 3° milhion peaple  are
o Twwitter, and moye than: 840,000 are
ou - Linkedls,  with _ email - usage . becoro-
ing passé. Tt is clear that not only do: these
“presént itportant - avenues for
inesses to'comiinnicate and
bu also that cuitural
involved. Because
pereent vf the Saudi popalition is. under
‘30and mostowal smartphones, miany ate tun:
ing to Twitter and YouTube ont-of boredom
‘with; the: severe Jack of eaterainment; there
are’ao:cinernas, theaters, ot bars and little-to
interest them in Yhe newspapets:or television.
Jnaddition; social interaction isclosely noni
ored: and restricted by patrolling religious:
police: Fctmzymmg ‘people; then; Twitter
Tepresents an avenue of escape from the lack
of social fisdom and Jegal restiiciions on freedom of assembly or. association, especially for ‘women.
Gender separation i« enforced, and women camnot interact with men, go.1 an appointment, travel, and so
9n without permission. from 2 male guardian, often accompanied by him. Howeyer, by using Facebook,
Twitter, and other outléts, women and men can-af least step arcund the morality police to have conversa-
o with one anotiser and, pechaps, get to know each othe fot a future relationship, In addition, more open:
o Hietiwsen rien and women his changed the power stoucture and cxeated pportunities foreveryone 1o
#broad atray of roles. Nevertheless, although most peaple congider the use of social media a
i Jegitiinate means of communication for everyone, some. women still feel they arc betraying the
“morals they have: Gbserved all their lives and are embarcassed o admit to virtual conversations with mes.
‘However, the young peoplé fre not tie only oés using Twitter; the use of such media is spreaditig
toll' sectors of sociely—povernment officials, the oyalty, sheikhs; and those in‘industry. In addition, the
Saudi. government, which is an absohite monarchy with no parliament or political parties, does reyiew
‘oulifie-activity to'gathir intelligence and monitor: public opifiion. As such, there are Baes that cannot be:
Srossed, such as ¢riticizing religion or allowing accounts that promote adultery and homosexuality. On the
‘cther hand; it hag become. apparent that government authorities Gan- conceal little because information-is
“now rapidly, disseminated through social metia, so now those authorities are more likely to use the media
10 give thejr version of events or updates to get ahiead of the tumors and; in partiéular, quell political dissent.
Clearly, ‘media have presenited 4 virtual wogid a5 a force for modernity in Saudi Arabia and
cause powerful interdctions with: cultiral ‘mores; it is a matter of personal judgment whether those
changes are' viewed a8 progressive, but it is also:clear that there is no turning back.

1. Discuss the ole of social media in societal ciilture. Is this virtbal world, with no geographiic bonndag-

da; presentipe a normalizing effect across those boundaries? Is that a positive or a negative effect?
2 1y sooletal cultusis and. hfesly]e as intricataly intoitwiricd with religion in your country as it is in





image3.jpg
fos PART 2 THE CULTURAL CONTEXT OF GLOBAL MANAGEMENT

Tt the era of globalization, however, our companies, managers, partners, colleagues and
constituents are spread our all over 1the world.

INTERNATIONAL NEw York Times?

This chapter’s opening profile describes the interaction between social media and culture. Ttis!
clear that the widespread use of social media both helps people become familiar with other:
cultures and ways of life and, perhaps, smooth out the differences. In this chapter, we discus

how an understanding of the loca) culture and business environment can give managers an
advantage in competitive industries. Foreign companies—no matter what their size—ignore
those aspects o their peril. Such differences in culture and the way of life in other coup- ¢
tries necessitate that managers develop international expertise to manage on a contingency ¢
basis according to the host-country environment. Powerful, interdependent factors in thy

Culteral Intelligence: an outsider's seemingly natural ability o interpret someone’s unfamifiar
and ambiguous gestures in Just the way that person’s compatriots and colleqgues would.

HaRvARD Busingss Revigw! |

Managing people and processes in other countries requires a working knowledge of the -
itural variables affecting management decisions and how to use that knowledge to adapt
behaviors and expectations accordingly. This skill has become known as cultural intelligence, -
or cultural quotient (CQ)—a measure of how well a person can adapt and manage effectively -
in culturally diverse settings.” There is further discussion of how to adapt to different cuitures it i

will enable us to adapt, and how those variables affect the manager’s job. Clearly, it is important |
for anyone wishing to be successful when working with people in other countries {o be ableto
Dplan how to relate to and adapt to people from different cultures.

Managers have often seriously underestimated the significance of cultural factors. According ¢
to numerous accounts, many blunders made in international operations can be attributed to s |
lack of cultural sensitivity. Examples abound. Scott Russell, senior vice president for human |
resources at Cendant Mobility in Danbury, Connecticut, recounts the following: 2

An American company in Japan charged its Japanese HR manager with reducing the work-
Jorce. The Japanese manager studied the issue but couldn’t Jind a solution within cultural
Japanese parameters; so swhen fie came back 1o the Americans, he reduced the workforce by
resigning—swhich was not what they wanted.

