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Part One: Cultural Differences and Dynamics

1. Nature of Culture

International business deals not only cross borders, they also cross cultures. Culture
profoundly influences how people think, communicate, and behave. It also affects the

kinds of transactions they make and the way they negotiate them.

Culture has a pervasive impact on the management of human resources. Culture
influences how blue- and white-collar workers respond to pay and non- pay incentives,
how international firms are organized, the success of multinational work teams, and
even how executives compose and implement business strategies.

1.1. Definition

“Culture”referstothe complexcollectionofknowledge,folklore,language,rules,
rituals, habits, lifestyles, attitudes, beliefs, and customsthat link and give a common
identity toa particular group of people ata specific pointin time.

1.2. Characteristics of Culture

Cultureislearned human behaviorspecifictoagroup in which values are shared and
expressedthroughvarious practices. These practices dependveryheavily (although
not exclusively) onlanguage.

All social unitsdevelop a culture. Evenin two-personrelationships, aculture develops
overtime.Infriendshipandromanticrelationships,forexample, partnersdevelop
theirown history, shared experiences, language patterns, rituals, habits, and customs
thatgivethatrelationshipaspecial character—a characterthatdifferentiatesitin

various ways from other relationships. Examples mightinclude special dates, places,

songs, or events that come to have a unique and important symbolic meaning for two
individuals.

Groups also develop cultures, composed of the collection of rules, rituals, customs,
and other characteristics that give an identity tothe social unit. Forexample, issues
suchaswhereagrouptraditionallymeets,whethermeetingsbeginontimeornot,
whattopics are discussed, how decisions are made, and how the group socializes
become defining and differentiating elements of the group’s culture.

Organizations also have cultures, often apparent in particular patterns of dress, layout
of workspaces, meeting styles and functions, ways of thinking about and talking about
the nature and directionsofthe organization, leadership styles,andsoon.



Cultures are created through communication; thatis, communicationis the means of
human interactionthrough which cultural characteristics (customs, roles, rules, rituals,
laws, or otherpatterns)arecreatedandshared. Culturesare anaturalby-productof
socialinteraction.Inasense, culturesare the “residue”of social communication.
Withoutcommunicationand communication media, itwouldbeimpossible to
preserve and pass along cultural characteristics from one place and time to another.
One can say, therefore, that culture is created, shaped, transmitted, and learned
through communication. The reverseis alsothe case;thatis, communication practices
are largely created, shaped, and transmitted by culture.

121, Cultures aresubjective

There isa tendencyto assume that the elements ofone’s own cultures are logical and
make good sense. It follows thatif other cultures—whether of relationships, groups,
organizations, or societies—look different; those differences are often considered to
be negative, illogical, and sometimes nonsensical. People who are used to informal
meetings of a group might think that adherence to formal meeting rules is strange and
stilted.Employeesinanorganizationwheresuitsareworneverydaymay reactwith
cynicismand questioningwhentheyenteran organizationwhere casual attireis
standard practice. With regard to culture, the tendency formany people is to equate
“different”with “wrong”, eventhough all cultural elements come aboutthrough
essentially identical communication processes.

122. Cultures change overtime

Infact, cultures are ever changing—thoughthe change issometimesvery slow and
iImperceptible. Many forcesinfluence cultural change. Since cultures are created
throughcommunication,itisalsothroughcommunicationbetweenindividualsthat
cultures change overtime. Each personinvolvedinacommunication encounterbrings
the sum of his or her own experiences from other (past or present) culture
memberships. Inone sense, any encounterbetweenindividualsinnew relationships,
groups, organizations, orsocietiesisan intercultural communication event, and these
varying cultural encountersinfluence the individual and the cultures over time. Travel
and communication technologies greatly accelerate the movementof messages from
one cultural context to another, and in small and large ways, cultures come to

”

influence one anotherthrough communication. Phrases such as “melting pot,” “world
community,”and “globalvillage” speakto theinevitability ofinterculturalinfluence

and change.

123. Cultures are largelyinvisible
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Much ofwhatcharacterizesculturesofrelationships, groups,organizations, or
societiesisinvisible toitsmembers.Language, of course, isvisible, asare greeting
conventions,specialsymbols, places,andspaces. However,thespecialanddefining
meaningsthatthese symbols, greetings, places, and spaces have forindividualsina
cultureare farlessvisible. Consequently,opportunitiesto “see”cultureandthe
dynamic relationship that exists between culture and communication are few. Two

such opportunities do occur when there are violations of cultural conventions or when
thereis cross-cultural contact.

When someoneviolates anaccepted cultural convention, ritual, or custom - for
example, by speaking in a foreign language, standing closer than usual while
conversing,ordiscussingtopicsthatare typically notdiscussedopenlytheother
membersofthe culturebecome aware thatsomethinginappropriateisoccurring.
When“normal” culturalpracticesare occurring, membersofthe culture thinklittle of
it, butwhenviolationsoccur, the membersare reminded ofthe pervasiverolethat
culture has on daily life.

When visiting othergroups, organizations, and, especially, othersocieties, people are
oftenconfrontedby—andtherefore become aware of—differentcustoms, rituals,
and conventions. These situations often are associated withsome awkwardness, as
the people strive to understand and sometimes to adapt to the characteristics of the
new culture. In these circumstances, again, one gains a glimpse of “culture” and the
processes by which people create and adapt to culture.

124. Cultures are influenced by media

All institutions within society facilitate communication, and in that way, they all
contribute to the creation, spread, and evolution of culture. However, communication
mediasuch astelevision, film,radio,newspapers,compactdiscs, magazines,
computers, and the Internet play a particularly important role. Because mediaextend
human capacities for creating, duplicating, transmitting, and storing messages, they
also extend and amplify culture-building activities. By means of such communication
technology,messagesaretransmittedacrosstimeand space, stored,and later

retrievedand used. Television programs, films, websites, videogames, and compact

discs are created through human activity—and therefore reflectand further extend
the culturalperspectivesoftheircreators. Theycometotakeonalife oftheirown,
quitedistinctandseparatefromtheircreators,astheyaretransmittedandshared
around the increasingly global community.

125. Cultures depend on communication
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Understandingthe nature ofculturein relationship tocommunicationishelpfulin
several ways. First, it helps to explain the origin of differences between the practices,
beliefs,values,andcustoms ofvariousgroupsandsocieties,anditprovidesa
reminder of the communication process by which these differences came into being.
This knowledge canand should heighten people’s tolerance for cultural differences.
Second, it helpsto explainthe process thatindividuals gothrough in adaptingto new
relationships, groups, organizations, and societies andthe cultures of each. Third, it
underscoresthe importance of communicationas a bridge between culturesand as a
force behind cultural change.

126. Cultures are shapedby communication

As communicationincreases betweenindividuals, groups, and countries, does this
mean that cultural differences and traditions will inevitably erode altogether? Will the
culturesofindividualsfromgroups, organizations,andsocietiesthathave greataccess
toand controlofcommunicationmediaoverpowerthoseinculturesthathavefewer
resources and lessaccess and control? Can knowledge be usedto helpindividuals
more comfortably and effectively adaptto new relationships, groups, organizations,
and societies? The importance of these issues makesthis area animportant one for
continued examination by scholars and practitioners.

We allcommunicatewith othersallthe time--in ourhomes,in ourworkplaces,inthe
groups we belongto, and in the community. No matter how well we think we
understand each other, communicationis hard. "Culture"is often atthe root of
communication challenges. Our culture influences howwe approach problems, and
how we participate in groups and in communities. When we patrticipate in groups we
are oftensurprised at how differently people approachtheirwork together.

Type of Culture
131 National Cultures
National cultures comes a host of differences in assumptions, outlook, and rules that
can challenge communication and comprehension.
132. Subcultures
There can be significant distances between subcultures within the same national

culture. Subcultures may be defined by ethnicity, geographic region, race, religion, or
class.
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14.

133. Organizational/Corporate Cultures

Organizational culture is defined by all of the life experiences, strengths, weaknesses,
education, upbringing, and so forth of the employees. While executive leaders play a
large role in defining organizational culture by their actions and leadership, all
employees contribute to the organizational culture.

134. Industry Cultures

Industry cultures have shared assumptions based on technological and social histories
of the industry.

135. Professional or Functional Cultures

Professional and functional cultures have shared assumptions based on specifics as
they relate to a special function or occupation.

Layers of Culture

141. Level1-Artefacts: Described as beingthe ‘easiest’ level toobserve, called
explicit culture

142. Level 2-Espoused Values: To better understand and to help decipher why the
initialobservationsinLevel laretakingplace,oneneedstoask ‘insiders’ ofthe
organization to try and explain.

143. Level3-Shared Tacit Assumptions: To help understandthis ‘deeper’ level of
culture, one needs to investigate the history of an organization.

1.5. Values in Culture

The word "value" means worth. It also refers to an ethical precept on which we base
our behavior. Values are basic convictions that people have regarding what is rightand
wrong, good and bad, important or unimportant. Values are shaped by the culture in
which we live and by our experiences. However, there are values that are held high by
most cultures. These include fairness and justice, compassion and charity, duties and
rights, human species survival and human well-being.

Organizational culture and values are closely related because organizations are
generally founded with certain values in mind. These values tend to influence the
organizational structure, but they may change over time as different people take on

different roles in the organization and the overall culture changes. Organizational
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culture and values, then, both affect each other over time and tend to change if a
conflict exists between them.

2. National Culture

The values that distinguished countries (rather than individuals) from each other
grouped themselves statistically into four clusters. They dealt with four
anthropological problem areas that different national societies handle differently:
ways of coping with inequality, ways of coping with uncertainty, the relationship of the
individual with her or his primary group, and the emotional implications of having
been born as a girl or as a boy. These became the Geert Hofstede dimensions of
national culture: Power Distance, Uncertainty Avoidance, Individualism versus
Collectivism, Masculinity versus Femininity, and Long-term orientation versus Short-
term orientation.

Hofstede’s Cultural Dimensions

Individualistic/Collectivistic Howpersonalneedsandgoalsareprioritizedvs.needsand
goals of the group/clan/organization.

Masculine/Feminine Masculine societies have differentrules formen and
women, less so in feminine culture.

Uncertainty Avoidance How comfortable are people withchanging the waythey
work orlive (low UA) or preferthe known systems (high UA)

Power Distance The degree people are comfortable withinfluencing
upwards.

Accept of inequality in distribution on power in society.

Time Perspective Long-term perspective, planningforfuture, perseverance
values vs. short time past and present oriented.

Indulgence/Restraint Allowing gratification of basicdrives related to enjoying life
and having fun vs. regulating it through strict social norms.

2.1. Individualismvs. Collectivism

Individualismis the tendency of people tolook afterthemselves and theirimmediate
family only; Individualismisthe preference ofpeople tobelongto alooselyknit
societywhereimportance isplaced onthe selfandautonomy. In opposition,



collectivismisthetendencyofpeopletobelongtogroupsorcollectivesandtolook
aftereachotherinexchangeforloyalty.Collectiviststructuresplaceimportanceon
interdependentsocial units such as the family, ratherthan on the self. Inindividualist
societies, employees require the freedom to work independently and desire
challengingwork (which is more important than personal relationships) thatwill help
themreachself-actualization.Incollectivistcultures,unquestionedmanagement
structures are responsible forthe organization ofteams of employees and the
cohesion of the collective.

2.2. Masculinity vs. Femininity

Masculinity is a culture in which the dominant valuesin society are success, money,
andthat score highonmasculinity; masculinityrepresents cultureswithdistinct
genderroles where men focus on success, competition and rewards while women
focusontendervaluessuchasqualityoflifeandmodesty. Femininityrepresents
cultureswheregenderrolesoverlap.Femininityisacultureinwhichthe dominant
valuesinsociety are caring for others and quality of life scores high on femininity. In
masculine culturesmanagers are defined as more assertive and decisive, whereas
feminine culturesbreed moreintuitive managerswhonegotiate disputesand
encourage participationin decisions.

2.3. Uncertainty Avoidance

Uncertainty avoidance is the degree to which members of a culture feel threatened or
uncertain in unfamiliar situations. Thusin high uncertainty avoidance cultures, people
prefer a structured environment with rules and policies in place. Hard work is
embraced, and thereis a greater sense of anxiety amongst the workforce. In contrast,
in weak uncertainty avoidance cultures rules create discomfort, almostfear, and exist
onlywhereabsolutelynecessary.Peopletendtobe morerelaxedinthesecultures,
and work at a slower pace. High uncertainty avoidance favors precise rules, teachers
whoare alwaysrightand superiorswho shouldbe obeyedwithoutquestion. Low
uncertainty avoidance favorsflexibility, discussionand delegation of decision making.

2.4. Power Distance

Power distance is the extent to which less powerful members of institutions and
organizations accept that power is distributed unequally. In high power distance
cultures, children are raised with a great emphasis on respecting elders, whichis
carriedthroughtoadulthood. Thereforeorganizationsaremore centralized,
employees preferamore autocratic leadership style where subordinates are expected
tobetoldwhatto doandthereare wide wage gapsinthehierarchical structure. On
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the other hand, inlow powerdistance cultures inequality is notdesired, employees
preferto be consultedwith regardsto decisionmakingand thus preferamore
resourceful and democratic leader.

2.5. Time Perspective

FollowingHofstede,asubsequentstudybasedonChinese ConfucianTheoryrevealed
afifthdimensionreferredtoaslong-termorientation. Thisdescribesthe extentto

which people have a dynamic, future-oriented perspective. ltdescribes societies'time
horizon.Long-term oriented societiesattachmore importancetothe future. They
fosterpragmatic values oriented towards rewards, including persistence, saving and
capacity for adaptation. In short term oriented societies, values promoted are related

to the past and the present, including steadiness, respect for tradition, preservation of
one's face, reciprocation and fulfilling social obligations.

2.6. Indulgence/Restraint

Indulgence societies tendto allow relatively free gratification of natural human desires
relatedtoenjoyinglifeandhavingfunwhereasRestraintsocietiesaremorelikelyto
believe thatsuch gratificationneedstobe curbed and regulated by strictnorms.
Indulgent cultures will tend to focus more on individual happiness and well-being,
leisuretimeismoreimportantand thereisgreaterfreedomand personal control.
This is in contrast with restrained cultures where positive emotions are less freely
expressedandhappiness,freedomandleisure arenot giventhe same importance.

3. Organization Culture

3.1. Definition

” W

Organizational culture is influenced by the “surrounding society,
priorities of organizational members,” and “the nature of the organization’s primary
tasks.” Organizations areembedded into societies, which can be defined by certain
national culture values. Differenttasks require different organization and execution of
activities, thatis, differentstrategiesandstructures. ltseemsobviousthata
production company differs severely fromaservice provider, or a state agency from a
private firm, notonly with respectto final products but also withrespectto their
organizational culture. Simply put,organizationalcultureisthewaywedo things
around here.

personal value

Accordingto Edgar Schein, organizational culture mainly consists of three domains: (a)
basic underlyingassumptions (unconscioustakenforgranted beliefsandvalues:these
are notvisible), (b) espoused values (mayappearthrough surveys), and (c) artifacts
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(rules, standards prohibitions)

(visible behavior).

Artifacts are the easiestto notice, but yet theirmeanings may remain elusive to
outsiders. Through a process of realization, artifacts take on the symbolic meaning of
the organizationvalues. Onlythosethathave beeneducatedinthe organization
culture will know and understand the larger meaning behind the artifact.

Valuesform another integral part of organizational culture. Whenan organization
facesacrisis,itsleadersmustformulate aplantoalleviate thedangerposed.
Successfully thwarting the crisis validates the plan and it becomes a shared value of
the organization. When a similar crisis arises in the future, the organization will reuse

the plantoavertcatastrophe andrightthe ship. Afterrepeatedsuccess, thevalue
becomesan underlying assumption ofthe organization.

Mary Jo Hatch extended Schein’s model by adding a fourth domain, called “symbols”.
Shedefinestheprocessesthatlinkeachelementoftheorganizational culture

construct, which provides a somewhat betterunderstanding of interdependencies
betweenassumptions, values, artifacts, and symbols. Hatch assumes that there exist
two possible ways how observable behavior emerges through underlying
assumptions: (a) through “manifestation” into values and “realization” into artifacts or
(b) through “interpretation” into symbols and through “symbolization” into artifacts.

Artifacts manifestation Values realization
(visible behavior)

Espoused values Assumptions Artifacts

Basic underlying assumptions

interpretation Symbols symbolization

(invisible, unconscious)

Schein (1985) Hatch (1993)

Source: Dauber, D.,Fink, G., & Yolles, M. (2012). A Configuration Model of Organizational
Culture. Sage OpenJournal.

These underlying assumptions form the basic core of all organizational culture. They
aredifficulttoknowandunderstandbecausetheyarerarelyarticulated. Inorderfor
one to determine the assumptions of an organization one must become immersedin
the organization and its culture. Underlying assumptions manifestthemselves through
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the perceptions, thoughts, emotions, and behaviors of members of the organization.
Whenanideaispositedthatdoesnotconformtothe underlyingassumptionsofan
organizationthenthatideaisrejectedoutrightwithoutanythoughtordebate. Any
challengestothese assumptionswill resultin defensive behaviorfromthe members.
Thereforeorganizationalculturecanexplaintheresistance,fear,andsometimes
irrational behaviorthat one encountersin any organization, especially whentrying to
implementchange.

3.2. Climate and Culture

Atthisjunctureitisimportantto differentiate betweenclimateandculture.Climate
consistsofthedaytodayfeelingsofthe membersofthe organizationandis highly
susceptibletochangeswithinthe organization. Theclimatewillbeverygoodfora
timeifthe staffreceivesraisesorifthe companyisfurnishedwithnewequipment.
Conversely, if budget cuts occur or the number of staffreduced the climate will suffer.
These conditions are all temporary, whereas culture is more permanentand lasting.
Culturecananddoeschange,butatamuchslowerrate than climate.Itis apowerful
forcethatcanencourage and supportanindividual effortorthwartthembefore they
are started. Organizational culture can be usedto both explain and create end results.

Allcompanies have an organizational culture, whichrepresentsthe intangible force
thatcentersonacompany’svaluesandbeliefs. Individualstypicallyworkata
company with which their values match the most. One result of organizational culture
isto develop aclimate by which a company can measure successes attached to this
intangibleforce. Thisstartstherelationshipbetweentheorganizational cultureand
climate.Whileorganizational cultureisoftenanaturallyoccurringphenomenonin
organizations, the organizational climate oftentakesmore work to implement.

A company’s organizational culture and climate are not always static. As a company
evolves, sodoesits culture. This oftenleads to changesin the organizational climate
asmanagers and employeeschange,alongwiththe valuesand beliefsinthe business.
The organizational climate mustadjust as necessary to ensure the company measures
the correctfactors.

3.3. Organizational Culture, Strategy, Structure, and Operations

Following Schein, “organizational culture”representsunderlying, unobservable
assumptions, which constitute the basis forevery organization. “Organizational
strategy” providesrules,norms,andregulations,whichare setintoeffectthrough
organizational structures. Therefore, strategy belongstoan unobservable domainand
can be allocatedto “espousedvalues.”“Organizational design, structure, and process”
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aswellas“organizationalbehaviorand performance”are thoseelementsofan
organizationthat are visible toits members as well as the external environment; that
IS, they representartifacts.

Strategiesare commonlydefined asthe overall orientationof an organizationfor
reaching presetgoalsand objectives, thatis, a long-term plan for maximizing profits or
coveringcosts, in case of nonprofitorganizations. Furthermore, organizational
strategy“isan organizationprocess,inmanywaysinseparablefromthestructure,
behaviorand culture of the company in which it takes place”. Strategiesinfluence the
interactionbetween structuresand behaviorand vice versa. Researchers arguedthat
“espousedvalues”haveanimpacton“artifacts,”whichinturninfluence “espoused
values.” As organizational structures as well as behaviorwere identified as elements
of organizational artifacts, both are affected by strategy. Different strategies require
differentstructures.Incontrast, structuresprovidethe frameofreferenceforfuture
informationprocessingand strategicdecision making, commonly knownas
“reporting.” Thus, it is also true that structures have an impact on future strategies.

Processes that turn organizational strategies into action, commonly known as
“operationalization,” “implementation of strategies,” or “strategy doing,” unfold
through organizational structures and organizational activities. Strategies are putinto

effectthrough organizational structures and behavior.

Organizationalstructuresandbehaviorconstitute the observable manifestationof
organizational strategies (espousedvalues). Structures build the frame of reference
for running organizational operations and guide or cushion behavior of members of an
organization, which translate into certain “patterns of behavior” supported by
organizationalstructures. Atthe same time, behavioris alsoreverselylinkedto
structures. Consideringthatorganizationsmightneedto change overtime, for
example, due toextensive internationalization viamergers and acquisitions (M&A), it
may becomenecessarytorestructure certainorevenallparts ofanorganization.
Especially in M&A, this seems of particular importance to align organizational
behaviorof newemployeesinsuch away that strategicgoals can be accomplished
efficientlyandeconomicallyviaorganizationaltasks. Thus, structures needtochange
iforganizational behaviordoesnotlead to the expected performance.

Through performance assessment(i.e.,inward-orientedoperations),changesin
strategy and structure can be triggered, butlearning processesrely on favorable
organizational conditions suchas opencommunication structures, which would allow
organizationsto learn. Assessingthe efficiency of operations represents abinding
condition for organizational learning thatleads to changes in strategy. Single-loop
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learning, as distinguished fromdouble-looplearning, referstothe processes of
detecting errors and adjusting existing strategies to meet new requirements.

Doubleloop learning, however, considers amore profound process of learning, where
“‘underlying organizational policies and objectives.