Cultural sensitivity, or cultural empathy, is the awareness of and an honest caring about |
another individual's culture. Such sensitivity Iy
tive of those Tiving in other (and very different) societies and the willingness to put oneseif in
another’s shoes, ,

International managers can benefi¢ greatly from understanding the nature, dimensions, and |/
variables of a specific culture and how these affect work and organizational

organize, lead, and contro} in g specific international setting. Such a process of adaptation to the |
environment is necessary to implement strategy successfully, It also leads to effective interaction
in a workforce of increasing cultural diversity, in both the United States and other countries,
Company reports and anagement studies make it clear that a lack of cultural sensitivity
costs businesses money and opportunities. One study of V.S, multinational corporations found
that poor intercultural communication skills still constitute a major management problem,
Managers' knowledge of other cultures lags far behind their understanding of other organize- |-
tional processes.” In a synthesis of the research on cross-cultural training, Black and Mendenhal |
found that up to 40 Ppercent of expatriate managers leave their assignments early because of poor 3
performance or poor adjustment to the local environment, About half of those who remain are |
considered only marginally effective, Furthermore, they found that cross-cultural differences arv |
the cause of failed negotiations and interactions, resulting in losses to U.S. firms of more thay {:
$2 billion 2 year for failed expatriate assignments alone,®
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Offier-evidence indicates, however, that cross-cultural training is effective in developing
it enhancing adjustment and performance. In spite of such evidence, U.S. firms do
iy advantage of such important research and incorporate it into their ongoing training
s, whose purpose is ostensibly to prepare managers before sending them overseas. Too
iz importance of such training in developing cultural sensitivity is realized much too late.

'l}us cliapier provides a conceptual framework with which companies and managers can
ielevant cultural variables and develop cultaral profiles of various countries. This frame-
is then used to consider the probable effects of cultural differences on an organization and
implications for management. To do this, the powerful environmental factor of cultural
isesamined. The nature of culture and its variables and dimensions are first explored,
e specific differences in cultural values and their implications for the on-the-job behavior
individuals and groups are considered. Cultural variables, in general, are discussed in this
: The impect of culture on specific management functions and processes is discussed in
chapiers as appropriate. We emphasize throughout this book that no one style or manage-
Ezprctice or culture is deemed overall to be better than others; rather, any manager from any
oesociety needs to find the most effective way to achieve objectives that works in that

b situzton or locale.

[TURE AND ITS EFFECTS ON ORGANIZATIONS

g thiat cultural values can predict employee outcomes with similar or even more strength

unmore traditional factors such as demographics, personality traits, and cognitive ability.

V. TARAS ET AL., ORGANIZATIONAL DYNAMICS
Apri 6, 2011°

tal Culture
ly understood, the culture of a society comprises the shared values, understandings,
s, and goals that are leamned from earlier generations, imposed by present members
j, 20d passed on to succeeding generations. This shared outlook results, in large part,
“Avemman altitudes, codes of conduct, and expectations that subconsciously guide and control
s of behavior. 19 One is born into, not with, a given culture and gradually internalizes
bilefiects through the socialization process. Culture results in a basns for living grounded
e communication, standards, codes of conduct, and expectations.!! Over time, cultures
1 socicties adapt—by choice or otherwise—to transitions in their external and internal
s and relationships. Tn 2011, for example, people in Egypt brought about politi-
sslfural changes because of economic conditions, oppression, and increasing exposure
cial media to what they perceived to be a better way to live within systems in demo-
asiesicicties. Globalization, in all its forms of personal and business contacts and information
gsiig borders, brings about changes that resuit jn cultural diffusion. When immigrants adopt
mpects of the local culture while keeping aspects of their culture of origin, this process is
creglization. Some countries, such as France, fiercely protect their cujture against outside

pes and insist that immigrants assimilate into their society and respect their values.'*
manager assigned to a foreign subsidiary must expect to find large and smail differences
ior of individuals and groups within that organization. As depicted in Exhibit 3-1,
{ifferences result from the societal, or sociocuitural, variables of the culture, such as refi-
fanguage, as well as from prevailing national variables such as economic, legal, and
factors. National and sociocultural variables, thus, provide the context for the develop-
gadperpe!uauon of culturat variabjes. These cultural variables, in tumn, determine basic
towand work, time, materialism, individualism, and change. Such attitudes affect an
'S motivation and expectations regarding work and group relations, and they ulti-
affect the outcomes that can be expected from that individual.

ational Culture

ot calture varies a great deal from one organization, company, institution, or group to
 Organizational culture represents those expectations, norms, and goals held in common

CHAPTER 3 UNDERSTANDING THE ROLE OF CULTURE

o9
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e

EXHIBIT 3«1 Environmental Variables Affecting Management Functions

National Variables
= Econbmic system.# Pl:zied sifuction

i

by members of that group. For a business example, consider the oft-quoted comparison between
IBM, considered traditionally to be very formal, hierarchical, and rules-bound. with its employ-
ees usually in suits, and Apple Computer, whose organizational culture is very organic, or loose
and informal, with its employees typically wearing casual clothes and interacting informalty.