Double-loop learning, questions existing underlying assumptions, that is,
organizational culture, and may lead to more fundamental changes in strategies and
their operationalization. Although single-loop learning is a precondition for double-
loop learning, itwould be wrong to assume that single-loop learning automatically
effectuates double-loop learning. Many organizations are quite capable of single-loop
learning, butfail to learn on a higher level, thatis, double-loop learning.
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Understandingorganizational processes=understandingorganizational (culture)
change = understanding organizational (culture) dynamics

In conclusion, (a) Operationalization has to stand in line with corporate values. (b) All
domains—strategy, structure, and operations—are indirectly affected by culture. (c)
Organizational values constitute the shared “ethics” of doing business. If the impact of
organizational culture on operations unfoldsthrough strategy (i.e., espousedvalues),
which supportstheideaof a “guiding” ormoderatinginfluence onorganizations
duringoperationalization. Organizational culturereflectsinternalprocessesofan
organization,linkingorganizational culture, strategy, structure,and operations
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systematically to each other.

4. Managing Cultural Differences

As discussed above, it's important to understand the differences between cultures, so
that we can work with people more effectively, and prevent misunderstandings.
Trompenaars and Hampden-Turner's Seven Dimensions of Culture help us do this. The
Seven Dimensions of Culture were identified by management consultants Fons
Trompenaars and Charles Hampden-Turner, and the model was published in their
1997 book, "Riding the Waves of Culture." According to Trompenaars, culture is a way
a group of people act to solve problems.

From three basics which are the relationship with others, time and environment,
Trompenaars identifies seven fundamental dimensions of culture. His definition of
culture is a mix between organizational and national cultures.

4.1. Universalismvs. Particularism (Rules Versus Relationships)

Universalismimpliesthatcorrect behaviorcan be defined and always applies, while
particularismsuggeststhatrelationshipsaremore importantthan abstractsocial
codes. Inuniversalisticcultures, people place ahighimportance on laws, rules, values,
andobligations. Theytry to dealfairlywith people basedon theserules, butrules
come before relationships. Onthe contrary, ina particularistic culture, People believe
thateach circumstance,and eachrelationship, dictatestherulesthattheylive by.
Theirresponse to a situation may change, based on what's happeningin the moment,
and who'sinvolved.

TypicaluniversalisticculturesincludetheU.S.,Canada,the U.K,the Netherlands,
Germany, Scandinavia, New Zealand, Australia, and Switzerland. Typical particularistic
culturesinclude Russia, Latin-America, and China.

4.2. Individualism vs. Communitarianism (The Individual Versus The Group)

Individualismreferstopeople asindividuals; Communitarianism(Collectivism)refers
topeopleregardthemselvesaspartofagroup. Inindividualisticcultures,People
believe inpersonal freedomandachievement. They believe thatyou make your own
decisions, and that you musttake care of yourself. Inthe second case, people believe
thatthe groupis more importantthan theindividual. The group provideshelpand
safety,inexchangeforloyalty. The group alwayscomesbeforetheindividual.

Typical individualist cultures include the U.S., Canada, the U.K, Scandinavia, New
Zealand, Australia,and Switzerland. Typicalcommunitarian culturesinclude countries
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in Latin-America, Africa, and Japan.
4.3. Neutral vs. Emotional (How People Express Emotions)

Neutral refers to culture in which emotions are not shown; Emotional refers to
emotions are expressedopenly and naturally. Inneutral culture, people make a great
efforttocontroltheiremotions.Reasoninfluencestheiractionsfarmorethantheir
feelings. People don'treveal whatthey're thinking or howthey're feeling. In
emotional culture, people wantto find ways to express their emotions, even
spontaneously, atwork. Inthese cultures, it's welcome and accepted to show
emotion.

Typical neutral culturesinclude the U.K., Sweden, the Netherlands, Finland, and
Germany. Typical emotional culturesinclude Italy, France, Spain, and countriesin
Latin-America.

4.4. Specificvs. Diffuse (How Far People Get Involved)

Specificreferstolarge publicspace sharedwithothersand small private space
guarded closely; Diffuse referstopublicand private spaces similarsize, publicspace
guarded because shared with private space; people indirect and introverted,
work/privatelife closelylinked. Inspecificculture, people keepworkand personal
livesseparate. Asaresult,theybelieve thatrelationshipsdon'thave muchofan
impactonwork objectives,and, although goodrelationshipsareimportant, they
believethatpeople canworktogetherwithouthavingagoodrelationship.Indiffuse
culture, people see an overlap between theirwork and personal life. They believe that
good relationships are vital to meeting business objectives, andthattheir
relationshipswithotherswillbethesame,whethertheyare atworkormeeting
socially.People spendtime outsideworkhourswith colleaguesandclients.

Typical specific cultures include the U.S., the U.K., Switzerland, Germany, Scandinavia,
andthe Netherlands. Typical diffuse culturesinclude Argentina, Spain, Russia, India,
and China.

4.5. Achievementvs. Ascription (How People View Status)

Achievementculture refersto people are accorded status based on how well perform
functions; Ascription culture referstostatus based onwho orwhatpersonis.In
achievementculture,people believe thatyouarewhatyoudo,and theybase your
worthaccordingly. These culturesvalue performance, nomatterwhoyouare.In
ascriptionculture,peoplebelievethatyoushouldbevaluedforwhoyouare. Power,
title, and position matterin these cultures, and theseroles define behavior.
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Typical achievement cultures include the U.S., Canada, Australia, and Scandinavia.
Typical ascription cultures include France, Italy, Japan, and Saudi Arabia.

4.6. Sequential Time vs. Synchronous Time (How People Manage Time)

4.7.

Sequentialreferstoonly one activity ata time;appointmentskeptstrictly, follow
plans as laid out; Synchronous refers to multi-task, appointments are approximate,
schedulessubordinatetorelationships;Future moreimportantinsome countries,
whereaspresentis moreimportantinsome countries. Insequentialtime oriented
culture, people like eventsto happenin order. They place a high value on punctuality,
planning (and sticking to your plans), and staying on schedule. Inthis culture, "time is
money," and people don't appreciate it when their schedule is thrown off. In
synchronoustime oriented culture, people seethe past, present,andfuture as
interwoven periods. They oftenwork on several projects at once, and view plans and
commitmentsas flexible.

Typical sequential-time culturesinclude Germany,the U.K.,andthe U.S. Typical
synchronous-time culturesinclude Japan, Argentina, and Mexico.

Inner-directed vs. Outer-directed (How People Relate to Their Environment)

Inner-directed refers to people believe in control of outcomes; Outer-directed refers
to people believe in letting things take own course. Ininner-directed culture, people
believe thattheycan controlnature ortheirenvironmenttoachieve goals. This
includeshowtheywork withteams and withinorganizations. Inouter-directed
culture,people believethatnature,ortheirenvironmentcontrolsthem;theymust
work with their environmentto achieve goals. At work or in relationships, they focus
theiractionsonothers,andtheyavoidconflictwherepossible. People oftenneed
reassurance that they're doing a good job.

5. Diversity Culture

If you have ever walked into an office and thought to yourself, “this feels really
different,” you are familiar with the diversity of corporate cultures. Dr. Fons
Trompenaars brought us a great model for quickly describing and categorizing these
differences in his “Four Types of Corporate Culture” model.

As the figure shown below, Trompenaars model of culture is based on two axes: on
the horizontal axis, is an assessment of whether a culture is person oriented, or task
oriented; on the vertical axis, is assessment of whether a culture is hierarchical, or
egalitarian. Combined, this model divides into four quadrants or typologies of

organizational culture:
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Trompenaars’ Four Diversity Cultures
Egalitarian/
Decentralized

Incubator Guided
Missile
Person/ Task/
Informal Formal
Style Style
Famil Eiffel
y Tower

Hierarchical/
Centralized

Trompenaars’ Four Diversity Cultures

Source: Trompenaars, F. & Woolliams, P. (2004). BusinessAcross Cultures.Capstone.

Family

The Family organizational cultureismarked by a parent-childdynamicin which
personalrelationshipsandgettingalongtogetherare extremelyimportant. Power
restsin keyleaders, who guard it carefully. Success oftendepends on one's ability to
manipulate and build on relationships. This culture occurs most frequently in countries
like Japan, France, and Spain.

Eiffel Tower

The Eiffel Towerconceptrefersto a hierarchical structuring of relationships. Power
and decision-makingresponsibilityincrease asone move toward the top ofthe
organization. Theremay be elaboraterules, strictlyrespectedjobdefinitionsand
responsibilities, andareliance on planning. These kinds of organizations are generally
foundin Germany, Denmark, and the Netherlands.

Incubator

The Incubator describes organizations that are relatively flat, in whichindividuals can
exert power and gain recognition. The culture believes thatrulesinhibitinvention. To
an outsider (and certainly to someone froman Eiffel Towerorganization), incubators
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may seem chaotic oranarchic. Fromanational perspective, Swedentendstoproduce
Incubators; from an industrial perspective, Incubators are often software companies.

5.4. Guided Missile

The Guided Missile organizationis highly focused on the achievement ofspecific
objectives,oftenthosethatdelivervalueinashorttimeframe.Powerisgained
through expertise. Value tothe organizationis measured by resultsand is rewarded.
This type of corporate culture characterizes many organizations in the United
Kingdom, the United States, and Canada.

Some companies, including stereotypical Silicon Valley organizations are commonly
referredtoas beinganincubatortype of companyculture. Engineeringfirmsthat
focus onspecificprojectsandtasks are known as guided missile cultures. The business
ofrunningtheUSarmedforceswithspecifichierarchies,rulesandproceduresisthe
Eiffel towertype of culture. Finally, companies where poweris concentrated in specific
leaders,andtheleaderhasdeepconcernforallemployees,isthoughtofasafamily
culture.

Otherthanthefourtypesof Trompenaarsmodelof culture,organizationsof“control
culture” compare, observe, and decideto assure that day-to-day actionsare
consistent with established standards, and improve capacity utilization.

6. Intercultural Communication

Intercultural communication is necessary in business today and is a skill that will
become increasingly required as businesses expand globally. Understanding a culture
includes respecting it's customs, traditions and etiquette. An ideal intercultural
communicator is able to recognize examples of cultural differences in both verbal and

nonverbal behaviors, and use that information to better communicate with others.

It is possible to communicate effectively with people from different cultures but not
without effort. To be an ideal intercultural communicator you must understand that
there is not a "right way" for a culture to interact. This hub will focus on the
differences between high context and low context communication, the degree to
which the speaker relies on other factor than explicit speech to interpret meanings.

High-context culture and the contrasting low-context culture are terms presented by
the anthropologist Edward T. Hall in his 1976 book “Beyond Culture”. It refers to a
culture's tendency to use high-context messages over low-context messages in routine
communication. This choice of speaking styles translates into a culture that will cater

to in-groups, an in-group being a group that has similar experiences and expectations,



25

from which inferences are drawn. In a higher-context culture, many things are left
unsaid, letting the culture explain. Words and word choice become very important in
higher-context communication, since a few words can communicate a complex
message very effectively to an in-group (but less effectively outside that group), while
in a low-context culture, the communicator needs to be much more explicit and the
value of a single word is less important.

6.1. Low contextculture

Low context refers to societies where people tend to have many connections but of
shorter duration or for some specificreason. In these societies, cultural behaviorand
beliefs may need to be spelled out explicitly so that those coming into the cultural
environment know how to behave.

6.2. High context culture

High context refers to societies or groups where people have close connections over a
long period of time. Many aspects of cultural behavior are, not made explicit, because
most members know what to do and what to think from years of interaction with each
other. High contextis more common in Eastern cultures than in Western cultures.

German American French Mexican
German Swiss English Spanish Greek Japanese
Scandinavian Canadian Italian Arab Chinese
Lower Context Higher Context
Low Context High Context
Communication Communication
* Specific * Less direct
* Detailed Emphasis on:
* Precise » Human relations
Poorer at decoding Communication
* Unspoken message * Non-verbals

* Body language * Feelings of others

Figure: Hall’s Theory of High and Low Context Culture

7. Merging Culture

When a merger or acquisition unexpectedly heads south, the costs are painfully clear.
Morale drops. Synergies fail to materialize. Key people—those you planned to keep—
startheadingforthe exits. Butwhat'sreallygoingon? Whyisthe systemsuddenly
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failing? A likely cause of the trouble is culture clash, according to Bain & Company. In a
cultureclash, the companies’fundamentalwaysofworkingare sodifferentandso
easily misinterpreted that people feel frustrated and anxious, leading to
demoralization and defections. Productivity flags, and no one seems to know how to
fix it.

Acquirers have well-developed toolkits for managing the financial and operational
aspects of a deal; they track results closely and they hold executives accountable for
hitting their targets on schedule. Merging two disparate cultures, by contrast, typically
seems “soft”— both difficult to measure and almostimpossible to manage directly. As
a result, few organizations apply the same rigor to managing and steering cultural
merging that they apply to a conventional, hard-dollar synergy.

To merge two cultures, savvy acquirers first define the cultural objective in broad
terms. This is invariably a job for the chief executive—and the CEO has to be willing to
sustain his or her commitment until the objective is realized. Setting the cultural
agenda necessarily involves hard choices. What is the culture you want to see emerge
from the combination of the two organizations? Even with substantially different
cultures, two companies may form a workable union if they apply the appropriate
merger strategy. The four main strategies for merging different corporate cultures are
assimilation, deculturation, integration, and separation:

Strategies for merging different organizational culture

STRATEGY DESCRIPTION WORKS BESTWHEN

Assimilation Acquired company embraces acquiring  Acquired firm has a weak culture.

firm’s culture.

Deculturation Acquiring firm imposes its culture on Rarely works may be necessary only
unwilling acquired firm. when acquired firm’s culture doesn’t
work but employees don’t realize it.

Integration Merging companies combine the two Existing cultures can be improved.

or more cultures into a new composite

culture.
Separation Merging companies remain distinct Firms operate successfully in different
entities with minimal exchange of businesses requiring different culture.

culture or organizational practices.

Source: McShane, S.L. & Von Glinow, M.A. (2009). Organizational Behavior: Emerging
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Knowledge, Global Reality. McGraw-Hill

7.1

7.2.

7.3.

7.4.

Assimilation

Assimilation occurswhenemployees atthe acquired company willingly embrace the
culturalvaluesofthe acquiringorganization. Thistendstooccurwhenthe acquired
company has a weak culture thatis dysfunctional, whereasthe acquiringcompany’s
cultureis strongandfocusedon clearlydefinedvalues. Culture clashisrare with
assimilationbecause the acquired firm’s cultureis weak and employees arelooking for
bettercultural alternatives.

Deculturation

Assimilationisrare. Employeesusuallyresistorganizationalchange, particularlywhen
theyincludethrowingaway personaland cultural values.Underthese conditions,
someacquiringcompaniesapplyadeculturationstrategybyimposingtheirculture
and business practices on the acquired organization. The acquiring firm strips away
artifactsandrewardsystemsthatsupporttheold culture.Peoplewhocannotadopt
the acquiringcompany’s culture are oftenterminated. Deculturation may be necessary
whenthe acquired firm’s culture doesn’twork but employees aren’t convinced of this.
However,thisstrategyrarelyworksbecauseitincreasestheriskofsocio-emotional
conflict. Employees from the acquired firm resist the cultural intrusions from the
buyingfirm, thereby delaying orunderminingthe mergerprocess.

Integration

A third strategy is to integrate the corporate cultures of both organizations. This
involves combining two or more culturesinto a new composite culture that preserves
the bestfeaturesofthe previouscultures. Integrationis most effective whenthe
companieshave relativelyweak culturesorwhentheir culturesinclude several
overlappingvalues. Integration alsoworks bestwhen people realize thattheir existing
culturesare ineffectiveandare therefore motivatedtoadoptanew setof dominant
values.However,integrationisslowandpotentiallyrisky,becausetherearemany
forces preserving the existing cultures.

Separation

Aseparationstrategyoccurswherethe mergingcompaniesagreetoremaindistinct
entitieswithminimalexchangeofcultureororganizational practices.Separationis
most appropriate when the two merging companies are in unrelated industries
because the most appropriate cultural values tendto differ by industry. Unfortunately,
few acquired firms remainindependent forlong because executivesinthe acquiring
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firmwanttocontrolcorporatedecisions. Therefore,it’'snotsurprisingthatonly 15
percentofacquisitionsleavethe purchasedorganizationasastand-aloneunit.

Culturalmergingisn’tsomethingthat can waituntila dealis done. Sophisticated
acquirerstake stockofpossible culturalclashesaspartoftheirduediligencewellin
advance of a merger or acquisition, and they prioritize those culturalissues that might
putsynergyvaluesatrisk. Employeesalwayswatchforsignalsfromthe top ofthe
organization,becausetheyknowthattheirownmanagers will be guidedbythose
signals.Butifthe signsare positive—ifthe seniorteamseemstruly committedto
buildingaculturethatexcitesemployeesaboutthe future—thenthe strategiesof
cultural merging will help pave the way to deal success.

Whethermergingtwo culturesor reshapingthe firm’sexisting values, corporate
leaders need to understand how to change and strengthen the organization’s
dominantculture. Indeed, some organizational scholars conclude that the only way to
ensureanylastingchangeistorealignculturalvalueswiththosechanges. Inother
words, changes “stick” whenthey become “the waywe do things around here.

Corporate leaders need to make employees aware of the urgency for change. Then

they need to “unfreeze”the existing culture by removing artifacts that represent that
culture and “refreeze”the new culture by introducing artifacts that communicate and
reinforcethenewvalues. Artifactscommunicate andreinforcethe newcorporate
culture,butwe also needto considerwaystofurtherstrengthenthatculture. Five
approaches commonly cited in the literature are the actions of founders and leaders,
introducing culturally consistentrewards, maintaining a stable workforce, managing
the cultural network, and selecting and socializing new employees.

Actions of founders and leaders. Founders establish an organization’s culture.
Founders develop the systems and structures that support their personal values.
Founders are often visionaries whose energetic style provides a powerful role model
forotherstofollow. Thefounder’s culturalimprintoftenremainswiththe organization
for decades. In spite of the founder’s effect, subsequent leaders can break the
organization away from the founder’s values if they apply the transformational
leadership. Transformational leaders strengthen organizational culture by
communicating and enacting their vision of the future. Cultural values are particularly
reinforcedwhenleadersbehaveinwaysthatare consistentwiththe vision (“walking
the talk”).

Introducing culturally consistent rewards. Reward systems strengthen corporate
culture when they are consistent with cultural values. Aggressive cultures might offer

more performance-based individual incentives, whereas paternalistic cultures would
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more likely offer employee assistance, programs, medical insurance, and other
benefits that support employee wellbeing.

Maintaining astable workforce. Anorganization’scultureisembeddedinthe minds
of its employees. Organizational stories are rarely written down; rituals and
celebrations do not usually exist in procedure manuals; organizational metaphors are
not found in corporate directories. Thus, organizations depend on a stable workforce
to communicate and reinforce the dominant beliefs and values. The organization’s
culture can literally disintegrate during periods of high turnover and precipitous
downsizing because the corporate memory leaves with these employees. Corporate
culture also weakens during periods of rapid expansion or mergers because it takes
time for incoming employees to learn about and accept the dominant corporate
values and assumptions. For this reason, some organizations keep their culture intact

by moderatingemployment growth and correcting turnover problems.

Managing the cultural network. Organization culture is learned, so an effective
network of cultural transmissionis necessary to strengthenthe company’s underlying
assumptions, values, and beliefs. The cultural network exists through the
organizational grapevine. It is also supported through frequent opportunities for
interaction so that employees canshare stories and reenact rituals. Senior executives
must tap into the cultural network, sharing their own stories and creating new
ceremonies and other opportunities to demonstrate shared meaning. Company
magazines and other media can also strengthen organizational culture by

communicating cultural values and beliefs more efficiently.

Selecting and socializing employees. A good fit of personal and organizational values
makes it easier for employees to adopt the corporate culture. A good person-
organization fit also improves job satisfaction and organizational loyalty because new
hires with values compatible to the corporate culture adjust more quickly to the
organization. Job applicants are also paying more attention to corporate culture during
the hiring process. Job applicants ask corporate culture questions more than any other
topic, aside from pay and benefits. They realize that as employees, they must feel
comfortable with the company’s values, not just the job duties and hours of work.

Along with selecting people with compatible values, companies maintain strong
cultures through the effective socialization of new employees. Organizational
socialization refers to the process by which individuals learn the values, expected
behaviors, and social knowledge necessary to assume their rolesin the organization.
By communicating the company’s dominantvalues, job candidatesand new hires are
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more likely to internalize these values quickly and deeply. HR should know that
socializationpartiallyincludesthe processoflearningaboutthe company’s culture
and adopting its set of values. This process begins long before the first day of work.
Peoplelearnabouttheorganization’sculturethroughrecruitingliterature,advertising,
and news media reports about the company. During the recruitment process, some
companiesprovideinformationabout“the waythings are donearound here.” Evenif
this information is not forthcoming, applicants might learn from employees,

customers, and others who regularly interact with the organization.

By the first day of work, newcomers have a fairly clear (although not necessarily
accurate) perceptionabout the company’s culture. These perceptionsare tested
against everyday experiences. To some extent, newcomers align their values with the
organizations to minimize conflict. Some employees eventually leave the organization
whenthey realize how much their personal values differfrom the organization’s
culture.

8. The Effect of Culture on Global HR

8.1

8.2.

Throughout this chapter, we have learned that culture is pervasive and powerful. We
highlight some important cultural issues for global HR in mind:

Ethnocentrism and parochialism

Ethnocentrismasmeaning"ourwayisthe bestwayandwearereallynotinterested
in other ways of reaching a goal.” Parochialism takesthis approach to the extreme by
sayingthat"thereisonlyone wayto solveaproblemorreachagoal."Whilebothare
limitedworldviews, itispossibletoalterethnocentricviewswithtime,experience,
and training. Parochialismis such arigid mindsetthat it may not easily be malleable.

Cultural Stereotypes

Aparticularculture'sapproachtotimecanbedescribedwithoutdegeneratinginto
judgmental phrasessuch as lazy,alwayslate,orneverdependable. Itis also valuable
to rememberthat cultural descriptive terms characterize group behaviors but not all
individuals withinthatgroup necessarily conformto these norms.

8.3. Cultural Determinism

Global HR professionalswilloften hearfrommanagersin other countriesthat
somethingcannotbe done because ofthe local culture. Thismay call forfurther
discussionaboutthe supposedobstacles. Insome cases they may not exist, andin
otherstheobstaclesmaynotreallybe culturalresistancetothe practice buttohow
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the practice is being implemented.
8.4. Cultural Relativism

Cultural relativismrefers to the idea that the meaning, perceptions, behaviors, beliefs,
values, actions,and organization ofa group of people canbe explained and
understood only through that group’s cultural lens. Cultural relativismis associated
witha generaltolerance andrespectfordifference, whichreferstotheideathat
cultural contextiscritical toan understandingof people’svalues, beliefsand
practices. Inotherwords, thereis no ultimate “right” or “wrong” loses the ability to
make any judgments at all.

8.5. Cultural Differences

Cultural differences should notbe a barrier to a globalization strategy but a factor that
willshapelocalizedpracticesto alignwith core standardizedprinciples. Cultural
awareness programs can beimplemented acrossthe global organization. Managing
cultural differences will require, however, global HR professionals who are literate in
cultural theoryand differencesandwho understandwhatto dowhen faced witha
cultural dilemmathat threatens a global strategy.

This process of charting a course through cultural differencesisreferredtoas
dilemmareconciliation which has four steps:

e Recognize:create awareness of cultural diversity

Respect: appreciate the value of diversity

Reconcile: resolve differences andfinda common path

Realize androot: implementand reward actions to reconcile differences
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Part Two: Cultural Adjustment and Learning

1. Cross-Cultural Differences

As people from different cultural groups take on the exciting challenge of working
together, cultural values sometimes conflict. We can misunderstand each other, and react
in ways that can hinder what are otherwise promising partnerships. Oftentimes, we aren't
aware thatculture isacting uponus. Sometimes, we are notevenaware thatwe have
cultural valuesorassumptionsthatare differentfromothers'. Therefore we shouldbe
aware that cultural differences do existandinfluence the way we communicate. There are
Six Fundamental Patterns of Cultural Difference asexplained below:

Different Communications Styles

‘

|

Different Attitudes Toward Conflict

‘

Different Approaches to Completing Tasks

Different:Decision-Making Styles

|

Different Attitudes Toward Disclosure

‘

Different:Approaches to Knowing

|

SixFundamental Patterns of Cultural Difference

Source: Avruch, K. &Black, P.(1993). "ConflictResolutioninIntercultural Settings: Problems
andProspects,"inConflictResolution Theoryand Practice: IntegrationandApplication
editedbyDennis Sandole and Hugo van der Merwe. New York: St. Martin's Press, 1993.

1.1. DifferentCommunication Styles

The way people communicate varieswidely between, and evenwithin, cultures. One
aspectof communicationstyleislanguage usage. Across cultures, somewords and
phrasesare usedindifferentways. Forexample,evenincountriesthatsharethe
Englishlanguage,the meaning of "yes" variesfrom "maybe, I'll considerit"to
"definitely so,"” with many shades in between.
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Anothermajoraspectofcommunicationstyleisthe degreeofimportancegivento
non-verbalcommunication.Non-verbalcommunicationincludesnotonlyfacial
expressionsandgestures;italsoinvolvesseatingarrangements, personal distance,
andsenseoftime.Inaddition,differentnormsregardingtheappropriate degree of
assertivenessincommunicating canadd to cultural misunderstandings. Forinstance,
some people typically considerraised voices to be a signthat afighthas begun, while
others oftenfeel thatanincreaseinvolumeis asignofanexcitingconversation
amongfriends. Thus,some mayreactwith greateralarmtoalouddiscussionthan
others.

Different Attitudes Toward Conflict

Some cultures view conflictas a positive thing, while others viewitas something to be
avoided. Inthe U.S., conflictis not usually desirable; but people often are encouraged
todealdirectlywithconflictsthatdo arise. Infact, face-to-face meetingscustomarily
are recommended as the way to work through whatever problems exist. Incontrast, in
many Eastern countries,openconflictis experienced asembarrassingor demeaning;
asarule,differencesarebestworked outquietly. Awrittenexchange mightbethe
favored meansto address the conflict.

Different Approaches to Completing Tasks

From culture to culture, there are different ways that people move toward completing
tasks. Somereasons include differentaccessto resources, differentjudgments of the

rewardsassociatedwithtaskcompletion,differentnotionsoftime,andvariedideas
about how relationship-building and task-orientedwork should go together.

Whenitcomestoworkingtogethereffectivelyonatask, culturesdifferwithrespect
to the importance placed on establishing relationships early onin the collaboration. A
caseinpoint,Asianand Hispanic culturestendto attachmore valuetodeveloping
relationships at the beginning of a shared project and more emphasis on task
completiontowardthe endascomparedwith European-Americans. European-
Americanstendtofocusimmediately onthetask athand, and letrelationships
developastheyworkonthetask. Thisdoesnotmeanthat people fromany one of
these cultural backgrounds are more orless committedto accomplishing the task, or
valuerelationshipsmore or less; it meansthey may pursue them differently.

Different Decision-Making Styles

The roles individuals play in decision-making vary widely from culture to culture. For



34

1.5.

1.6.

example,intheU.S., decisionsare frequently delegated --thatis, an official assigns
responsibility fora particular matter to a subordinate. Inmany Southern European
andLatinAmericancountries,thereisastrongvalueplacedonholdingdecision-
makingresponsibilitiesoneself.Whendecisionsaremade by groupsofpeople,
majority ruleis acommon approachinthe U.S.;in Japan consensusis the preferred
mode.

Different Attitudes Toward Disclosure

Insome cultures,itisnotappropriate tobe frankaboutemotions, aboutthereasons
behind a conflict or a misunderstanding, orabout personal information. When you are
dealingwith a conflict, be mindful that people may differinwhat theyfeel
comfortablerevealing. Questionsthatmayseem naturalto you-- Whatwasthe
conflictabout? What was your role in the conflict? What was the sequence of events?
-may seem intrusive to others.

Different Approaches to Knowing

Notable differences occur among cultural groups whenit comes to epistemologies --
thatis, the wayspeople cometo knowthings. Europeanculturestendto consider
informationacquiredthrough cognitive means, such as counting and measuring, more
valid than otherways of comingto know things. Compare thatto Africancultures'
preferenceforaffectivewaysofknowing,includingsymbolicimageryandrhythm.
Asiancultures' epistemologies tendtoemphasize the validity of knowledge gained
through striving toward transcendence.

These different approaches to knowing could affect ways of analyzing a community
problemorfindingwaystoresolveit. Some membersofyourgroupmaywanttodo
libraryresearchtounderstanda sharedproblembetterand identify possible
solutions. Othersmay prefertovisitplacesand people who have experienced
challengeslike the onesyouare facing, and get a feeling forwhathas worked
elsewhere.

2. Cross Culture Shock

The Oxford Dictionary defines culture shock as disorientationexperienced whensuddenly
subjectedtoanunfamiliarculture orwayoflife. Culture shockcanbe characterized by
periodsoffrustration,adjustment,andevendepression.Nearlyeveryone,particularly
expatriates, regardless of maturity, disposition, previous experience abroad, or knowledge
of the country in whichthey will be living, experiences some degree of culture shock when
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initially moving to a new country.

2.1.

2.2.

Symptoms of CultureShock

Although"culture shock"is generally understood as a temporary shock feltwhen
confronted by different cultural customs, ways of thinking and behavior patterns, it
actually referstoa psychological state of depression caused by the experience of
successivefailuresinunfamiliarsocial situations. Culture shockis temporary, and

everybodygoesthroughitto some extentinthe process of cultural adaptation.
General symptoms of culture shock include:

irritation

e homesickness

e loneliness

e  nervousness

e loss ofappetite

e sleeplessness

o feelingtired

e extreme prideinone's home culture

e hypersensitivity orexcitability

confusion, etc.

Process of Culture Shock

As a result of culture shock, international assignees may lose their motivation to talk
with peoplein hostcountriesorto attend activities. Mostofthese psychological
reactionsare,again,verynaturalinthe processofculturaladjustment.Iftheytake
timeto cope with eachsingleeventintheirlife, theywillbe ableto overcomethese
emotions sooner or later. The below figure illustrates the process of culture shock and
cultural adjustment. This process differs for everyone, so do not worry if their
experience is notidentical to whatis shown here.
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Source:Adler,P.(1975). The Transitional Experience: AnAlternative View of Culture Shock.
Journal of Humanistic Psychology, 15(4), 13-23.

2.2.1. Honeymoon Period

Atfirst,they may have big hopes and high expectations. Everythingseems strange and
exotic,andtheyfeelmovedbyyourencounterwithanew world. Atthisstage, they
are nervous, excited, and possessed of a strong curiosity.

2.2.2. Culture Shock

They start reacting to the difficulty of communicating with people in the new culture.
What they think of as common sense does not seem to apply, and they don't
understandhowtocopewithcertainsituations. Theyareagrownpersonintheirown
country, but here they feel like alittle child. Theiridentity is shaken. The shortcomings

of the new culture weigh on their mind.

2.2.3. Adjustment

Theyleanbytrial-and-errorand byreflectingonvariousexperiences. Through
repeatedencountersinvolvingfrustration,givingup,beingreceptive, feeling
sympathy,etc.,theybegintofindtheirownplaceandtounderstandhowtheycan

existhere.Thisstageisatimeofdisplacement,akindofjourneytofindoutwhothey
are.

2.2.4. Adaptation



37

Theyhavegainedsome objectivityandareable toenjoythemselves. Theyfindlife
worthliving. Theybecomeabletoseedifferencesinapositivelightandtoactinaway
thatis true to them.

2.3. Culture Shock Adjustment

Itisimportanttostressthatculture shockisentirelynormal,usuallyunavoidableand
notasignthat people have made a mistake orthattheywon’tmanage. Infactthere
are very positive aspects of culture shock. The experience canbe asignificantlearning
experience,makingthemmoreaware ofaspectsoftheirownculture aswellasthe
new culturetheyhave entered. Itwillgive themvaluable skillsthatwill servethemin
many ways now and inthe future.

Psychologically, international managers have to deal with three levelsof culture shock:

e  The emotional side - copingwith mood swings
e The thinking side - understanding foreign colleagues

e Thesocial side-developingasocial and professional networkaswell as effective
social skills.

THINKING

From stereotyping to culturally effective thinking

Culture Shock Adjustment

Source: Marx, E. (2001). Breaking Through Culture Shock: What YouNeedto Succeedin
International Business. Nicholas Brealey Publishing.
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2.3.1. Emotions

Internationalassigneesoftenreportpositive effectsoftheirwork on personality
characteristics but also mention emotional reactions, such as worrying, feelings of
isolation, anxiety and helplessness.

An extreme reaction was reported by a British manager in Shanghai:

‘Culture shock -continuousfeeling ofbeingunwelldue totwo bouts of bad food
poisoning, loneliness and, most prominent, the constant staring fromthe Chinese.
This curiosity became very upsetting -everything in my hotel room was looked
through, all drawersin my desk searched through. Also, telephone conversationswere
tapped; | couldhear the clickand the echowhichdoesnothappennow. Thisledto
continuousparanoia. Toresolvethis, leventuallymanagedtorelaxand totake no
notice;l pretendeditdid nothappenand mostimportantly,everythreetofourweeks
I left Chinato visitother countries such as Japan, Koreaand Hawaii.’

Anotherculture shockwasthe physicaladaptationtothe pollutionandthestinging

eyes, thesheernoise of cars and people. ‘lalsofelthelpless -1 was deported once for
nothavingacorrectvisaand hadanovernightstayinastate-runguesthousewitha
Governmentimmigration official. Sowhyam | here? Because itisa good career move
(hopefully) forthe future.’

Most people think of culture-shock as a ‘short and sharp’ disorienting experienceina
foreignplace.Fewrealizethatthe effectofculture shockcanbemuch deeperand
more prolonged, ifitis not dealt with effectively. Psychologically, movingto a foreign

country means stressforthe individual. International assignmentsfallinto the
category of stress called ‘life events’.

Such major life changes put the individual atrisk of psychological difficulties, suchas
depression, anxiety, alcoholismorwhat laymentypically call ‘nervous breakdown’.
Internationalassigneesthatmoveabroad experience severalsuchlifeevents:
changing country, changing jobs, and changing house - consequently, thereisahigh
risk to psychological well-being and hence a high risk of performance deficits atwork
and, ultimately, ariskforthe company. Moreover,these changes affectthe entire
family.

2.3.2. Thinking
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Livingin a familiar, well-structured and predictable environment makes understanding
easy.The meaning ofexpressions, gesturesand culturalnormsis clear. But movingto
another,maybe remote, partofthe same country changesthe autopilotstatus. We
cannottake thingsforgranted; allofsudden,ittakesan effortto understandwhatis

goingon. Mostimportantly, we mustlearnnewthings and developand expandour
thinking.

e The international assignees candecide how to treat the “foreign” situation and,
can become:

e Acolonialist-you do notreact to the foreign culture.

e Animperialist-forcingyourownvalue systemandwayofthinkingontothe new
culture-notadaptingininteractionsand notseeingthe necessitytochange
perceptionsand attitude.

e Aninternationalist/inter-culturalist-youarefullyawareofthe complexityand
ambiguityofexchangesinforeignculturesandtrytoadaptbychangingyour
thinking and attitudes and by trying to find a compromise between cultures.
Ideally, we allwant to achieve the third option.

Some international assignees mention ‘the thinking effect’ explicitly when asked
aboutthe effectofinternational experience ontheir personality:

“International work makes you more aware and more knowledgeable. The result is
being able to see things from many different angles; it is a very broadening
experience,” says one manager. “The differences in attitudes were larger than |
expected,butlhavereachedabetterunderstandingofdifferentattitudestowards
work,”saysanother.Challengingyourownassumptionsandvaluesis nottheonly
challengingthat has to be done - challenging yourown identity and social behavioris
also part of building an effective international career.

2.3.3. Social ldentity and Social Skills

Thissecure sense of selfis disturbed byworkinginan “alien” environment. The
familiar contextin which your own behaviormakes senseis not there. Behaviorwhich
isrewardedandvaluedathome maybe negatively evaluatedinthe new culture.
Directness and assertiveness may be positive attributesin the United States butwould
be seenasrude and inadequatein China. The unfamiliarinfluences canbringa risk to
ourself-identity:wearenotassure asbeforeastowhomwe are andfeelinsecure.
We learn that there are different ways of living, working, and establishing
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3.

relationshipsandthisthreatensourwell-formednotionsonhowtodothings.Wedo
notunderstandsome of ourownbehaviorandthe emotionalupsand downswe are
going through as part of our adaptation. Our self-identifyis shaken-up and, in a way,
we have to re-negotiate orre-define ouridentity, by integrating ournew experiences
andreactionsintoour ‘oldself'. Assoonaswe interactmore closelywithaforeign
culture,we experience aconflictbetween ourownvaluesandthose ofthe host
culture.

We experience acollision of values. Aswe get more and more involved, we normally
develop alternative ways of behavingand this also influences ourview of ourselves.
Similartowhatwe have seenwithunderstandingothers,oursenseofselfhastobe
expanded and modified. Thisis part of the self-development most people gothrough
during internationalassignments.

The positive effect of international work on self-developmentisillustrated in the
following comment:

“My most positive surprise was to realize that | was a born survivor and that | could
deal with problems. It was very good for myself image and | learned that | had a lot of
staying power.”

Reverse Culture Shock

Reversecultureshockisexperiencedwhenreturningtoaplacethatone expectstobe
homebutactuallyisnolonger,isfarmoresubtle,andtherefore, moredifficulttomanage
than outbound shock precisely becauseitis unexpectedandunanticipated.

As the following graph shows, the "U-shaped" adjustment curve that roughly illustrates
theadjustmenttobeingoverseasand cultureshock (stage 1to5)canbemodifiedtoa
"W," showing the transition process through reentry (stage 6 to 9). While the phases may
be quite similar, thetimingand duration ofthemis not. Forexample,thehoneymoon
phase overseasmightlasta matterofdaysorweeks(evenmonths),butathomethe
elation of return can dissolve ratherquickly. Returnees can findthemselves slippinginto
deepeninghostility orwithdrawalinveryshorttime. Whilethe onsetof culture shock
abroad usually takes many weeks or even months, reverse culture shock can take hold
within hours of arriving home. Like culture shock, reverse culture shock has a number of
stages.
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Everything is new, interesting
and exciting.

@ You accept and embrace cultural
differences.

You see the host as your new
home and don’t wish to depart
or leave new friends

You are excited about
returning home.

You gradually adjust to life at
@ home. Things start to seem

more normal and routine again,
although not exactly the same.

You incorporate what you
learned and experienced abroad

Differences become apparent d !
into your new life and career.

and imitating. Problems occur
and frustration sets in.

You develop strategies to cope
with difficulties and feelings,

make new friends, and learn to

adapt to the host culture. You may feel frustrated, angry, or lonely
because friends and family don’t
@ understand what you experienced and
how you changed. You miss the host
You may feel homesick, culture and friends, and may look for
depressed and helpless. ways to return.

Culture Shock Cycle

Source: Hanberg, C. & Osterdahl, G. (2009). Cross-Cultural Training of Expatriates. Nicholas
Brealey Publishing.

3.1. The Honeymoon Stage

Whenyoufirstarrivein anewculture, differencesareintriguingandyou may feel
excited, stimulated and curious. Like any new experience, there’s afeeling of euphoria
whenyou firstarrive and you're in awe of the differences yousee and experience. You
feelexcited,stimulated,enriched.Duringthisstage,youstillfeelclosetoeverything
familiarback home.

3.2. The Distress Stage (Reverse Culture Shock)

Everythingyou’'reexperiencingnolongerfeelsnew;infact, it’s startingtogetyou
down. You feel confused, isolated orinadequate andrealize that your familiar support
systems(e.g.familyandfriends)arenoteasilyaccessible.Similartothe period of
culturaladjustmentyouwentthroughafterfirstarrivinginyour studyabroadlocation,
you mightexperience:



42

Boredom: Afterallthe newness and stimulation of yourtime abroad, areturnto
family, friends, and old routines (however nice and comforting) can seem very dull. It
Is naturalto missthe excitementand challengeswhich characterize studyin a foreign
country, but it is up to you to find ways to overcome such negative reactions -
rememberabored personis also boring.

“No One WantstoHear”: One thingyou can countonuponyourreturn: noone willbe
asinterestedinhearingaboutyouradventuresandtriumphsasyouwillbeinsharing
those experiences. Thisisnot a rejection of you or your achievements, butsimply the
factthatoncetheyhaveheardthe highlights,anyfurtherinterestonyouraudiences’
partisprobably unlikely. Berealisticinyourexpectations ofhowfascinatingyour
journeyis goingto be for everyone else. Be brief.

YouCan'tExplain:Evenwhengivenachancetoexplainallthesightsyousawand
feelingsyouhadwhile studyingabroad, itislikelytobe atleasta bit frustratingto
relaythemcoherently.ltis verydifficulttoconveythiskind ofexperience topeople
whodonothave similarframesofreference ortravelbackgrounds, no matterhow
sympatheticthey are as listeners. You can tell people aboutyour trip, but you may fail
to make themunderstand exactlyhow orwhyyoufeltaparticularway. It's okay.

Reverse "Homesickness": Justas you probably missed home fora time after arriving
overseas, itisjustas natural to experience somereverse homesicknessforthe people,
places, and things that you grew accustomed to as a studentoverseas. Toan extentit
canbereducedbywritingletters,telephoning,andgenerallykeepingincontact, but
feelingsoflossareanintegralpartofinternationalsojournsand mustbe anticipated
and accepted as a natural resultof study abroad.

Relationships Have Changed: Itis inevitable thatwhen you return you will notice that
some relationshipswith friends andfamily will have changed. Justas you have altered
someofyourideasandattitudeswhile abroad,the peopleathomearelikelytohave
experiencedsomechanges. Thesechanges maybe positiveornegative, butexpecting
thatno change willhave occurredis unrealistic. The bestpreparationis flexibility,
openness, minimal preconceptions, andtempered optimism.

People See "Wrong" Changes: Sometimes people may concentrate on small
alterationsinyourbehaviororideasandseemthreatenedorupsetbythem.Others

may ascribe “bad” traits to the influence of yourtime abroad. These incidents may be
motivated by jealousy, fear, or feelings of superiority or inferiority. To avoid or
minimize themitis necessaryto monitoryourselfand be aware ofthe reactionsof

those around you, especially in the first few weeks following your return. This phase
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normally passes quickly if you do nothing to confirm their stereotypes.

People Misunderstand: Afew people will misinterpretyourwords or actions insuch a
way that communicationis difficult. Forexample, whatyou may have come to think of
as humor (particularly sarcasm, banter, etc.) and waysto show affection or establish
conversationmaynotbeseenaswit,butaggressionor“showingoff.”Conversely,a
silence that was seen as simply polite overseas might be interpreted at home,
incorrectly, as signaling agreementor opposition. New clothing styles or mannerisms
may be viewed as provocative, inappropriate, oras an affectation. Continually using
referencestoforeign placesor sprinkling foreignlanguage expressions orwords into

an English conversationis often considered boasting. Be aware of how you may look
to others and how your behavior is likely to be interpreted.