Research shows that societal culture tends 10 be stronger than organizational culture,
so that employees working with or for a foreign company may not easily fall into the new
organizational culture, Clearly, there is a relationship between organizational culture
and societal (national) culture, both of which can cause disputes in the workplace at all
levels, including the management of cross-border alliances. Such was the case with the
DaimlerChrysler AG alliance—largely contributing to the downfall of the alliance in 2007,
As Syed Anwar observed:

In the auto industry, Daimler-Benz was viewed as a conservative and rigid company regarding
its corporate bureaucracy, product development, and quality standards—a corporate culture

reflective of Germany's national culture, On the other hand, Chirysler’s corporate culture was
typical American—informal. ounvard oriented, and somewhar loss rigd in its operations and

more risk-taking, Daimler-Benz lacked exposure 1o the American way of management and
business practices. The cultural mismatch eventually created problems in the areas of future
planning, supervisory board, research and development, expatriate management, executive
salaries, and labor relations.”

Culture’s Effects on Management

Clearly, societal culture affects organizational culture, and there are often interaction effects, as
illustrated by the comments by Kenichi Watanabe, CEO of Japan's Nomura Group, when asked
how he would characterize his company’s corporate culture:

The positives: trust, loyalty, teamwork, long-term commitment. The negatives: resistance to

change and an overly domestic focus. That's why 1 tell my people to embrace change and be
world class’®

Financiar Tives UK

SEPTEMBER 23, 2011 B

Which organizational processes—technical and otherwise—are most affected by cultural differ- -

ences, and how they are affected, is the subject of ongoing cross-cultural management research ;

and debate.'® Oded Shenkar suggests that we should: 4
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[Clonsider cultural differences as having the potential for both synergy and disruption,

[and that] this point cannot be overstated as it lies at the intersection of strategic logic and

aperational challenges that underline the FDI, expatriate adjustment, auditing and other
international business issues.”

ODED SHENKAR JOURNAL OF INTERNATIONAL BUSINESS STUDIES

January 2012

Further, Shenkar poses that, rather than focusing on how different two cultures are—that is,
coltural distance (CD)—in reality, it is the interaction between them that is the working issue
in international management; this is because cultural distance has little effect on management
until the two cultures come in contact with each other. He proposes that we focus on the
concept of friction instead of distance by considering how the relevant people and organiza-
tional processes would interact and what the effects would be on the relative success of the
international business venture.'® Moreover, cach situation is unigue and may involve people
from several cultures meeting in a location relative to one of them, creating a specific, multidi-
mensional arena for understanding and communicating. Throw in the local business practices
and the corporate cultures of each, and you have a complex scenario to navigate. An example
might be an American preparing to meet in Russia with the German subsidiary manager there.
As Nardon and Steers point out, several combinations of factors might complicate each specific
global encounter, such as:

The broad cultural and institutional context based on local geography or the firm's industry,

for example.
between The organizational cul i fer, whi et wi
‘ganizational culture, as discussed earlier, which may or may not conflict with the
eo‘:‘i’k’y“ culture and business practices in the specific locale of interaction.
mll; o ‘The situational context, which includes factors such as the physical setting, the types of
culture, positions members have in their firms, each person’s individual characteristics and cross-
thie hav cultural preparation, and the method of interactions at the time.'”
culture Many researchers have acknowledged the need to recognize and adapt to the overall situational
e at all context.2® Many companies, such as Walmart, have found that their success in some countries
vith the was definitely not transferrable to others. As Tarun Khanna notes, for managers to be successful
n 2007. around the world, there is no doubt that:
{1]t requires contextual intelligence: the ability to understand the limits of our knowledge and
rding to adapt that knowledge to an environment different from the one in which it was developed.
dewre HARVARD BUSINESS REVIEW
s Sspresmee 20147
and
and Some argue that the effects of culture are more evident at the individual level of personal
uture behavior than at the organizational level because of convergence. Convergence describes the
utive phenomenon of shifting individual management styles to become more similar to one another.
The convergence argument is based on the belief that the demands of industrialization,
worldwide coordination, and competition tend to factor out differences in organizational-level
processes such as choice of technology and structure. In a study of Japanese and Korean firms,
ects, as Lee, Roehi, and Choe found that globalization and firm size were. sources of convergence of
n asked mapagement styles.?? At the individual level, the research we will discuss in this chapter and
throughout the book clearly shows that whereas an assertive, take-charge- management style
typically works best in the West, people across Asia usually respond better to a more subtle
e to leadership style in which the manager works behind the scenes to accomplish goals; then
dbe again, Latino cultures tend to prefer a paternal management style and look up to leaders who
command respect by virtue of their position in society.?* These factors are discussed in more
UK detail later in this chapter.
011 The effects of culture on specific management functions are particularly noticeable when we

attempt to impose our own values and systems on another society. Exhibit 3-2 gives some exam-
ples of the values typical of U.S. culture, compares some commion perspectives held by people
in other countries, and shows which management functions might be affected, clearly implying
the need for the differcntial management of organizational processes. For example, American