Feelings of Alienation: Sometimes the reality of being back “home”is not as natural or
enjoyable asthe place youhad constructed as your mentalimage. When real daily life
Is less enjoyable ormore demanding than you remembered, itis natural to feel some
alienation.Manyreturneesdevelop “criticaleyes”,atendencyto seefaultsinthe
societyyounevernoticedbefore.Someevenbecomequitecriticalofeveryoneand
everything for a time. This is no different than when you first left home. Mental
comparisonsarefine, butkeepthemto yourselfuntilyouregainbothyour cultural
balance and a balanced perspective.

Inability to Apply New Knowledge and Skills: Many returnees are frustrated by the lack
of opportunity to apply newly gained social, technical, linguistic, and practical coping
skills that appear to be unnecessary or irrelevant at home. To avoid ongoing
annoyance:adjusttorealityasnecessary,changewhatispossible,becreative,be
patient, and above all use the cross-cultural adjustmentskills you acquired abroad to
assistyour ownreentry.

Loss/Compartmentalization of Experience (Shoe boxing): Beinghome, coupledwith
the pressuresofjob,family,andfriends, oftencombinetomakereturneesworried
thatsomehowthey will “lose”the experience. Manyfearthatit will somehow
becomecompartmentalizedlike souvenirsorphotoalbumskeptinaboxandonly
occasionallytakenoutandlookedat. Youdonothavetoletthathappen: maintain
your contacts abroad; seek outand talkto people who have had experiences similar
toyours; practice your cross-cultural skills; continue language learning. Remember
and honor both your hard work and the fun you had while abroad.
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3.3. Re-integration Stage

During this stage, you start winging about your new home. You dislike the culture, the
language, the food. You rejectit as inferior. You may evendevelop some prejudices
towardsthenew culture. You're angry, frustratedand evenfeel hostile tothose
around you. Youwonderwhy you made the decisionto change. You starttoidealize
life “back home” and compare yourcurrentculture towhatis familiar. Don’tworry.
Thisis absolutely normal and a healthy reaction — it means you're adjusting. You

are reconnectingwith whatyouvalue about yourselfand yourown culture.

Afterthat,sometimescalledthe emergencestage,whenyoustarttocome outofthe
‘fog’ and finally beginto feel like yourself again. You start to accept the differences and
feellikeyoucanbegintolive withthem.You feel more confidentandbetterable to
cope withany problemsthatmay arise based onyourgrowingexperience. Youno
longerfeelisolatedandinsteadyou’re abletolook atthe worldaround you and
appreciate where you are.

3.4. Independence Stage

You are yourselfagain! You embrace the new culture and see everythingina new, yet
realisticlight. Things start to become enjoyable. Youfeel comfortable, confident, and
able to make decisions based onyour own preferences andvalues. Younolongerfeel

aloneand isolated. Youunderstand and appreciate both the differencesand
similaritiesofbothyourownandthe new culture.Youstarttofeelathome.

Moreover, you incorporate what you learned and experienced abroad into your new
life and career.

4. Develop Intercultural Sensitivity

While the mindsetand skill set of intercultural competence are necessary, they are
insufficient to engender competence withoutintercultural sensitivity. This kind of
sensitivityisnotsimplya positive attitudetoward culturaldifference oradesiretorelate
well to others. Rather, itis the ability to experience cultural difference. Such experience is
not the natural outcome of cross-cultural contact.

The progressiontowards cultural understandingis vital. As ahumanitarian entrepreneur
observes, "It's very hard to just parachute into a developing country. There are so many
culturalnuancesandethnicdifferences,somanythingsaboutaparticularculturethat
wouldn'tbe readilyapparentto someonewho's notfromthere. Success or failure of
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projectsorenterprisesrestsoncreatingsolutionsthatworkwithinthatcultural context.
Culturally sensitive volunteeringrequires awillingnesstolearnas well as to give, but most
of all, itrequires the humility and ability to self-evaluate.

Overcoming ethnocentrism involves more than “getting used to” cultural differences. After
havingbeenraisedinone culture,suddenimmersioninadifferentculture cantriggera
seriesofcomplexemotionsandreactions. Forsome,itcan come asashockthattheir
worldviewisn’tuniversal, butisinsteadjustone of many equally validworldviews. For
others, fundamental differences among people from different backgrounds can be difficult
toaccept. Stillotherswillimmediatelyadmirethe “beautiful’and “exotic’characteristics
of aforeign culture, and may eventemporarily shuntheirown background. Regardless of
the initial attitude towards cultural differences, it is important to develop genuine
intercultural sensitivity in order to be an effective international assignee.

Anintercultural developmentand communication experthas been recognized for his
Developmental Model of Intercultural Sensitivity. The model describes, inaseries of six
stages,acontinuumofattitudestoward culturaldifferences. Thegoalisto movefromthe
ethnocentricstagesofdenial,defense,andminimization,tothe ethnorelative stagesof
acceptance, adaptation andintegration. Researchersdescribe ethnocentrismasanattitude
or mindsetwhichpresumesthe superiorityofone’s ownworldview, sometimeswithout
evenacknowledging the existence of others. Ethnorelativism, onthe other hand, assumes
theequalityandvalidity ofallgroupsanddoesnotjudgeothersbythestandardsofone’s
own culture.

Development of Intercultural Sensitivity

Experience of Difference
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The Six Stages to Develop Intercultural Sensitivity
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Source: Bennett, M. (1993). “A Developmental Model of Intercultural Sensitivity.” Derived
from: Bennett, Milton J. "Towards a Developmental Model of Intercultural Sensitivity"in R.
Michael Paige, ed. Education for the Intercultural Experience. Yarmouth, ME: Intercultural
Press.

Movementthroughthe stagesisone-way,forthe mostpart,althoughsometimespeople
seemtoretreatfrom laterto earlier stagesof ethnocentrism. Research onthe model
showsthat people are predominantlyin one stage (thatis, they have a single predominant
worldvieworientationtoculturaldifference),eventhoughtheymaynothave completely
resolvedissues associatedwith earlier stages of development.

4.1. The Ethnocentric Stages

Asimplewaytoconceive ofthethree stagesofethnocentrismisintermsofattitudes
toward culturaldifferences:thoseinthedenialstagedenythe existenceofcultural
differences, thoseinthe defense stage demonize them,andthosein the
minimization stage trivialize differences.

4.1.1. Denial:

In the first stage of Ethnocentrism, Denial, people have not yet constructed the
categoryof“culturaldifference.” Tothem,theworldiscompletelytheircurrent
experience ofit, and alternativestothat experience are literally unimaginable. People
ofothercultures,insofarastheyare perceivedatall, seemlesshuman,lackingthe
“‘real’feelingsandthoughtsofone’s ownkind. Cultural strangersexistassimpler
forms inthe environmentto be tolerated, exploited, oreliminated as necessary. This
worldview state is the defaultcondition of normal socialization.

PeoplecanstayinDenialtheirwholelives,aslongastheydon’thavemuch contact
with cultural difference. Theycanmaintainthis state by livingintotalisolationfrom
people who are culturally different or, as is more common, by maintaining separation
from difference throughartificial means such as apartheid.

Inmostcases, the expressionofDenialappearsthoughtless, butbenign, asinthe
statement“live andlet live.”Managers at this stage may appear extremely naive and

make statementssuchas, “Aslongasweall speakthe samelanguage,there’sno
problem, “or” | never experience culture shock.” (If someone travels with this person,

the companionmay add, “buteveryone elsearoundhimdoes!) People mayhave
difficulty differentiatingcultures, leadingthemtolump all Asians, or allMoslems,
together. And people at this stage are profoundly unaware of their own cultures. Any
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inquiryintohowtheirownculturallensesinfluence perceptionislikelytobe met
withbewilderment. Whileitisusuallybenign,Denialcanbecomevirulentunder
some political conditions, where the active dehumanization of othersis associated
with genocide.

An organization characterized by Denialis basicallyignorant about cultural issues,
eventhough it may be quite sophisticatedinits technical business. If any preparation
for cross-cultural contactis offered atall, itisbasiclanguage training. Such
organizations caught unawares by political or legal action around race, gender, and
immigration issues. There probably is no systematic recruitment of a diverse
workforce,and any cultural diversitythatdoesexistisdefinedas a “problem.”
Needlesstosay,this kind of organizationdoes not have access to cultural diversity as
a resource, eitherinternationally ordomestically.

Ingeneral,peopleinthedenialstage donotrecognizethe existence ofcultural
differences. They are completely ethnocentricin that they believe there is acorrect
type ofliving (theirs),andthatthose whobehavedifferentlysimplydon’tknowany
better. In this phase, people are prone to imposingtheir value system upon others,
believingthattheyare “right” andthatotherswhoaredifferentare “confused.” They
arenotthreatenedby culturaldifferencesbecause theyrefusetoacceptthem.
Generally, those who experience cultural denial have nothad extensive contactwith
people differentfromthemselves, andthus have no experiential basis forbelievingin
othercultures. Akeyindicatorofthe denialstageisthe beliefthatthey knowbetter
than the locals.

41.2. Defense

Inthe secondstage of Ethnocentrism, Defense, people have become more adeptat
perceivingcultural difference. Exposuretomediaimagesofothercultures,orthe
kind of casual contact that occurs in corporate settings may setthe stage for this level
ofexperience.Otherpeoplestillseemlessreal(i.e.,lesshuman)thanone’sown
kind, butthey now existin perceptionas stereotypesandso mustbe dealtwith.
Because one’s own culture is still experienced asthe only true reality, the existence of
the other culturesis threatening tothat reality. To counterthe threat, the world is
organizedinto “us and them” associated with the denigration of “them” and the
superiorityof‘us.” Occasionally, people atthisstage maygointoreversal,wherein
they exalt an adopted culture and denigrate their own primary socialization (“going
native,”or“passing”). Onthe surface, this may appearto be more intercultural
sensitive, butintermsofthe dualisticperceptioncharacterizingthisstage,itisan
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equivalent kind of Defense.

People with a Defense worldview tend to polarize any discussion of cultural
difference.Anattempttocontrastculturesinanon-evaluative waymaybemetwith
defensive statements, suchas “so what do you have against this country?” Jokes that
denigrate othercultures and ethnicslurs are accepted as “normal,” and alot of
attention may be given to the relative intelligence or ability of different cultural
groups. Businesspeople atthis stage may hold the unexamined view thattheirown
culture’stechnologyandway of doingbusinessis superiortoall others. They may
also believe thatpeople of other cultures are incapable of significantachievementon
theirown terms.

Organizationscharacterized by Defense may be overconfidentorarrogant,leadingto
mistakesin product designand marketing. Cultural differenceisseenas an obstacle
to be avoided, and combativeness may damage valuableinternational partnerships.

Tosummarizethose inthe defense stage, assigneesare no longerblissfullyignorant
ofothercultures;theyrecognizetheexistence ofothercultures, butnottheirvalidity.
They feel threatened by the presence of otherways of thinking, and thus denigrate
theminan effortto assertthe superiorityoftheirown culture. Cultural differences
are seenas problemsto be overcome, and there is a dualistic “us vs. them” mentality.
Whereas thosein the denial stage are unthreatened by the presence of other cultural
value systems(theydon’tbelieve inthem, afterall),thoseinthe defense stagedo
feel threatened by “competing” cultures. People in the defense stage tend to
surround themselves withmembers oftheirown culture,and avoid contactwith
members from other cultures.

4.1.3. Minimization

In the third and final stage of Ethnocentrism, Minimization, the threat of Defense has
beenresolved by assuming a basic similarityamong allhuman beings. Differences
that were threatening in Defense are subsumed into already-existing, familiar
categories. These categories are of two types: physical universalism, wherein, for
instance, allhuman beings have the same needs; and transcendent universalism
wherein, forinstance, everyone is subjectto the same spiritual principles, whether
theyknowitornot. PeopleinMinimizationrecognize culturalvariationininstitutions
and customs (objective culture) and may be quite interested in those kinds of
differences.However,theyholdmightilytotheideathatbeneaththesedifferences
beats the heart ofa person pretty much like them. Because they are still lacking
cultural self-awareness, people in Minimization cannot see that their
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characterizations of similarity are usually based on their own culture.

People with a Minimizationworldview are “nice.” They make statements such as “we
arealloneunderthe sun,”andtheymay be sincerelymotivatedtoinclude people
fromotherculturesintotheiractivities. However,theycannotfathomwhypeople of
otherculturesmightnotwantto engagein the proffered activities. Thisstageis
associatedwithvarious“meltingpot”’ideas,wherealotofemphasismaybe placed
onassimilationintothe hostculture.Politically oriented people atthisstage may
argueforuniversalhumanrightsorworldcapitalism,withoutreferencetohowsuch
apositionmightbe perceivedbyothersasaformof culturalimperialism.People of
dominantethnic groups may assume that all people have “equal opportunity” failing
to perceivethatinstitutionsfashionedintheirownculture’simage may offerthem
advantages while hindering the achievement of others who are culturally different.

Organizations characterized by Minimization may overstate their sensitivity to
diversityissues, claimingtobe “tolerant”and “colorblind.” Thisleadsto poor
retention of cultural diversity, since people from non-dominant cultural groups often
interprettheseclaimsashypocritical. Anextreme emphasisoncorporateculture
creates strong pressure for culture conformity, creating international antagonisms
where the corporate culture clasheswith the local culture.

In summary, people in the minimization stage are still threatened by cultural
differencesandtryto minimize thembytellingthemselvesthatpeople are more
similarthandissimilar.Nolongerdothey seethosefrom otherculturesas being
misguided, inferior, or unfortunate. They still have not developed cultural self-
awarenessandareinsistentaboutgettingalongwith everyone. Becausetheyassume
thatall culturesare fundamentally similar, people inthis stage fail to tailortheir
approaches to a cultural context.

4.2. The Ethnorelative Stages
4.2.1. Acceptance

In the first stage of Ethnorelativism, Acceptance, people have discoveredtheirown
cultural context,andthereforethey canacceptthe existence ofdifferentcultural
contexts.People atthis stage can constructthe culture-generalframeworksthat
allowthem to generate arange of relevant cultural contrasts among many cultures.
Thus, they are not necessarily expertsinone or more specificcultures (althoughthey
mightalsobe that); rather, theyare adeptatidentifying how cultural differencesin
general operate in a wide range of human interactions.
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Acceptancedoesnotmeanagreement—some culturaldifferencemaybejudged
negatively—butthejudgmentisnotethnocentricinthe sense ofwithholdingequal
humanity. People at Acceptance first attain respect for behavioral differences, which
involves onlythe more tangible aspects of subjective culture such as language use,
nonverbalbehavior,communicationstyle,andcognitive style. Respectforvalue
differencesfollows, wherein people experience theirownvalues as but one good way
of organizing the ethical dimension of reality. Thisis not the same as saying “anything
goes,”the common allegationlodged by antagonists of cultural relativity. The focusis
onthe contextofbehavior,notonthe acceptance ofallbehaviorasappropriateinall
contexts.

People withan Acceptance worldview are able to see their own behaviorin cultural
context.Consequently,theytendtouse self-referential statementssuchas“Asa
personwith Germanbackground, laminclinedtobelievethat...”or“Thismaybe
mainlyan Americantendency,but....” Theyarelikelytobe curiousaboutcultural
differences, seekingoutinformationaboutthe subjective culturalbehaviorand
valuesofothergroupsand initiating contrastswiththeirowncultures.Inthe early
form of this stage, managers may overcompensate fortheir previous ethnocentrism
and become overly tolerant of all “cultural” behaviors, even those that are
unproductive or deviantin theirhome cultural contexts.

OrganizationscharacterizedbyAcceptancearelikelytorecognizethevalue of
diversityandto make active effortsto recruitand retaina diverse workforce.
Marketingandtraining effortsmay acknowledgethelocal cultural context, but
appropriate action may be unclear. Managers are encouraged to recognize cultural
difference, butthey are not trained in intercultural skills.

Generally, people inthis stage begin to recognize othercultures and acceptthem as
viable alternativestotheirownworldview. Theyknowthat people are genuinely
different from them and accept the inevitability of other value systems and
behavioralnorms. Theydo notyetadapttheirownbehaviorto the cultural context,
buttheynolongerseeotherculturesasthreatening,wrong,orinferior.Peopleinthe
acceptance phase canbethoughtofas “culture-neutral,”seeingdifferencesas
neither good nor bad, but rather as a fact of life.

4.2.2. Adaptation

In the second stage of Ethnorelativism, Adaptation, people are able to shifttheir
cultural framesofreference;thatis, they are ableto look atthe world “through
differenteyes”andintentionally changetheirbehaviortocommunicatemore
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effectivelyinanotherculture. Thisisa conscious act, necessitating an awareness of
one’sowncultureandasetofcontraststothetargetculture. Shiftingculturalframes
ofreferencecanbethoughtofasinterculturalempathy,whichinvolvestemporarily
settingaside one’s own worldview assumptions andintentionally takingon a specific,
different set of beliefs. The result of employing empathyin an intercultural eventis to
generate “natural” behaviorthatis appropriate to the target culture.

Inotherwords,adaptive behavioremergesfromsuccessfullylookingatthe world
fromthe otherculture’sperspective. Notethatsome culture-specificknowledgeis
necessaryforthe shifttooccur. Whenpeopleroutinelyshiftframe ofreference, they
may become bicultural or (inthe case of several cultures) multicultural. Butnotall
biculturalismis culturally sensitive. Inthe case of “accidental biculturalism,” people
have simply received primary socializationintotwo cultures. Such people may be able
to actappropriatelyintwo differentcultural contexts, buttheycannotnecessarily
generalize thatability to a third culture.

Peoplewithan Adaptationworldviewareabletointerpretand evaluate situations
from more than one cultural perspective. They are likely toinitiate statements such
as, “Ithinka Japaneseviewofthissituationwouldbe...” or “Let'simaginehowa
Moslem mightreactto....”Managers at thisstage are oftenthosewho seek out
contact with cultural difference, andtheyare notable in theirability to change
behaviorin different cultural contexts. For example, amanager’s behaviormay be
more objectiveanddetachedfromfeelingsintypical Germancontexts,whilethe
same personmay be more subjective andattachedtofeelingsintypical Latin
Americancontexts. Managers also may act as cultural liaisons betweentwo cultural
groups that they know well. They are perceived as belonging to both groups, which is
generally positive, butpeople who are lessintercultural sensitive may perceive dual
cultural identity as somehow "disloyal.”

Organizations characterized by Adaptation encourage education training for
executivesandmanagersin boththe mindsetand skill setofintercultural
competence. A strong climate of respect for diversity leads to high retention of

diversity in the workforce. Both domestic and international cultural differences are
routinely used as resourcesin multicultural teams.

During the adaptation phase, people beginto view cultural differences asa valuable
resource.Because differencesareseenas positive, people consciously adapttheir
behaviorsto the different cultural norms of their environment.
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4.2.3. Integration

Inthe last stage of Ethnorelativism, Integration, people extendtheirability to
perceiveeventsinculturalcontexttoinclude theirowndefinitions ofidentity. For
these people, the process of shifting cultural perspective becomes anormal part of
self,and so identity itself becomes amore fluid notion. One beginsto see one’s self
as “movingaroundin cultures,”nolongercompletelyatthe centerofany one or
combination of cultures — a “cultural marginal.”

Insome cases, people become stuck in the intersection between cultures; a condition
thatistermedencapsulatedmarginality. The alternative conditionatthisstageis
constructivemarginality,whereinpeopleusetheculturalintersectionasaplatform
fromwhichlaunchintodifferentaspectsoftheirmulticulturalidentity. Integrationis
notnecessarilybetterthan Adaptationin mostsituationsdemandingintercultural
competence,butitisdescriptive ofa substantialnumberofnon-dominantminority
group members, long-term expatriates, “global nomads,” and other people who may
see themselves as “citizens of the world.”

People inthe encapsulated marginality form of Integration are likely to appear self-
centered, alienated, and unsure of theirvalues, while at the same time exhibitinga
high degree of knowledge and competence regarding other cultures. In constructive
marginality, people are characterized by their positive attitude toward intercultural
activitiesofallkinds.Constructivemarginalsare morelikelytobe sophisticatedin
intercultural ethics, to be inclined towards deep cross-cultural interpretation, and to
be skilledinintercultural mediation. Whether encapsulated or constructive, people at
this stage of development are very complex in their constructions of cultural
difference andintheirdefinitions of self. The question “Who are you?”is likely to
elicitavery longstory, filled with examples of intercultural experience.

Organizationscharacterized by Integrationaretruly global. Every policy,issue,and
actionis examinedinits cultural contextand assessed forits strengths and limits.
There islittle emphasisonthe ethnic of national identity ofthe organization,
although its cultural roots and influences are recognized.

Integrationisthe laststageinone’sjourneyawayfromethnocentrism.Inthisstage,
peopleacceptthattheiridentityisnotbasedinanysingleculture.Onceintegrated,
people can effortlessly and evenunconsciously shift betweenworldviews and cultural
framesofreference. Thoughtheymaintaintheirown culturalidentity, theynaturally
integrate aspects of other culturesinto it.
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It should be clear from this discussion that intercultural competence has come a longway
fromtheolddaysof“sinkorswim.” Thefocusisnowondevelopingthelearning-to-learn
andthe mutual adaptation strategiesthatconstitute intercultural competenceforboth
individualsandorganizations. Thelevel ofintercultural sensitivity ofindividualsand
groups can be ascertained, and interventions can be tailored to the particularissues that
needto be resolved. Programsthat purport to develop individuals and groups can now be
rigorously evaluated with a quantitative measure.

Insum, organizationscannowbe certainthatthereisareturnoninvestmentofresources
expended onintercultural education. However, programs in intercultural competence still
needto be carefully selected and coordinatedto assure theirvalue. Forinstance, programs
should be sequenced so that culture-general information precedes culture-specific
information. Theinterculturalmindsetneedstobeestablishedbeforetheskillsetcanbe
acquired.Allprogramsneedtotakeintoaccountthe developmentstageofprospective
participants. Mostimportantly, the developmentofintercultural competence mustbe
seen as complex undertaking that demands significant time and resources. The
developmental modeland methodsnowexist, butthey needto be implemented by
professionals with the appropriate expertise.

In other words, once it has progressed to an ethnorelativistic view of cultural differences,
the assigneeswillinessence be bicultural. They will revelin cultural differences, andbe
ableto effortlesslytakeonsubtle characteristicsofthe localculture. Theirintercultural
sensitivity will also affect how others view and treat them. Being trusted and accepted by
local peopleintoaculturethey haverecentlycome to knowandacceptwill bethrilling
and fulfilling, and will allow themto be more effective performers.

. Cross Culture Training (CCT)

Companiesuseavarietyofmethodstoteach expatriatescross-culturalskills,aimedat
facilitatinginteractionswith aforeignculture. Thissectiongives anintroductionto the
main methods, their focus, timing and activities usedto convey the training. A summary of
differenttraining methods along with their attributes has been compiled and is presented
inthebelow Table. The summaryincludesthetraining methodsidentified fromthe
differentacademicsources presentedinthis section, as well as sequential trainingwhere

differentmethodsare combined. While some methodsare more commonly usedthan
others, they have all been included to give a comprehensive overview of the subject.

Cross Cultural Training Methods
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Training Focus Timing Activity

Didactic Factual information, culture Pre-departure Lectures, informal
general and/or culture and/or post-arrival briefings
specific

Experiential Practical learning, culture  Pre-departure Look-see trips,
general and/or culture and/or post-arrival workshops,
specific simulations

Attribution  Learningtothinkand actasa Pre-departure Cultural assimilator
hostnational,culturespecific

Language Facilitating specific Pre-departure Traditional teaching
intercultural communication and/or post-arrival

Cultural Understanding culture as a Pre-departure Role-plays, self-

Awareness  concept, culture general assessmentexercises

Interaction  Learning from previous Pre-departure Overlaps, on-the-job
expatriates, culture specific and/or post-arrival training

Cognitive Learning to focus on Pre-departure Counseling

Behavior rewarding activities, culture
general

Modification

Sequential Synergies from combined  Pre-departure, Combining different

training, culture general and

culture specific

post arrival,
repatriation

training methods

Source: Hanberg, C. & Osterdahl, G. (2009). Cross-Cultural Training of Expatriates. Nicholas
Brealey Publishing.

5.1. Didactic Training

Didactic training is most often provided in informal briefings, which canbe givenin a
classicallecture form or withless structured methodssuch as casual conversations
with experts. It can also be provided with informational booklets, presenting facts on
the hostcountry.Didactictrainingisthe mostcommonformof CCTand more than
two thirds of all multinational corporations offer didactic training in the form of
informal briefings totheir expatriates before deploymentabroad. This type of training
providesfactualinformationregardingworkingandliving conditionsas wellas
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cultural aspects ofthe host country. The content of the cultural aspect does, however,
mainlyaddress practical issues, suchas shoppingand dresscodesinthehostcountry.
Itrepresentsthetraditionalway oflearningusedin schoolsand universities,where
informationistransferredusingone-way communication. Thecontentindidactic
trainingis often hard facts like requirements forthe job, policies, travel arrangements
etc., but it also contains aspects that help prepare expatriates to establish a
frameworkforunderstandingandadaptingto anewculturewhentheyarriveintheir
host country and facilitate lifestyle adjustments. Besides pre-departure issues, itcan
alsoincludeinformationonrepatriationissues. The didactictrainingcanhave more
generalculturecontentoritcanbeaimedtowardsunderstandingaspecificculture.

Fact-orienteddidactictrainingisbased onthe notionthatknowledgewillfacilitate
intercultural relationships. Accordingto a researcher, thisconceptis contested by
some authors, claiming that there is little evidence to support a positive effect. The
researcheralsoarguesthatsince culturaldifferencesbetweentwonationsare
numerous, didactictrainingshould not try to conveyall the knowledge thatan
expatriatewillneedduringhisorherstay.Because ofthis, didactictrainingshould
notbe usedasthe onlywayofpreparingexpatriatesforaforeignassignment, but
should rather be combined with more experiential methods. Othertwo researchers
also state thatfact-orientedtrainingonits own is notenoughto prepare an
expatriate.

5.2. Experiential Training

Experiential trainingisconveyedusinga numberof methods including,notonly,
practical exercises,workshopsandsimulations,butalsomore genuineconceptssuch
aslook-see visits to the host country. Look-see trips can provide afirstreal experience
ofthe country forthe expatriate and sometimeshisor her family. Theygive the
opportunity to meet people in the new country and get a view of the new
environmentandtheworkplace. Tobeeffectivetheyneedtobewellplanned,which
canmakethemcostly. The problemcanalsobethatsincetheyaredesignedtogive
the expatriate apositive view, they may not show the true picture of the host
country. A scholar argues that pre-departure programs have the most effectif they
are held after a look-see trip to the host country, since the expatriates get many of his
or herbasic questions answeredand can build a sense of the hostlocationbefore
entering the training program.

Experientialtrainingaimsatpreparingtheexpatriateinamoredirectway,building
beyondthe mereintellectual experience. The experiential training can also be either



culturegeneraloraimedtowardsaspecificculture. The trainingisbasedonthe
conceptoflearningby doingand is conveyed by using practical exercises. This
preparesthe expatriateintellectuallyandemotionallytoadapttothe new culture
and enables him or her to develop certain skills that can be used when confronted
withthe new culture. Thisis, according to scholars, one ofthe mostpromising
training methods.

5.3. Attribution Training

Attributiontrainingtriestogive the expatriate skillsinthinkingandactingas ahost
national.Itisaimedatgivingthe expatriate aninsightintothe cultural pointofview
inthe hostcountry. Thisenablesthe expatriatetoexplainandunderstand host
national behavior. By teaching such skills, the aimis to make the expatriate’s
attributesmore isomorphictothe newculture. Attributiontrainingis closely
connected, but not limited, to a teaching method called “cultural assimilator”. This
methodconsistsofaseriesofinterculturalshortepisodes,judgedtobecritical for
theinteractionsbetweenmembersoftwocultures.Inthe episodes, encounters
between members of two different cultures are used to practice interactions with a
new culture.

5.4. Language Training

Language training involves teachingthe expatriate the native language and/orthe
businesslanguage of the host country. While fluency cantake months or evenyears
toattainthere are stillbenefits ofusingthistrainingmethod. The methodis often
usedin CCT andis an effective way of preparingan expatriate since lack oflanguage
skillscanslowdownanadjustmentprocess. Eventhoughfluencyinthe native
languageis notattained,the abilityto enterinformaldiscussions,use common
courtesiesandshow culturalempathycanhelptofacilitate adaptationtothe host
culture. Aresearcher alsoconcludes that some knowledge ofthe local languageis
important to send visible signals of politeness and to better understand the culture of
the hostcountry. Language barriers canpreventthe expatriate fromprocessing
informationpostedinthe locallanguage, both privatelyandataprofessionallevel,
and this preventsintegration.

Knowledge ofthe local language does, as mentioned, facilitates cultural adjustment,
and mentions language skills as the dimension with the strongest effect on expatriate
adjustment. In a study, respondents did not regard pre-departure language training as
veryimportant, butcriticismfromrespondents partly includedthe shortduration of
most of thecourses.
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5.5. Cultural AwarenessTraining

The goal of Cultural Awarenesstrainingisto give the expatriate insightaboutthe
concept of culture and cultural differences, by teaching awareness aboutthe home
culture. Training activitiesinclude self-awareness building and value ranking charts,
butthe goalscanalsobereachedwithmoreculture-generalapproaches,suchas
simulationgamesand perceptual exercises. Othermethodsinclude role-plays and
self-assessmentsandcanbe agoodway of building self-awareness, whichtranslates
intoacceptance of oneselfand an ability to adapt to the host culture.

5.6. Interaction Training

The method of Interaction training is based on interactions between new expatriates
and expatriateswithmore experience ofthelocal culture. It cantake place before
departurewith previousexpatriatesoratthe arrivalinthe hostcountry. Overlapsin
expatriate placementsareasometimes-usedtrainingmethod,whichcanbevery
beneficial forthe expatriate’s adjustment process. Benefits with overlapsinclude the
possibility to explain tasks, introduce contacts and otherwise coach in the
managementand operationofthe workplace.Familiescanalsobenefitinasimilar
way frominteractions with the outgoing family.

Although the benefits are clear with this model, most actors do not use it. The
reasons are cost issues and doubts in its value. There are also problems with
organizingsince the development of expatriate placements are hard to predict, and
often are the resultof short notice. This makes overlaps hard to manage even for very
skilled organizations.

5.7. Cognitive BehaviorModification

Thismethodisamongthelessusedtrainingmethodswhentraininganexpatriate.
The expatriatesgettoname whatactivitiestheyfindrewardingor punishinginthe
home culture context. By making such distinctions, the expatriate can hopefully apply
the same processinthe hostcountry and enablehimorhertoidentifyandfocuson
rewardingactivitiesandfeel positive aboutfacingchallengesofthe hostculture.

5.8. Sequential Training

Theearlyideasabout CCT suggestedthatitshouldbe carried outbeforethe
departure, and some researchers still think that pre-departure training helps the
expatriate to form realistic expectations priorto arrival. Several researchers have,



58

however,suggestedthetrainingto be more efficientwhenpartsofitare heldafter
arrivalinthe new culture. Onereason to concentrate much of the trainingto the
post-arrival phaseis the very short time span between selection and departure, in
some cases lessthan a month. Anotherreasonis that itmay be difficultto

understand, and laterrecall, abstract social behaviorof the host culture ifitis learned
in anon-authenticenvironment.

Consensusasto whether CCT should be held pre-departure or post-arrival has not
beenreached,and anew model—Sequentialtraining—hasbeendevelopedto
combine the benefits of both pre-departure and post-arrival training. This model is
nota methodinitselfbutconstitutesa combinationofdifferenttraining methods
appliedatdifferenttimesduringthetrainingprocess. Iltisbased onthe notionthat
the capacity for learning varies over time; thus the training methods applied should
vary over time as well. Sequential training starts before departure and then
progressesin stepsthroughthe post-arrivaladjustmentphases, duringwhich
differenttypes of CCTis applied, and can extend all the way to repatriationissues. It
canstartalongorshortperiodbeforethe move and continue formonthsinthe new
country.

A scholar argued that joint sessions for sequential CCT together with other
organizations operatinginthe same foreign culture can lead to synergistic effects;
logistical problems will be reduced, and the expatriates can share experiences and
learn from each other.

Ifthe time for pre-departuretrainingislimited, didactictrainingabout the cultural
adjustmentprocessshouldbeinfocus,togetthe expatriatetodeveloprealistic
expectations aboutthe situation and become aware of the phasesthat will emerge
afterthe culture shock. Afact-basedtrainingmethodmayalsoteachtangibleand
understandable information about the certain characteristics and behaviors of the
new culture thatis importantto know before, or justafter, arrival. Thismay be
deliveredeitherbefore departure, afterarrival inthe host country, or both. Ifa
cognitive-behaviormodification approachis to be used, it can also be applied either
pre-departure, post-arrival, orin both phases.

Bothattributiontraining and culturalawarenesstrainingare bestusedbefore
departure,butsince attributiontrainingis culture specificitisnotapplicableina
generaltrainingprogram. The cultural awarenesstrainingis very generalin nature
andcanthereforebeaneffective partofapre-departuretrainingprogramthatis
directedata group of expatriatesthatare going to very differentregions.
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Interactional learningis best used post-arrival, since the expatriate needs an
authenticcultural context. Notuntilthenwill the expatriate realize manyofthe
challengesheorshewillbefacing. Thesepersonalexperiences andrealizationsabout
the culturaldifferencesbetweenhome countryand hostcountry havetwo positive
effects:theycan be used effectivelyinthe CCT, and they further motivate the
expatriate to participate in the training.

Acertainleveloflanguageskillsisnecessaryto havedirectlyafterarrivalinthenew
country, sothat common courtesies and basic greetings are mastered. The amount of
language skills neededis not defined, buta scholar state thatthe person’s previous
language skillsand abilitytolearnnewlanguagesshouldbe takenintoaccount
already during the selection process. The betterthe language skills are, the easierwill
the adjustmentprocessbe, sincelanguage hasaverystrong effectonexpatriate
adjustment.

The culture shock phase is the stage where the expatriate isthe most susceptible to
CCT.Both didacticand experiential trainingcanbe used, as well as explanations of
observedbehavior. Thelattermethodisan effective waytodevelopappropriate
behaviorand learn how to learn more about the host culture.

The adjustment phase is characterized by a growing consciousness with the
expatriate,whoatthisstageneedstolearnhowtobehaveasthe hostnationalsdo.
CCT shouldinclude on-the-job practice, both structured and unstructured situations,
for expatriate-hostnational interactions.

Interactions over cultural borders require skills that can be labeled as cultural
intelligence.Culturalintelligence canbe presentindividually orcollectivelyinthe
organization.Extensivetrainingisrequiredforapersontoacquiresufficientcross-
cultural intelligence. The training can include learning positive and negative aspects of
the hostculture,whichcanincreasethe culturalintelligence. Theconceptofcultural
intelligence canalso be usedasatoolinboththe developmentprocessandthe
selection process of expatriates. Attributes connected to having cross-cultural
intelligencearetheabilitytointerpretverbalcuesfrompersonsofdifferentcultures
andtomakecorrectsocialinterferencesduringconversations.Anotherskillisthe
abilitytoreach social objectivesthroughculturalnegotiations,basedonthe own
understanding and acceptance of the hostculture.

There are several causes of expatriates failingtoachieve the expected outcomes of a
foreignassignment. Language problemsmay be one obviousreason,butalso
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problemswitheffective knowledgetransferbetweenthe expatriate andthe host
country. ltmayfurtherbe alackofpersonality skillsforthe expatriatetounderstand
thecross-culturalinteractions,alackoftechnicalabilitiesfortheworktobe done,a
lackofmotivationforthe foreignassignment,orthe expatriatemayhavedifficulties
tounderstandand adapt to eitherthe physical orthe cultural differencesinthe
environment. Eveniftheexpatriate hasadaptedwelltothenew environmentand
experienceslittleornoproblemswiththe assignmentandgeneralconditions, the
situationforthe accompanying spouse and/or otherfamily membersisjustas
important.

The reason why an early returnis oftenseen as the ultimate sign of failure is because
itis much easierto identify than measuring underlying factors, eventhough itmerely
constitutesthetipoftheiceberg. Otherindicationsofanunsuccessfulassignment
maybedelayedproductivityandstart-uptime, disruptionofrelationshipsbetween
hostand expatriate nationals,damage to companyimage,lostopportunities,
negative impacton successors, and poor repatriationintegrationleadingto high
turnover.
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Part Three: Cross-cultural Teams and Diversity
1. Global Mindset

Aglobalmindsetcombinesan opennesstoand awarenessof diversity acrossculturesand
marketswith a propensity and ability to synthesize acrossthis diversity. The central value
of a global mindset lies in enabling the company to combine speed with accurate
response. Global HR professionals can mindfully engage in activities designedto pull

togetheremployees from different cultures, countries, and business units for enhancing
global mindsetwithin the organization.

A global mindset is a mix of individual attributes that enable an international
assignee/expatto successfully influence those who are different from him/her. Itis clear
thatwithoutit, itis mostdifficult, if notimpossible, foran expatto succeedin the
international assignment. Global mindset consists of three major components: intellectual
capital, psychological capital, and social capital.

GLOBAL MINDSET
Intell=ctual Psychological So ial
(Ca}ital Capital Cay tal

Global Business Passion for Interc Itural
Savvy Diversity Emg thy

Cogr tive Quest for Interpersonal
Comg exity Adventure Impact

Cosmopolitan

Outlook Self-Assurance Diplomacy

Global Mindset Elements

Source: Beechler, S. & Javidan, M. (2007). Leading with a Global Mindset.” In ‘Advancesin
International Management. Vol. 19, The Global Mindsetedited by M. Javidan, M.A. Hitt, and
R.M. Steers, 131-170. Oxford, UK: Elsevier.

1.1. Intellectual Capital

Intellectual capital refers to knowledge, skills, understanding, and cognitive complexity.



Frominterviewsforaresearchaboutglobalmindset,itindicatedthatthereisan
important body of knowledge—the employee’s subject matter expertise thatexpats
musthavetobe successfulintheirtasks. Italsotellsusthatsuccessfulexpatsthink
differently thantheirless successful counterparts—they have a bigger capacity to take
differing viewpointsinto consideration to understand and address complexissues.

2.1.1. GlobalBusiness Savvy

According to research, it is clear that successful expats have a high stock of
intellectual capital; with a strong set of cognitive skills and a solid base of knowledge.
Intellectual capitaltranslatesintounderstandingtheglobalbusinessandindustry;
knowing how competitionworksin the globalindustry and whatitmeansto the
expat’scompany.Asoneexecutive’sinput:“Expatsare chosenbecausetheyare
supposedtobringknowledge andexperiencetothe companythattheydon’thave
locally...that providesalevel ofrespect.”

Intellectual capitalalsoinvolvestheabilitytobuildglobalnetworks,and being
cognizantofthe role that interdependenciesplayin global success. Today’s global
corporations are highly integrated global networks of supply chain partners who are
working together to satisfy the needs of their global customers. Expats must
understandtheimportance ofsuchnetworksandhowtheywork;whatactionsand
processescreate success or lead to malfunctionsinglobal networks.

2.1.2. Cognitive Complexity

Every expatfaces conflicting demands from theirlocal stakeholders and from their
corporate headquarters, so managing the natural tensions between corporate and
local prioritiesandrequirementsis alsoa part ofthe intellectual capital. The
corporate headquartersis, obviously, goingto be mostinterestedin economies of
scaleandscope,in maximizingefficiencies,andstandardizingeverythingacrossthe
globalenterprise.Incontrast, regionalresponsivenessrequiresunderstandingand
adaptingto uniquelocalneeds and demands. The balancing act requiredinmanaging
these two forcesis a decisive success factor forexpats.

2.1.3. Cosmopolitan Outlook

Finally,andperhaps mostimportantly,intellectual capitalrequirestheability to
manage complex culturalissuesand understand cultural historiesand similarities.

By the nature of their jobs, expats are very likely to face such issues as they try to
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influence otherstowardtheircompany’s goals. Itisessential thatthe individual
creating the bridge between the corporate culture and the local host country culture
isonewho canintuitthe culturalunderpinningsofhis or her hostsociety, learn
abouthowthingsare doneindifferentculturesandwhy,and manage the potential
tensionbetween hisor her culture and the host culture in an effective and
sustainable manner. As another one executive’s put: “We have to understand the

culture and the way of the people in the country we are in. Sometimes, the Western
way of doing things will not work at all.”

1.2. Psychological Capital

Having asolid base of knowledge anda good understanding ofglobalissuesisjust
one of the factors necessary forexpat success. The second componentof global
mindsetis psychological capital. Psychological capitalis aset of psychological
attributesthatenable the expatto function successfullyinthe hostcountry and
leadsto the expat having a strong willingness and motivation to have the experience
in,and to succeed in, international settings.

1.2.1. PassionforDiversity

Passion for diversity refers to curiosity about people who are different. As one
intervieweeinthe research stated, “One thing that all successful global executives
share is a genuine respect for other cultures... that is the beginning, the middle, and
the end.” Another executive noted “... the most successful people are those who put
in their mind thatthey are actually the guests in the [host] country. They accept that
people are different and have different values.”

Opennessto cultural diversity—having a non-judgmental attitude toward those from
other cultures—also was stated as an important factor to succeed which was
confirmedwhenthe interviewees was asked specifically aboutthe ability to suspend
judgment. Said one executive: “Asuccessful expatacts with humility, is an excellent
listener,ispatient,andis cognizantofhowheisperceived.” Anotherinterviewee
summed it up thisway: “A successful expatis open, listens a lot, is interested in how
people in different countries approach problems, and is prepared to learn.”

1.2.2. Questfor Adventure

Questforadventurereferstowillingnesstotry newthingsthatis a psychological
fortitude—suchqualitiesasadaptabilityandflexibility. Accordingtoone senior
executive: "Expats who fail tend to be emotionally very tight. They can’t let go of the



things they know and don’t try to absorb the things they don’t know. They don’t have
that flexibility and adaptability. They want everything to be like it was at home.”
Another executive pointed out: "Adaptability and willingness to change, and not
being set in your own ways, is a critical requirement. If you’re very structured and
expect things to go 1-2-3, you’re going to have a lot of difficulty in an overseas
environment.”

1.2.3. Self-Assurance

Self-assurancereferstonotfeelingthreatenbyotherswho are different. Self-
confidenceisanotherimportantfeature of psychologicalfortitude. One senior
executive made this observation: “Self-confidence helps you walk the talk. It
energizes other people.” Still another said: “Expats are expected to operate on their
own and need to handle unknown circumstances. That is very hard to do without

self-confidence.”

The other important elements of psychological fortitude are optimism and resiliency.
One of our senior executives expressed it this way: “You need a very positive

attitude. [The expat gets] into situations that may look like they will never resolve.

Without optimism and resiliency, you can’t survive. You need to look at every

challenge as a learning opportunity.”

1.3. Social Capital

Social capitalisthe thirdand final piece ofthe globalmindset, andreferstothe
expat’s ability to build trusting relationships with local stakeholders, whetherthey
are his/heremployees, supply chain partners, or customers.

1.3.1. Intercultural Empathy

Intercultural empathy- willing to understand others will help expatriates to build
trusting relationship with different stakeholders. In the various interviews of the
research, trustemergedas asignificantissue. Many global executives saidthat
building trusting relationships with those who are different from themis essential to
the expat’s sustainable success.

1.3.2. Interpersonal Impact

Interpersonal impactrefersto building networks, develop, consensus. Referring back
tothe needtoeffectivelyinfluencethosearoundthem,seniorexecutivespointed
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out that the expat cannot influence unless he or she builds trusting relationships.
Successful expats generate positive energy and excitement among their local
stakeholders and connect withthem on a personal level. Stated one executive: “Itis
about bringing the best out of everyone... the ability to draw out each individual land
build on their strength to move the process forward.”

1.3.3. Diplomacy

Diplomacy refers to ability to relate to others with tact, also called collaborativeness.
Collaborativenessisanimportantpartofsocial capital—havingtheflexibility to
address needsnotonlyforyourself, butfor other people. Itwas noted that the
abilitytobe collaborativeleadstoateamenvironmentinwhichtrustflourishes.
Expats who generate positive energy, collaborate, and connect with other people
are more likely tobuild sustainable trusting relationships.

A global mindset and its three crucial components—intellectual capital,
psychological capital, and social capital—is critical information for both expatsand
theircompanies. A researchrevealed thatin the compressed “climate” of a short-
termassignment,expatshavelessofachancetolearnastheygoandneedtobe
prepared before they arrive.

Therefore, itis essential toensure that the screening process for expatsincludes an
assessmentoftheirglobal mindset. Traditionally, companieshave relied ontechnical
skillsasthe maincriteriaforchoosingexpatassignments, butwe nowknow that
assessingglobal mindsetis atleastas important.

1.4. Cultivate a Global Mindset

Inthinkingabouthowto achieve aglobal mindset, itis criticaltorememberthatthe
keyword is cultivation and that the quest fora global mindsetis a ceaselessjourney.
Livinginacomplexanddynamicworld aswe do, the extentto whichone could
continue to explore the world's diversity as well asthe linkages across this diversity
has no upperlimit.

Buildingonideasfromcognitive psychologyandorganizationtheoryregarding
developmentofknowledge, we would contendthatthe speedwithwhich any
individual ororganization can cultivate a global mindsetis driven by four factors: (1)
curiosityaboutthe world and a commitmentto becomingsmarterabout howthe
worldworks, (2) an explicitand self-conscious articulation of current mindsets, (3)
exposuretodiversityand novelty,and(4) adisciplined attempttodevelopan
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integrated perspective thatweaves together diverse strands of knowledge about
cultures and markets.

* Formal education

* Participationincross
border endeavors

» Utilization of diverse
locationsforteamand . .
projec[mee[ings CU|tIV&tIng KnO

« Immersion Diverse Culture
experiences inforeign
cultures

» Expatriate
Assignments

Factors to Cultivate a Global Mindset

Source: Gupta, A.K. &Govindarajan, V.(2002). Cultivatingaglobal mindset. Academy of
Management Executive, 16(1), 116-125.

1.4.1. Cultivating Curiosity Aboutthe World

Curiosity and openness about how the world works reflect an attitude, an element
oftheindividual'spersonalitymakeup. Like otherelementsofpersonality, itis
shapedheavilybyearlychildhoodexperiencesandbecomesmoreresistantto
change with age. Thus, while acompany does have some maneuveringroomin
further cultivating curiosity among its existing employees, its greatest degrees of
freedomlie atthe pointofemployee selectionandin managing the company's
demographicmakeup.

In situations where a company has the luxury of hiring a younger workforce, where
the average age across the entire companyis around, it may be ableto develop an
inherentcorporate advantage inthe degreetowhichitsemployeeswill strive to
developaglobal mindset. Inany case, every company has agood deal of discretion
in hiring people whoare curious about diverse culturesand markets andin
promoting those who have shown this desired curiosity.

Promotingpeopletoseniorexecutive levelswhoplace highvalue onglobal
experience andglobal mindsetssends strong signalsregardingthe importance of



67
openness to diverse cultures and markets.
1.4.2. Articulating the Current Mindset

Mindsets evolve through a process of interaction between people and the
environment. Our current mindsets shape our interpretations of the world around
us;inturn,theseinterpretationsaffectwhetherornotour mindsetschange or
remain unaltered. Unless this iterative process allows fornew learning, it is easy to
gettrappedinone'sownmentalweb. Apowerfulwaytoreduce thelikelihood of
this entrapmentisto cultivate self-consciousness aboutone's mindset. Doing so
requiresacceptingthe possibility thatourview of the worldis justone of many

alternative interpretations of reality. Accepting this possibility significantly enhances

the likelihood of new learning.

How mightanindividual manageror team of managers cultivate self-consciousness
regardingtheir current mindsets? Inour experience, two approacheswork best. The
firstapproach isto ask managers orteamsto articulate theirbeliefsaboutthe
subjectdomain. Incontrast, the secondapproach isto conducta comparative
analysisofhowdifferentpeople orcompaniesappeartointerpretthe samereality.
Sincethe comparative analysisapproachrestsonthe premisethatanyparticular
mindsetisjustone of several possibilities, ourexperience hasbeenthatitisthe
more effective ofthetwoapproachesforhelpingamanager,ateam,oracompany
to uncover their oftendeeply buried current mindsets.

Consider,forexample,theexperience ofonecompanywherewe succeededin
persuadingthe CEOthat, atleastonce everyquarter,the agendaforthe board
meeting mustinclude a strategicreview of why a different competitor behaves the
way that it does. After a year of this relatively simple exercise, the quality of
discussionsinthe board meetings changed dramatically. It became clear that the
company'sownperspective onthe marketpotential of differentcountriesandon
whetherornotjointventureswereasensibleentrymodeinthisparticularindustry
were not necessarily shared by some of theindustry's key players. Asa byproduct,
board deliberations on action issues facing the company became more
comprehensiveandevenledtothe abandonmentofwhatthe CEOhad earlier
believedtobe some ofthe seemingly"obvious"rulesofthisindustry.Infact, this
comparative-analysis approachresultedinthe CEO becominga proponentrather
than an opponent of strategic alliances in this industry.

1.4.3. Cultivating Knowledge Regarding Diverse Cultures and Markets
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Companiescan cultivate exposuretoandincrease knowledge of diverse culturesand
markets in two ways: (1) facilitate such knowledge building at the level of
individuals,and(2) builddiversityinthe compositionofthe people makingupthe
company. These approaches complementeach other: the formerfocuses on building
cognitive diversityinside the mindsetsofindividuals,andthelatter focuseson
assembling a diverse knowledge base across the organization's members. Both
approachesare essential forevery multinationalcompany. Cultivatingaglobal
mindsetatthelevel ofindividualsisaslow processthatcan takeyearsoflearning
through experience in multiple cultures;thus, relying exclusively onthe globalization
ofindividual mindsetswould be woefullyinadequate vis-a-visindustryand
competitive imperatives.

Building on the widely accepted idea that people learn through both formal
educationandon-thejobexperience,wedescribeandillustrate belowseveral
mechanisms that companies can use to cultivate literacy about and enthusiasm for
diverse cultures and markets at the individual level:

Formal Education

Formal education(language skillsand knowledge buildingregarding diverse cultures
and markets) cantake place through self-study courses, university-based education,
orin-company seminars and/ormanagement development programs. Forexample,
atits Global ManagementDevelopmentInstitute, SouthKorea's Samsung Group has
routinely offered substantive coursesininternational businessmanagement;
countryhistories, cultures,andeconomies;andforeignlanguages.In-company
programs have the added advantage that the learning occurs at multiple levels—not
onlyinthe classroombutthroughinteractionswithcolleaguesfromotherlocations
around the world as well.

Participation in Cross-Border Endeavors

Companies can participate in cross-borderbusiness teams and projects. Consider,
forexample, aleading U.S. bank creating a"Euro” team to coordinate the company's
responsetotheintroductionofthe newEuropeancurrency. Shouldsuchateambe
composed only of selected managers from the company's European units, or should
theteamalsoincludeaverysmallnumberof Americansfromthe company'sU.S.
operations? The latterapproach, in our view, can be extremely effective in building
in-depth knowledge regarding diverse cultures and markets—in addition to the
obviousbenefitsofbyproductssuch asdevelopmentofinterpersonalties.
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Utilization of Diverse Locations for Team and Project Meetings

Thisapproach has beenusedsuccessfullybyVeriFone,aglobalmarketleaderinthe
automation and delivery of secure paymentand paymentrelated transactions. In
thelate 1990s, the company had nearly 3000 employeesbasedatmore than 30
facilities around the world. As one of several mechanisms to become more attuned
to the global environment, the company's top-managementteam instituted a policy
of meeting forfive days every six weeks at a differentlocation around the globe. This
genericapproach canbe implemented easily atanylevel ofthe corporate hierarchy,
fromthe board of directorsto a multinational R&D teamwithinone of the business
units.

Immersion Experiences in Foreign Cultures

Immersion experiences canrange from two- to three-month training assignmentsto
more extensive culturallearning programs. Standard Chartered, a London-based
global bank, has usedthe formerapproach, sending traineesrecruitedinLondon to
Singapore andthoserecruitedinSingaporetoLondon. The OverseasArea Specialist
Course,initiatedby South Korea's Samsung Groupin 1991, isanexample ofan
extensive program. Everyyear, over 200 carefully screenedtrainees selected one
country of interest, underwentthree months of language and cross-cultural training,
andthenspentayearinthechosencountry devotedsolelytounderstandingit.
Trainees had no specificjob assignment and were forbidden to make contact with
the local Samsung office. While abroad, they were even encouraged to use modes of
travelotherthanairlines,toachieveadeeperimmersioninthelocal culture.Atthe
end ofthe immersion period, traineesreturnedto headquartersin Seouland
reported on their experiences during a two-month debriefing period.

Expatriate Assignments

Multi-year expatriate assignments are by far the mostintensive mechanismthrough
which employees can learn about another culture and market. However, this
mechanismcan bethe mostexpensive forcultivatingaglobal mindset—forthe
company and, giventhe increasing preponderance ofdual-careermarriages, often
for the individual. Accordingly, companies need to target expatriate assignments
toward high-potential managers (as distinctfrom the common practice of selecting
peoplethatyoudon'twantto see too much of) and alsoto ensure thattheir stay
abroad fosters cultural learning rather than cultural isolation.
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2. Cross Culture Management

Researchers found that people from different cultures aren'tjust randomly different from
oneanother;theydifferinveryspecific,evenpredictable,ways. Thisisbecause each
culture has its ownway of thinking, its own values and beliefs, and different preferences
placedonavarietyofdifferentfactors. Theyconcludedthatwhatdistinguishespeople
fromone culture compared withanotheris wherethese preferencesfallinone ofthe
following seven dimensions:

Universalism - Whatis moreimportant, rules or

(vs. Particularism) relationships?

Individualism - Do we function in group or as

(vs. Collectivism) individuals?

Neutral
» Do we display our emotions?
(vs.Emaotional)

Specific  How separate we keep our private and

(vs. Diffuse) working lives?

Achievement - Dowe haveto prove ourselvesto

(vs. Ascription) receive status,orisitgiventous?

Sequential - Do we do things one at a time, or
(vs. Synchronic) severalthings atonce?

Internal Control - Do we control our environment, or are
(vs. External) we controlled by it?

Cross Culture Issues

Source: Trompenaars, F. & Turner, C.H. (2004). Managing People AcrossCultures.Capstone.

2.1. Universalism VersusParticularism

This cultural dimension describes the rule versus relationship. In universalistic
cultures, people place a highimportance on laws, rules, values, and obligations. They

try to deal fairlywith people based on theserules, butrulescome before
relationships. Strategies to manage people in this culture should be:
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e Helppeople understand howtheirwork tiesinto theirvaluesand beliefs.
e Provide clearinstructions, processes, and procedures.

e Keeppromisesand be consistent.

e Give people time to make decisions.

e Useanobjectiveprocesstomake decisionsyourself,andexplainyourdecisions
if others are involved.

In particularistic cultures, people believe that each circumstance, and each
relationship, dictatestherulesthattheylive by. Theirresponsetoasituationmay
change, based on what's happeningin the moment, and who'sinvolved. Strategiesto
manage people inthis culture should be:

e Give people autonomyto make theirown decisions.
e Respectothers'needswhenyou make decisions.
e Beflexiblein howyou make decisions.

e Taketimetobuildrelationshipsandgetto knowpeople sothatyoucanbetter
understandtheirneeds.

e Highlightimportantrules and policies that needto be followed.

TypicaluniversalisticculturesincludetheU.S.,Canada,the U.K,the Netherlands,
Germany, Scandinavia, New Zealand, Australia, and Switzerland. Typical particularistic
culturesinclude Russia, Latin-America, and China.

2.2. IndividualismVersus Collectivism

Thisculturaldimensiondescribestheindividual versusthegroup. Inprincipally
individualisticcultures, people believe in personal freedomandachievement. They
believe thatyou make your owndecisions, and that you must take care of yourself.
Strategiesto manage people inthis culture shouldbe:

e Praise and reward individual performance.
e Givepeople autonomyto make theirown decisionsandto use theirinitiative.
e Linkpeople'sneedswiththose of the group or organization.

e Allowpeopletobe creative and to learn from their mistakes.



In collectivistic cultures, people believe thatthe group is more importantthan the
individual. The group provides help and safety,inexchange forloyalty. The group
always comes before the individual. Strategies to manage people inthis culture
should be:

e Praise and reward group performance.
e Don't praiseindividuals publically.
e Allow peopletoinvolve othersin decision making.

e Avoid showing favoritism.

Typicalindividualistculturesinclude the U.S., Canada, the U.K, Scandinavia, New
Zealand, Australia,and Switzerland. Typical collectivistic culturesinclude countriesin
Latin-America, Africa, and Japan.

2.3. Neutral Versus Emotional

This cultural dimension describes how people express emotions. In neutral cultures,
people make a great effortto control theiremotions. Reason influences their actions
farmorethantheirfeelings.Peopledon'trevealwhatthey'rethinkingorhowthey're
feeling. Strategiestomanage people inthis culture should be:

Manage your emotionseffectively.
e Waitch that your body language doesn't convey negative emotions.
e "Stick to the point"in meetings and interactions.

e  Waitch people'sreactions carefully, as they may be reluctantto show their true
emotions.

In emotional cultures, people wantto find ways to express their emotions, even
spontaneously,atwork. Inthesecultures,it'swelcomeandacceptedtoshow
emotion. Strategiesto manage people in this culture should be:

Open up to people to build trust and rapport.

Use emotion to communicate your objectives.

Learnto manage conflicteffectively, before itbecomes personal.

Use positive body language.
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e Have apositive attitude.

Typical neutral culturesinclude the U.K., Sweden, the Netherlands, Finland, and
Germany. Typical emotional culturesinclude Italy, France, Spain, and countriesin
Latin-America.

2.4. SpecificVersus Diffuse

This culturaldimension describes how far people getinvolved. Inspecific cultures,
people keepworkand personallivesseparate. Asaresult,theybelieve that
relationships don'thave much of an impact on work objectives, and, although good
relationshipsareimportant,theybelieve thatpeople canworktogetherwithout
havinga good relationship. Strategies tomanage peopleinthis culture should be:

e Bedirectandto the point.
e Focusonpeople'sobjectivesbefore youfocuson strengtheningrelationships.
e Provide clearinstructions, processes, and procedures.

e Allowpeopletokeeptheirwork and home lives separate.

In diffuse cultures, people see an overlap betweentheirwork and personal life. They
believe thatgood relationships are vital to meeting business objectives, and that their
relationshipswith otherswill bethe same, whethertheyare atwork or meeting
socially. People spendtime outside work hours with colleagues and clients. Strategies
to manage people inthis culture should be:

e Focusonbuildingagood-relationshipbefore youfocuson businessobjectives.

e Findoutasmuchasyoucanaboutthe peoplethatyouworkwithandthe
organizationsthat you do business with.

e Bepreparedtodiscussbusinessonsocialoccasions,andto have personal
discussionsat work.

e Tryto avoidturning down invitations to social functions.

Typical specific cultures include the U.S., the U.K., Switzerland, Germany, Scandinavia,
andthe Netherlands. Typicaldiffuse culturesinclude Argentina, Spain, Russia, India,
and China.
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2.5. AchievementVersus Ascription

This culturaldimension describes how people view status. In achievement cultures,
peoplebelievethatyouare whatyoudo,and theybase yourworth accordingly.

These cultures value performance, no matterwhoyou are. Strategiesto manage
people inthis culture should be:

e Rewardand recognize good performance appropriately.

e Usetitlesonlywhen relevant.

e Beagoodrole model.

Inascription cultures,People believethatyoushouldbe valuedforwhoyouare.

Power, title, and position matter in these cultures, and these roles define behavior.
Strategiesto manage peopleinthisculture shouldbe:

Use titles, especiallywhenthese clarify people's statusinan organization.

Show respectto people in authority, especiallywhenchallengingdecisions.

Don't "show up" people in authority.

Don't letyour authority preventyou from performingwell in your role.

Typical achievement cultures include the U.S., Canada, Australia, and Scandinavia.
Typical ascription cultures include France, Italy, Japan, and Saudi Arabia.

2.6. Sequential VersusSynchronous

This culturaldimension describes how people manage time. In sequential-time
cultures, peoplelike eventstohappeninorder. Theyplace ahighvalueon

punctuality, planning (and sticking to your plans), and staying on schedule. In this

culture, "time is money," and people don't appreciate it when their schedule is
thrown off. Strategiesto manage people in this culture should be:

Focus on one activity or projectat atime.

Be punctual.

Keepto deadlines.

Set cleardeadlines.
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In synchronous-time cultures, people see the past, present, and future as interwoven
periods. They oftenwork on several projectsat once, and view plansand
commitments as flexible. Strategies to manage people in this culture should be:

e Beflexibleinhowyou approach work.
e Allowpeopletobe flexible ontasksand projects, where possible.

e Highlightthe importance of punctuality and deadlinesif these are key to
meeting objectives.

Typical sequential-time culturesinclude Germany,the U.K.,andthe U.S. Typical
synchronous-time culturesinclude Japan, Argentina, and Mexico.

2.7. Internal Control Versus External Control

This cultural dimension describes how people relate to their environment. Ininternal
control (direction) cultures, people believe thatthey can control nature or their
environmenttoachievegoals. Thisincludeshowtheyworkwithteamsandwithin
organizations. Strategiestomanage people inthis culture shouldbe:

e Allowpeopletodeveloptheirskills andtake control of theirlearning.
e Setclearobjectivesthatpeople agree with.

e Beopenaboutconflictand disagreement, and allow people to engage in
constructive conflict.

In external control (direction) cultures, people believe that nature, or their
environments, controlsthem;they mustwork withtheirenvironmenttoachieve
goals. Atworkorinrelationships, theyfocustheiractionsonothers,andtheyavoid
conflictwhere possible. People oftenneedreassurance thatthey're doing a good job.
Strategiesto manage people inthis culture should be:

Provide people with the right resources to do their jobs effectively.

e Give people directionand regular feedback, sothat they know how theiractions
are affectingtheirenvironment.

e Reassure people thatthey're doing a good job.
e Manage conflictquickly and quietly.

e Do whateveryoucan to boost people's confidence.
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e Balance negative and positive feedback.

e Encourage people to take responsibility fortheirwork.

Typicalinternal-directionculturesinclude Israel,the U.S., Australia, New Zealand, and
the U.K. Typical outer-direction culturesinclude China, Russia, and Saudi Arabia.

The sevendilemmas help managers betterunderstandthe ‘other side’ e.g. whentrying to
make trans-national projects or mergers work. Better understanding reduces the number
of cultural driven misunderstandings and conflicts thereby reducing coordination costs.
The model helps marketers understand how consumers in different countries behave
differently towardsthe same product.

3. Cross Culture Team

The goal of developing and implementing ateam-building programis to improve overall
organizational performance at atime of restructuring. The program has been designedto
help participants visualize the interrelation of the main components of a team-
performance improvement process, namely the phases of team developmentand the four
factorsinfluencingteamperformance:individual differences, cultural factors,
organizational context and environmental factors as showed in the figure.

TEAM DEVELOPMENT
Orientation
TrustBuilding

Goal Clarification
Decision Making
Implementation
Renewal
CULTURAL
FACTORS
Cultural origin
Professional cultures

Generational cultures

ENVIRONMENTAL FACTORS /

Four Factors Influencing Team Performance

Source: Bing, J. & and Gardelliano, S. (2014). Team Buildingat the United Nations Industrial
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Development Organization. ITAP International.

3.1. Team Development

One of the main components to consider while creating and sustaining high
performanceteamsistheteamdevelopmentprocess. The six basic phaseswe utilize
were identified and are always presentin ateam; however, each of them comes into
focusataparticularstage.Ateamthatresolvesthequestionsofeach phaseand
buildsthe nextphaseoverthe lastone is better preparedfor a higherlevel of
performance.Unresolvedquestionsineach phase willdiminishthelevel ofteam
performance,makingtheteamincreasinglyineffective.Abriefdescriptionofeach
phase follows.

3.1.1. Orientation

Inthisphase a certainambiguityexistsinthe mindsoftheteammembersastothe

purpose oftheircomingtogether. Theyneedaclearanswertowhytheyarethere.If
this questionis unsolved, team processes will lead to disorientation, uncertainty and
fearwhichis notthe appropriate conditionfromwhichto enterintothe nextphase.

3.1.2. Trustbuilding

During the second phase, members are engagedin sharing their expectations,
competences and hopeswith other participants, thus building the basic trust and
rapport needed for effective communication.

3.1.3. Goal clarification

Phase three emphasizesdiscussionofteamand individual prioritiesamongmembers.
Additionally, members'roles are clarified and the task to be undertaken isidentified.

3.1.4. Decision making

Atthis phase decisions are taken by participants as to how the team will be managing
resources, time, work processes, constraints, etc.

3.15. Implementation

During phase five, the members actually begin to sequence theirwork according to a
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3.2.

time schedule and a shared vision. Ifthe teamwas able to resolve the key questions
ofthe precedingstages, ahigherlevel of performance can be expected.

3.1.6. Renewal

Thisisthefinalstage,inwhichtheteammemberslookback andreflectonwhatthey
haveachieved,workontheirshortcomingsandpreparethemselvesforthefuture.

Eachofthese phasesofteamdevelopmentisanessential partofthe integrative
model of team performance and is influenced by the organizational context, cultural
factors and individual differences. Now we will examine each of these main areas of
influence separately.

Organizational Context

What outside factorsinfluence the capability of the team to achieve goals? This short
question makesrelevantthe needto analyze how the organizational context affects
team performance. The following factors are considered:

3.2.1. Leadership

The type ofleadershipandits effectiveness needstobe examined, whichincludes
leadership within the team and within the organization and leadership styles which
contribute to effective orineffective management practices. Considerationwas also
giventosituationaland principle-centeredleadershipanditsrelationshipwith
followershipandstrengthsand weaknesses ofthe organization'sleadership norms.

3.2.2. Purpose

Every teamneeds a clear mission. Determination of the purpose of the organization
ordivisionresultsfromthenegotiation processbetween'Whatwe wanttodo'and
'What we have to do'. Goals of the team and purpose of the organization or
organizational units could also require some adjustment.

3.2.3. Structure

Itisimportantto analyze the organizational structure and itsimpacton group work
and team performance. Structure is supposed to solve division of labor problems, not
create them. Three main waysto organize are by

e function;
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e  product, program or project; or

e a mixture of both.

An assessmentshould be carried out to determine the fit of team members'roles
within the organizational structure.

3.24. Rewards

Formal reward systems are no guarantee that staff will actin the way the systemis
attemptingto promptthem. Formal or informal rewards should satisfy team
members'needs, i.e. professional growth, esteem, acceptance, safety. Motivational or
hygienicfactorsshouldalsobe considered, suchas achievement, responsibility, team
recognition,andworkingclimate. The strengthsand weaknesses ofthe reward
systems should be evaluatedto determine if the system properly reinforces team
goals andbehaviors.

3.2.5. Helpful Mechanisms

Mechanisms are needed to help people in working together more effectively.
Mechanisms are helpful when they assistin the coordination or integration of work or
assistpeopleinkeepingtrackofwhetherthingsare goingwellorbadly. Examples
include managementinformational systems, performance appraisals, weekly
problem-solvingmeetings andad hoc brainstorming sessions.

2.2.6. Relationships

This analysis is centered in the relationships:

(@) among people, peersor manager-subordinates;

(b) between organizational units and tasks performed; and
(c) between people, systemsandtechnology.

Itisimportanttoexplore howtheserelationshipsaffectteamperformance. The
qualityofrelationshipsandtheirinterdependence arehighlighted.(Thisarea
dovetails with the analysisin the section on cultural factors.) The relation with the
external environmentofthe organizationis also explored.
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3.3. Cultural Factors

Increased awareness about the nature and effects of cultural differences can
overcome barriers to adjustmentand peak performance withinthe team. The

participants analyze theirown cultural profile using the following dimensions. This
analysisfocuseson cultural factorsratherthan professional orotherissues.

3.3.1. Relationshipswithpeople

Participants explore waysinwhich theyrelate to each other. For example, some may
feelthatfriendship has special obligations and should come firstin working
relationships, while others may give more emphasisto following rulesfirstandless
importance to helping friends.

3.3.2. Attitudestowardstime

Individualteammembersmayhavedifferencesrelatingtohowstronglytheyare
orientatedtotheinfluence ofthe past(forexample,theimportance ofprecedence
and history), the present(forexample, currentorganizational politicsand concerns)
and the future (for example, avision for future development).

3.3.3. Attitudestowards nature

Some people view the environment, fate and current circumstances as acting
powerfullyonindividualsandwillseektoliveinharmonywiththesefactors.Others
may want to manipulate, control and even exploitthe environment. These views may

leadto verydifferentwaysofanalyzingthe feasibilityandimportance of projects.
These attitudes are also highly important in anticipating reactions to field projects.

The analysis of culture differences usingacultural profile questionnairefirsthelps
participants understand how they may be perceived by others and, second, helps
them to modify and expand their understanding of the behaviors of others. Cultural
differences caneitherinhibit oraugment the effectiveness ofteams, dependingin
part on the awareness that each member brings to the team regarding these
differences. Ifmembersview such differences asannoyances or barriers, then the
team's effectiveness will be inhibited. If, on the other hand, members see these
differences as representing alternative ways of both understanding and implementing
the work of theteam, the capacity of the team will be enhanced. Sincethere are
withinallcultures botheffectiveanddifficult(counterproductive) people,itisnotthe
presence of individuals from multiple cultural backgrounds that causes problems but
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ratherthe presence ofthose who are eitherunwillingorunableto carry outthe work
ofthe group. Thisis an importantdistinction, sinceitis oftenassumed thatthe
culturesthemselves mayinhibitthe work of the team. Recent research has suggested
thatalthoughdiverse teamstake more time tocomplete tasksinthe shortrun,inthe
long run they find more creative solutions.

3.4. Individual Differences

Inthe analysisofindividual differences, participantsexploretheirpersonalitytype
and reflectupon theirworking styles and management preferences. With the help of
the Myers-Briggs Type Indicator (MBTI), participants gain a perspective onhow they
are energized, acquire information, make decisions and relate totheir fellow workers.
Withinthe contextofthesefourscalesthey are helpedtounderstandthemselves
and their behaviors and appreciate others, so as to make constructive use of
individual differences. By knowing theirown preferences andlearning about those of
others,they come to knowtheirspecial strengthsand how people with different
preferencescanrelate to each otherand become valuable withinteams.

Additionally, using the Myers-Briggs Type Indicator, the weighting of types within the
teamasawholeisanalyzedanddiscussedwith participants, withregardto the
impactontheteamasawholeandonthelargerorganization.Inthe presentformat
ofthisteam-buildingworkshop,theindividualdifferencesresultingfromtechnical
competences orknowledge andexperience levels are notanalyzed. However, we
believe that in the initial formation of teams, professional competences and
complementary expertise should also be takeninto consideration.

4, Performance in Different Cultures

The increasing number of international companies and the cooling global economy
coincideto highlightthe populartopic of culturaldifferences andtheirimpactonthe
measurementofbusinessunitperformance. Justas a “risingtideliftsall boats,” an
expandingglobaleconomyhelpsalmosteverycompany.Butasthe growthfueled by
economic expansiondecreases, the needforreliable measures of performance becomes
more apparent. Inthe decade since the Balanced Scorecard was firstwritten about, its use
has become widespread. This performance measurementtechnique depends heavily on
nonfinancial measuresand leading indicatorsthatdrive performance.

Alongwith a growing recognition that effective measures of business unit performance
mustinclude more widely applicable strategic measures than those offered by historical
financial performanceistherecognitionthatnonfinancial measuresofteninclude
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behavioral metrics that are affected by culture. A sizable body of research attempts to
pinpoint differences in cultural attitudes and provide guidance on how managers may
avoida cultural bias in performance measurements.

Afamousscholar'sambitiousexaminationofculturaldifferencesandtheirimpacton
businessstudiedemployeesinmorethan 50 nations and has servedas abasis for many
additional studies. One of the appealing characteristics of the research is the intuitive
collaboration most readers can offerfromexperience. The scholareventually identified
fivecultural dimensions:

Effects of Cultural Differences on Business

Low

High

Power distance

Uncertainty
avoidance

Collectivism (vs.

Individualism)

Masculinity (vs.
Femininity)

Long-term (vs. Short-

term) orientation

Delegation, Leadership,
Programmatic employment
relations, Opencommunication

More innovation, Little loyalty,
Strategic oriented

Individual performance and
incentive, Transactional
employment relation

QualityofLife, The genderroles
tend

to overlap, Non-competitive

Focus on short-term results

Positionispower,formalized
roles, Authoritative
leadership

Less innovation, Strong
loyalty,Operational oriented.

Group performanceand
incentive, Family
employment relation

Workisthe focusoflife, Only
male characteristics.,
Competitive

Focus on long-term results

Lair Sale,M(2004).

Performance Appraisal Along CulturalDimensions: Truthor

Consequences.Internationallournalof Strategic CostManagement, Spring, 3-9.

4.1. PowerDistance

Powerdistanceisthe degreetowhichlesspowerfulmembersofaculturewillaccept
the unequaldistributionofpower. Inthe work environment, decentralized authority
witharelativelyflatorganizationalstructureandasmallpercentage of supervisory
personnel characterizeslow powerdistance cultures. Inequality ofrolesis viewed as
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the result of convenience.

Theidealbossisseenasresourceful, practical, orderly,and democratic; theideal boss
dependsonpersonalexperience andthe counselofsubordinates. The boss-employee
relationship is pragmatic. Information flows freely between levels. Institutionalized
grievance channelsare establishedtohandle possible abuse of power. Subordinates
respond to bargaining or reason, and management by objective is likely to be
successful. The salary range between managersand workersisrelatively narrow,and
there are relatively few status symbols and privileges formanagers. Managers tendto
be satisfiedwiththeircareers,includingthelevel ofcompensation. Inlow power
distance cultures, job satisfaction, high performance, and increased productivity
resultfrom employee participationin managementdecisions.

Ontheotherhand,inhighpowerdistancecultures,authorityisconcentratedatthe
top ofaverticalorganizationalstructure. There are relatively more supervisory
personnel, andthe resulting differencesinpower are an accepted inequality between
higher-level and lower-levelindividuals. Managers rely on formalized roles inwhich
authority isvested and workers expectto be toldwhatto do withoutconsultation.

Close supervisionand authoritative leadership are expectedtoleadto job
satisfaction, higherperformance, and increased productivity.

Inaddition,communications betweenthe superiorandthe subordinate tendto
proceedfromthe top-down,andarelesslikelytoproceedfromthe bottom-upin
highpower-distancecultures. Itisconsideredinappropriateforpeopleininferior
positions(subordinatesintheworkplace)toexpressopinionscountertothose of
peopleinsuperiorpositions—especiallywhenthe statusquo prescribesthatthe
formershouldremainsupportiveandsubservienttothelatter.Becauseopenand
directcommunicationin highpower-distance societiesisrestrainedorimplicitly
discouraged, itis plausible toexpect negative reactions to performance appraisal
from employees and managers. A researcher noted that communication patternsin
individualisticcultures,suchasthe United States, tendto berelativelydirectand
clear, while thosein collectivistcultures, suchas Taiwanand Singapore, tendto be
less direct and more implicit.

4.2. Uncertainty Avoidance

Uncertainty avoidance is defined bythe scholarasthe degreethatmembersofa
culturefeartheunknownorfeelstressedbychangeand ambiguity. Cultureswitha
low degree of uncertainty avoidance do not feel stressed andthreatened when faced
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with change and ambiguity. Low uncertainty avoidance cultures have a relatively
short average duration of employmentwith each employer and feel little loyalty to
the employer. Althoughself-employmentisuncommon,theyprefertoworkfor
smaller organizations.

The power of superiors depends on their position and relationships. Innovators feel
independent ofthe rules, and renegades are championed. A relatively high number of
trademarks are granted and, although innovationis encouraged, itis not necessarily
takenseriously. Precisionand punctuality must be learned and managed, butthereis
little demandforflexible workinghours. Thereisa general skepticismtoward
technological solutions and rather than relying on expertise and specialists,
confidenceisplaced on generalistsandcommonsense. Activities are oriented toward
relationshipsratherthantasks,and managersfeelconfidentintheambitionand
leadership ability of theiremployees. Topmanagers tendto concentrate on strategy.

Inhighuncertaintyavoidance cultures,thereisastrongloyaltytoone’semployer,
andjobtenureisrelatively high. Arelatively highnumberofindividuals are self-
employed, butthosewho are nottendto preferlargerorganizations. The power of
managers depends on theirability to control uncertainty. Innovators feel constrained
bytherules,andradicalideasareavoidedinfavoroftherationalsolution. Thereisa
strong reliance ontechnical solutions, specialists,andexpertise. Fewtrademarks are
granted, and innovationis resisted. Aninnovation, once accepted, becomesthe norm
andisappliedconsistently. Precisionandpunctualitycome naturally,andflexible
workinghoursare popular. Managers donothave confidenceinthe ambitionand
leadershipabilitiesofsubordinates, andtop managementis deeplyinvolvedin
operations.

In addition, people expectthatthere isan absolute and correct way of perceiving and
carrying out duties atwork in high uncertainty-avoidance cultures. Employees assume
that the superioris the one with the knowledge (‘in-the-know’). Bosses are expected
togiveclearand unambiguousinstructionstotheirsubordinates. Incontrast,inlow
uncertainty-avoidance cultures, the process of performance appraisal allows
subordinatestoengageindiscussionswiththeirsuperiorsaboutissuesthatarise
from the appraisal. Subordinates are even encouraged to explore the validity of their
appraisalswith their superiors.

4.3. Individualismversus Collectivism

Individualismand collectivism are opposites. Itisexplainedthat,inanindividualist
society,tiesbetweenindividualsarelooseand people areexpectedtolookafter
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themselves. Inacollectivistsociety peopleintegrate into strong, cohesive groups and
tendto dowhatis bestforthe group. Inahighindividualistsociety, tiesbetween
individualsareloose, and people are expected towatch out forthemselves.
Employeesare expectedto actin their own economic bestinterest, and employee-
employerrelationshipsareseenastransactionsinalabormarket.However,
employee commitmenttothe organizationis high, and poor performance is reason
for dismissal. Family relationships have anegative impacton hiringdecisions, and
special treatmentfor family or friends is unethical.

Training is most effective when focused atthe individual level. More people report
workingindividuallyandthereisagreatdealofrelianceonindividual decisions.
Employeesworklongerhours, butmaintainmore control overjob and working
conditions. The compositionofworkgroupsis basedontheindividual criteriaofthe
memberwithout regardfor any personal associations or characteristics the members
share andrelationshipswith coworkersare notbased ontheirgroup identity. In
businessrelationships, taskand company prevail over personal relationships. The
preferredrewardallocationisbased onwhatis equitable fortheindividual,and
incentivesarepreferredforindividuals. Directappraisalofperformanceleadsto
higherproductivity. The prevailingattitudeisthatopencommunicationabouthow
one feels aboutothers aids productivity.

In high collectivism cultures, employees are expectedtoact in the bestinterest of
theirown"in-group."Employee-employerrelationshipsareseenasapersonal
commitment akin to family relationships. However, employee commitmentto the
organizationislow, and poor performanceis addressed by assigning other tasks.

Family relationships are given priority in hiring decisions, and special treatment for
family and friendsis expected. Trainingis most effective when focused on the group;
more people reportworkingand making decisionsinteams. Employees work fewer
hours, and maintainless control overjob and working conditions. The composition of
workgroupsisbasedongroupcriteria, suchas ethnicity,andthe relationshipwith
coworkersis cordial withinthe group but hostile to those outside.

Inbusinessrelationships, personalrelationships prevailovercompanyandtask. The
preferred reward allocationis based on whatis equitable between groups but equal
toindividualswithinthe group. Group incentives are preferred overthose for

individuals. Itis believed thatdirectappraisal of performance is a threat to harmony

and that opencommunication about how one feels aboutothers will spoil
cooperation.
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Ontheonehand, peopleincollective societies, likethoseinChina,shouldbeless
amenableto performance appraisal because the Chinese draw oninter-dependence
asthe basis of theirself-identities. The collective Chinese culture implicitly socializes
peopletoevaluate behaviorsintermsof situationsand contexts. Theyare more
willing to accept appraisals that take into account factors unrelated to work
performance, or factors that fall outside the work context. In other words, one’s
behavioris neverexaminedorassessedinavacuum (detachedfromits environment),
or withouttakinginto accountthe influence ofthe contextor influences from
multiple sources. A researchernotedthat Chinese rated both off-the-job and on-the
jobbehavioras equallyimportant. Researchers also reported that HK managerswere
more likely toinclude personality as a performance criterion than UK managers were.
Thisis consistentwith the findings that show Asian managers have different cognitive
models of performance, compared with their UK counterparts. Generally, peoplein
collectivist cultures view performance appraisal as more appropriate for
developmental than foradministrative purposes. On the other hand, ample evidence
supportsthe notionthatpeople in HKand the Chinawillwelcomethe application of
performance appraisal inwork settings. People inboth regions are governed undera
specialadministrative (economic) scheme where capitalismis confinedwithinChina’s
socialisticregime.Peopleintheseregionsareencouragedtobe self-reliant,and
rewards based on individualinitiative are highly encouraged. Aslong as interpersonal
harmony is maintained, competitionis encouraged.

4.4. Masculinity versus Femininity

Masculinity and femininity are opposites. According to the scholar, in masculine
societiesthenormisformentobeassertiveandfocusedonmaterial,whilethe norm
isforwomentobetender,modest,and concernedwiththe quality oflife.Incontrast,
genderroles overlapin feminine societies. Inmasculine societies, the normis for men
tobeassertiveandfocusedonthe material,whilewomenareexpectedtobetender,
modest,and concerned aboutthe qualityoflife. Infeminine societies,thegender
rolestendtooverlap,andbothmenandwomenare expectedtobe tender,modest,
and concerned about quality of life.

In more masculine societies, work s the focus of life. The expectationis thatwork
should not only offer security and compensation, but should also be interesting.
Managers areexpectedtobedecisive, firm,assertive, competitive,andjust.
Successfulmanagers areseenasfolkheroeswith solely male characteristics. Men are
expectedto be more competitive than womenin attaining career goals, and members
ofeithergenderwhowantsuccessexpecttoinconveniencetheirfamiliestoattain
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successatwork. Thecompensationgapiswiderbetweenthegenders,andfewer
women hold managementpositions. There is higherjob stress and burnoutin healthy
employees, butlowerabsenteeismdue to sickness. Conflicts are resolved through
denialorfightingitoutuntilthe best"man"wins.Managerspreferlargercompanies
andhigherpayinlieuofleisuretime,andthey have ambitiouscareeraspirations.

Infeminine cultures,workisseennotasthefocusoflife butasawaytosupportthe
more importantthingsinlife. Thefocusofworklifeisonrelationships andworking
conditions.Managersareexpectedtobeintuitive andsensitivetotheneedsand
counsel of others. Successfulmanagers are seenas employeeswhoare justdoing
theirjobs and who possess both male and female characteristics. Neithermen nor
womenare expectedtobe competitiveinattainingcareergoals,and members of
eithergenderare lesslikelytoinconvenience theirfamilies forcareersuccess. The
compensation gap between the genders narrows and more women are in
management. There islowerjob stressand burnout in healthy employees, butthere
ishigherabsenteeismbecause of sickness. Conflictsareresolvedthroughproblem

solving, compromise, and negotiations. Managers prefersmallercompanies and
fewerhours worked in lieu of high pay, and they have more modest career ambitions.

4.5. Short-Term Orientation versus Long-Term Orientation

Long-termversusshort-termorientationisconcernedwithwhetherpeoplefocuson
the future or the present. Cultureswith a long-termorientation focus on future
rewards, perseverance,andthrift.In contrast, cultureswithashorttermorientation
value respectfor tradition and fulfilling social responsibilities. Cultures with ashort-
term orientation value respect for tradition, saving face, and fulfilli ng social
responsibilities. Inthe work environment, cultures thatare low in long-term
orientationtendtofocusonshort-termresults,suchastheimmediateimpactonthe
bottom line. They tendto keep family and business spheres separate and condone
work for mothers of young children. Additionally, the level apersonattainsboth
sociallyand economically reflects ability.

On the other hand, cultures high in long-term orientation focus on building business
relationships, marketshare, and future rewards, particularly perseverance and thrift.
Thereisaverticaland horizontal coordination of work and family life, with many
relationshipssharingbothrealms.Itis thoughtthat young children ofworking
motherssufferfromthe factthattheir motherswork. Ingeneral,itis believedthatall
people shouldlive more or less equally.
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5.

Otherthanaboveeffects,wewouldmentionaboutConfuciandynamism(CD).CD
correlates positively with power distance. People livinginsocieties thatscore highin
CD believe thatperseveranceis apathto overcome hardships. Thisreliance on effort,
personalqualities, andself-determinationis consistentwiththebeliefthatone’s
successortriumphistheresultofinternalattributesthatarisefromindividual effort.
Hence,weexpectthatemployeeswill attribute theirworkperformancetointernal
factors, andtheywill prefertheirappraisalsto be weighted more on effortthanon
actual work outcomes/performance.

Peoplelivinginsocietiesthatscore highin CD expectthatinterpersonalrelations are
arranged in a hierarchical order, and that one should observe this order of
relationshipbystatus. Thisisalsorelatedtothe dimensionofpowerdistance,inthat
inthe appraisal process, the subordinate may not express views thatcould jeopardize
the order of relations between himorher and the superior.

Finally, we expectthatthe people orientedtowardsthe future will see a positive
effectofperformance appraisal onthe achievementoflong-termorganizational
goals. Atthe otherend ofthe continuum, we expectthatonewhois concernedabout
maintaining(orsaving)faceandwho preferssteadinessandstabilitywill probably
have reservations aboutthe utility of performance appraisal. With these
considerationsin mind, we expectthat peopleinsocieties thatscore highin CD (such
as HK) are likely towelcome feedback thatis direct and frank, and they are alsolikely
to welcome theintroduction of performance appraisal ingeneral.

Global Diversity

Managing diversity hasbeenchallengingemployersfordecades, butinthe past 20 years
companieshave beguntorealize thatdifferencesingender,race,ethnicity, sexual
orientation, religion,age andotherfactors can beleveragedtothe advantage ofan
organization,notjustmanagedtoavoidlawsuits. Infact, fortyyearsafterthecivilrights
movementledto the developmentofa complexframeworkof antidiscrimination
legislationinthe United States or other advanced countries, leading companies have gone
farbeyondthe nondiscriminationrequirements mandatedbylawtotryto leveragethe
differences amongtheiremployeestorecruitand retain the top talentavailable regardless
of difference. Recent attention to the economic benefits that can be derived from diversity
hasmovedthediscussionfromcompaniestakingamoral stance ondiversity (doingitis
“the rightthingto do”)to a businesscase approach tothe issue. The factofever-
increasing diversity in the workforce, through immigration and demographic shifts, has
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made it a top priority of leading companies around the world.

Thephenomenonofglobalizationhasaddedanotherlayerofcomplexitytoworkforce
management, and has moved diversity tothe forefrontofissues facedby global as well as
American and European companies. Whether managing multicultural teams, ensuring
effective cross-culturalcommunications,developingandretainingaglobal cadre of
leaders,ormerelytryingto complywith myriadlocal workforce lawsandregulations,
human resources professionals areincreasingly dealing withissues thatfall under the
heading of global diversity.

Forsome companies, turning diversity initiativesinto global programs enhances the cache
of the efforts. While local domesticdiversity initiativesin the parent country can
sometimesfaceresistance (sometimesreferredtoas “diversityfatigue”)because of
perceptions that these initiatives are only forwomen and minorities, global programs can
often get the attention of seniorleaders and a widerrange of employees thatunderstand
the challenges of globalization. Currently many companies with multinational operations
have begun to considerdiversity as a global initiative, have developedaglobal business
case, and have extended some programs outside the parent country. They oftenhave a
dedicatedglobaldiversitystaffthatprovidesassistanceworldwide. Butwhilethereis
clearlyincreasedfocusondiversityoutsidethe parentcountry,formanycompaniesitis
less apparent how to approach the challenge, and many organizations struggle with how
to expandtheir ongoingdomesticefforts outside the parent country.

Why global diversity?— The main drivers There are many drivers for this trend, not least of
whichisthe trend towardsglobalizationthatisaffectingeveryaspectofbusinessand
human resources management. In addition, laws prohibiting discrimination and
harassmentwereonceconsideredaUS phenomenon,butarenowinplace throughout
Europe and many other parts ofthe world. In fact, prohibitions against sexual harassment
arebeingimplementedin Asiancountriesaswomenbeginbreakintothe workforcein
larger numbers and, with higherlevels of educationthan everbefore, they are beginning
to climb to higherlevels within organizations. Accompanying the new antidiscrimination
legislation, and possibly more important, is agrowing awareness ofrights of employees
aroundtheworld. Similartothe effectsofthe civilrightsandwomen’s movementsinthe
US, the growing awareness of rights is empowering many women and ethnic minoritiesin
the workforce around the world, and increasing expectations of equality and opportunity
in theworkplace.

Simultaneously,nongovernmental organizations (NGOs) are pressuringcompaniestodo
more forwomen, minorities, socially and economically disadvantaged groups, and people
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withdisabilities,aspartofcorporate socialresponsibility efforts. Andlast, butcertainly
notleast,the “businesscase’forglobaldiversityisbeingdrivenbylaborshortagesanda
global war fortalent, global markets requiring multicultural awareness and understanding,
and the productivity and innovation benefits derived fromdiverse teams.

5.1. Create Partnership

Thefirstprinciple ofanydiversity strategy,globalorotherwise,shouldbe thatitis
createdin partnershipwith representatives ofkey stakeholdersthroughoutthe
organization. The first step is to create partnerships by getting to know your
managementand HR partners at the global, business unit, functional, regional, and
local levels. Creating Key Partnerships: Work withyour partners to:

Develop Diversity Create a global

Create Partnership
diversity structure

Strategy

To develop a corporate
statement about respect,
difference,andtheshared
goals and values of the
organization.

employees, while a
ling some sort of
zed support and

Implement the Communicate the

Startout in global diversity diversity strategy diversity

e Multi-country approach
* Top-down approach

To develop a common
understanding of diversity,
and how it applies at the
local level.

Principle of diversity strategy

Source: MacGillivray, E.D. & Golden, D. (2007). Global Diversity: Managing and Leveraging
Diversity in a Global Workforce. International HR Journal, Summber, 38-46.

e Understand local values and figure out how those mightintersect—orcome into
conflictwith—those of otherunits orwith the company’s statedglobal values.

e Learnaboutthe political, economic, social,and legal environmentin each
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country.

e Identifythetypesofdiversitythatare significantineachlocationorunit(e.g.,
religious, ethnic, tribal, professional discipline—“any difference that makes a
difference”inhowemployees see each otherand work together).

e Articulate the motivations and concerns for stakeholders (customers, suppliers,
employees, community, etc.) ateach level.

e Analyzeorganizational effectivenessineachlocation or unitthrough a diversity
lens(i.e.,whatarewe good at, whatobstaclesexist,andhowmightdiversity
issues contribute to the current state).

5.2. Develop DiversityStrategy

The second stepin creating a global diversity strategyisto develop acorporate
statementaboutrespect,difference,andthe sharedgoalsandvaluesofthe

organization. Terminology can be difficult, and an initial hurdle is often how to explain
the conceptandstrategiesinawaythattranslatesoutsidetheparentcountry.Ina

study of Fortune 500 companies, nine outoften saidthattheirexperiencesin
discussingdiversityoraffirmativeactionwithnon-U.S.partsoftheorganization
revealedthe significantly differentmannerinwhich genderand especially race are

viewed inother social cultures. One participant describeditthis way:

Changing the message to one more palatable to non-parentcountry employees, such
asinclusion, can help bridge the cultural gap to some extent. However, forcompanies
whose cultureisstillnottruly global, theireffortsto addressparentcountry- based
affirmative actionrequirements and the issues of historically disadvantaged groups
will continue to face resistance.

5.3. Create a global diversitystructure

Thenextstepistocreateaglobaldiversitystructure,andtherearemanywaystodo
this. One key aspect of any structure isto empowerlocal organizations as well as line

employees,whilealsoprovidingsomesortofcentralizedsupportand monitoring.
Structure of the Global Diversity Organization: Every global diversity structure should:

e Giveownershipoftheinitiative toline people atall levels ofthe organization.
e Involve seniorleadership.

e Delegate responsibility and authority to the local level while simultaneously
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driving corporate-wide initiatives.

e Providechannelsthroughwhichtocoordinate activitiesandsharelessons
learnedglobally (suchas reportingmechanisms, in-personand virtual meetings,
knowledge managementtools and practices)

e Buildinsomekindofcentralreviewsystemtoensurethatattentionremains
focusedon global diversity (e.g., periodic progress reports to seniorleaders by
each business unitor region)

e Addresshow corporate-wide and local activities will be funded, including
whetherand underwhatcircumstancesaffinitygroupswillbefunded

The compliance aspect of global diversityis oftena distinct function, evenif handled
by the same individual. Typically compliance objectives and goals are differentfrom
diversity goals, and some companies structure the diversity functionto reflectthis. In
others, however,the global diversityand compliance functions are combined.

Because asuccessfulglobal diversity programrequiresthatlocal partnersare
accessible, the structure set up should provide access to these partners. There are a
number of different models for doing this. Some companies have dedicated diversity
professionalsatvariouslevelsintheorganization.Somerelyonvirtualteamsthat
bringexpertise fromvariousparts ofthe organizationtoworktogetherondiversity-
relatedtasks. Forexample, diversity communications mightbe handled by a global
diversity communications team consisting of representatives from public relations,
marketing, employee communications, and staffing, augmented by local teams of a
similarmake up. Othercompaniesworkthroughdiversity councilsatthe global,
regional,local,and/orbusinessunitlevels. Othersrelyonteams of volunteers
facilitatedbydiversityorHR professionals.

Key attributes of the global diversity structure:

Ownership ofthe initiative by line people atall levels ofthe organization.
¢ Involvementof seniorleadership.

e Delegation of responsibility and authority to the local level while simultaneously
driving corporate-wide initiatives

e Channelsthroughwhichtocoordinate activitiesandsharelessonslearned
globally (e.g., reporting mechanisms, in-personand virtual meetings, knowledge
managementtools and practices)
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e  Some type of central review systemto ensure that attention remains focused on
diversity (e.g., periodic progress reports to top management by each business
unit orregion)

e Definition of how global and local activities will be funded, including whetherand
underwhat circumstances employee networkswill be subsidized.

5.4. Communicate the diversity

There are alsodifferences between developed and developing nations: developed
countriestendto perceive fundamentalrightsas civiland political rightssuch as
freedom of speech and religion and freedom from discrimination, and believe them
tobeofprimaryimportance.Indevelopingnations,however,economicandsocial
rights, such as food, shelterand education, are often higher priorities. Consequently,
akeychallenge forany organizationisto developacommon understanding of
diversity,and how it applies atthe local level. This processis critical and may well be
time consuming. However, once itisachieved, through research and dialogue with
employeesinlocal areas, goals can be setthat match local needs and thatfitin to the
overallorganizationframeworkofvaluesthatthe organizationhasdefined. For
example insome locations, increasing the numberof women in management might
bethemaingoal, whileinothers,the objective mightbe toincrease opportunities of
peoplefromlowercastes,ortoaddressabullyingproblem.Otherkeystepsinclude
communicating the organization’s approach to diversity across the organizationand
ensuringthatitis reinforced repeatedly atall levels.

Corporate-wide, business unit, and local diversity goals will be based on what you and
your partners have learned about:

What strengths does the company already have—in the marketplace, in its
management practices, in its workforce profile—that could be further capitalized on?

e  Which groups seemto be excluded orlack full access to opportunity?
e  What barriersto full contribution by all employeeshave beenidentified?
e Aroundwhichissuesis there enthusiasmforchange among employees?

e  Where canyou have an immediate impact?

5.5. Implement the diversity strategy

Depending on the changes that need to be made in order to achieve the goals set, an
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actionplancanbecreatedtoimplementthe strategydevised. Therearedifferent
levels to consider: individual behavior orwhat individual employees do, intentionally
or unintentionally, thatwould help the organizationreachits goals or that might
interferewithreachingthosegoals. Trainingisthe mostoftenemployedvehiclefor
encouragingdesirable behaviors, butbestpractice companiesalso use performance
management, rewards and recognition, careerdevelopment, and mentoring. Beyond
theindividuallevel, itiscriticalin global organizationsto ensure that multicultural
work teams be made as effective aspossible. Thismightentail process redesign, or
individuals on a team might need to develop skills in areas such as conflict
management, cross-cultural communications, listening, and processing complex
information. Afurtherlevel ofimplementationrequiresmanagerinvolvementand
support. Many companiesrequire managersto meet diversity goals. While top global
companiesprovide enoughflexibilityinthe goalsetting processto permiteach
managertodecidewhatisimportantandachievableinhisorhersituationorregion,
there also mustbe somekind of oversightandaccountabilityforthose decisions.

5.6. Two Approaches

For companies starting outin global diversity, there are two possible approaches to
take, which will depend onthe organization’s structure and culture.

5.6.1. Multi-country approach

One approach is a multi-country approach, where programs and initiatives are
developedandimplementedbypeopleinvariouslocales. This modelis typicallyusedby
very decentralized companies, and can be beneficial because local leaders take
ownership of the initiatives. Andthese leaders and councils tend to have detailed local
knowledge of customs, laws and culturalissuesthatneedtobe addressed.Local
commitmenttendstobehigherusingthisapproach. Onthedownside,however,the
lackofoverarchingcorporate guidance canmeaninconsistentlevelsofworkacross
regions. And typically companies usingthis model do not have dedicated global diversity
staff, butrather personnelthat are workingon diversity intheir spare time.

5.6.2. Top-downapproach

Asecondapproachto globaldiversitythatis more appropriate formore centralized
organizationsisatop-downapproachwherediversityishard-wiredintoallbusiness
unitsfromthe corporate level. Companies usingthis approach can ensure consistencyin
messageand offerassistancewithdevelopmentandimplementationofprograms.

However, care must be taken to ensure that local commitment is developed and that
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programs are not viewed as “HQ imports”.
6. Corporate Saocial Responsibility (CSR)
6.1. Corporate social responsibility (CSR)

Corporate socialresponsibility (CSR),accordingtothe World Business Council for
Sustainable Development, is “the continuing commitmentby businessto behave
ethically and contribute to economic development while improving the quality of life of
theworkforceandtheirfamiliesaswellasthelocal communityand societyatlarge”.
So, CSRis astrategy thatseeksto systematicallyintegrate the economic, environmental
and social impact of businessinto the managementof business, with the vision to make
the future betteror atleastsustainit at the presentprevailing condition.

6.2. Sustainable Development Goals (SDGs)

Considering the growing importance of focusing on sustainable development, on
September25, 2015, 193 countries, including Nepal, agreed and adopteda setof goals
as part of the new global sustainable development agenda. The Sustainable
DevelopmentGoals (SDGs) provide apowerful framework forbusinessestoengagein
CSR, and define global priorities for 2030 and representan opportunity to put the world
onasustainable path. The SDGsfocusto endpoverty,protectthe planetandensure
prosperityforall,aspartofanewsustainabledevelopmentagenda.Atotalof17goals
andl169targetsaresettobe achievedby2030 andtherealizationofthe same callsfor
a collective effortfromthe government, the corporates and the civil society
organizations.

6.3. Environmental, Social, and Governance (ESG)

Environmental, Social,and Governance (ESG) criteria are a set of standards for CSR
whichare usedby sociallyconsciousinvestorstoscreeninvestments. integratingESGas
aremunerative facetofbusinessmodels—andasariskmanagementstrategy.
Employees, potential hires, customers, and consumers are reacting positively toESG
efforts by companies. And among many stakeholders, financial performanceisno longer
consideredatradeoffto ESG initiatives. Governmentandinvestors have been paying
increasingattentionto ESG issues, and attemptingtodevelop ESGfactorsinto
quantifiable, reliable indicators of acompany’s long-term viability (often referenced
under the broad definition of sustainability and/or Corporate Social Responsibility
(“CSR”)). CSRrepresentsacompany’seffortstohave a positiveimpactonits employees,
consumers,the environmentandwidercommunity.It’saformofself-regulationthat



mostlarge companies report on annually. ESG, on the other hand, measuresthese
activitiesto arrive at amore precise assessmentofa company’s actions. In particular,
ESG looks at howbusinesses:

+  How companies respondto climate change;

+  How appropriately they manage water supplies;
+  How they implement safety policies;

+  How they manage supply chains; and,

+  Theircommitmentto transparency and diversity.

6.4. Social Return on Investment (SROI)

Social ReturnonInvestment(SROI)isan outcomes-based measurementtoolthathelps
organizationsto understand and quantify the social, environmental and economicvalue
they are creating that are not traditionally reflected in financial statements. SROI
analysis produces a narrative of how an organization creates and destroysvalueinthe
course ofmakingchangeintheworld,andaratiothatstateshowmuch socialvalueis
created for every of investment.

6.5. HR and CSR/SDGs/ESG/SROI

HR, especiallyforChiefhumanresource officers(CHROs)typically playasignificantrole
inworkingwiththe CEOto cultivate culture, the company’semployee brand(e.g.,
through employee engagementand strategies to reinforce and improve the employee
experience),aswellasservingasacompanybusinessleaderandthe company
conscience. Thus,itisnotsurprisingthat CHROs are closelyinvolvedindevelopingESG
and CSR policy attheir companies.

More than ever before, shareholders expect ESG reporting that is transparent,
accessible,andforward-looking. CEOsnow cite socialimpact as theirtop concernand
managementpriority. This means that conceivingand supporting the pillars of ESG
strategy fall squarely withinthe purview of HR executives. HR can help with CSR/ESG
reporting by starting with the following areas:
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Implement
1 and encourage
green

* Community Relations
* Training and Development
* HRIS

6.5.1. Implementand encourage green practices

Implement green practices to assist in environmental waste reduction, while promoting
and encouraging stewardship growth, better corporate ethics and long-lasting practices
that promote both personal and corporate accountability.

Thevalueinherentinembracinggreenaspectsofcorporateresponsibilityisclearly
understood, given the direct impact that rising energy and utility costs have on
employees'pocketbooks. Conservationhasbhecomean accepted meansofmakingour
planethealthier. Reducing each employee's carbon footprintis a great way of getting
energy conservationand recyclingwaste initiatives off the ground.

The valueinherentinembracing green aspects of corporate responsibilityis clearly
understood, given the direct impact that rising energy and utility costs have on
employees'pocketbooks. Conservationhasbecome an accepted meansof making our
planethealthier.

Reducingeachemployee's carbonfootprintisagreatway of gettingenergy
conservation and recyclingwaste initiatives off the ground. Here are suggestionsto
start:

e Recycle paper,cans, and bottlesin the office; recognize departmental efforts.

e Collectfood, and especially donations, forvictims of floods, hurricanes and other
natural disasters around the globe.

e Encouragereducedenergyconsumption;subsidizetransitpasses, makeiteasy
foremployeesto carpool, encourage staggered staffingto allow after rush hour
transit.
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e Permittelecommuting and allow employees working remotely tothe degree
possible.

e  Encourage shutting off lights, computers, and printers afterwork hours and on
weekends forfurtherenergy reductions.

e  Work with IT to switch to laptops over desktop computers. (Laptops consume up
to 90% less power.)

e Increasethe use ofteleconferencing, ratherthanon-site meetings andtrips.

e Promote brown-baggingin the office to help employees reduce fatand calories
to live healthierlives andreduce packaging waste, too.

6.5.2. Fostera culture of social responsibility

Creatingaculture of change and responsibility startswithHR. Gettingthe younger
employees,whoarealready environmentally conscious, excited aboutfreshCorporate
Social Responsibility initiativesis a great way to begin. A committed set of employees
whoinfuse enthusiasmforsuch programswouldenablefriendly competitionand
recognition programs.

Alltoo often, employees and employers atall levels, who competed foradvancement
and recognitionin harsh workplaces, were forcedto accept corporate misconductand
waste as “business as usual.”

Employerbrands are being eroded and the once sacred trustthatemployees had with
stable pensions,definedbenefits,andlifelongjobs,arebeingreplacedwith payfor
performance and adjustmentto newlearning goals. In thisenvironment,

Corporate SocialResponsibility cangoalongway inrehabilitating the employerbrand
with potential new hires and society at large. It can help defeat the image that
corporate objectives are rootedin single-minded profitatthe expense of society and
the environment.

Social and community connections thatare encouraged by employersgive employees
permissionto involve theircompaniesin meaningful wayswith the community. Share
and communicate the value of corporate social responsibility toemployees andthe
community.

Celebratingsuccessisimportantto sustainthe momentum of any CSR program.
Involvingcompanyleaders, and praisingthe success oftheseinitiatives, givesthe
program real meaning.
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In the rapidly expanding global workplace, the celebration of these successes not only
drives the implementation of Corporate Social Responsibility initiatives butalso allows
sound corporate HR practicesto enable them.

Additionally, the publicity aboutthese successes creates a mutual understanding of the
cultures within each region that the company serves. The local population knows that,
in additionto providing jobs, the company takes an active interestin, and participates in
local issues.

6.5.3. Three KeyAreas of CSR

Focusingon threekeyareas of Corporate Social Responsibility canhelpcreate a
cohesive map forthe presentand future:

Community Relations

Encouraging Community RelationsthroughyourHR teamincludesimplementingreward
programs, charitable contributionsand encouragingcommunityinvolvementand
practices. Examplesofthese programsinclude sendingemailsandcompany newsletters
tostaffmembersthat highlightemployeesandmanagersinvolved incommunity
relations or creating monthly reward programs to recognize efforts by individuals within
the company.

Training and Development

Training and Development programs that explain the connection between the
company’s core products or services and the society atlarge and theirvalue to the local
community. They mustalsoidentifywaysinwhichemployeescangetinvolvedin
appropriate CSR projectswould sustainand directthese initiatives.

Human Resource Information System (HRIS)

Global Corporate Social Responsibility policy, centrally managed, isimportantto
acknowledge successes and measurements according to accepted standards. Central to
measuring and communicating these results is the use of a Web-based Human
ResourcesInformationSystem(HRIS)that isavailablegloballytoemployeesand
managers with any Web browser.

In order to encourage and maintain a clear and cohesive global workplace, itis critical
forthe entire globalworkforce ofacompanytobe onasingle, multi-functioningHR
platform, which allows fordistributing a sound corporate responsibility plan.
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Having a global HR solution that offers companies flexibility, ease of use and the right
mix of tools is essential tothe success of both employees and employers alike, asthey
manage and maintainwork-life balanceandthriveinachanging environmentthat
includestaking on social responsibility.

The successofyourCorporate SocialResponsibility planis possiblewithanHRIS that
provides the capability to effectively plan, control and manage your goals, achieve
efficiencyandquality,andimprove employee andmanagercommunications.

The flexibility of your HRIS systemis critical to tracking and pursuinga sound Corporate
Social Responsibility plananda Web-based system provides an unparalleled level of
both scalabilityand accessibility toimplementyour Corporate Social Responsibility plan
at a globallevel.

6.5.4. Linking CSR and Sustainability

Sustainability is responsibility for the impact that the organization exerts on its
surroundings,inbusiness, environmentalandsocialterms. Conscious managementof

the impact translatesintolower costs, improved external relations and bettermanaged
risks.

Sustainability is skilled positioning of the organizationinthe economicreality, taking
accountofthesocialandeconomicchallenges,environmentalopportunitiesand
threats. The awareness that the organization functions within a broader framework,
amid complex interrelations with many stakeholder groups, allowsitto get ready and
make use of the opportunities linked with sustainability.

Sustainabilityisawarenessthateach entityis surrounded by stakeholders. Building and
cultivatinggoodrelationswith stakeholdersbasedonengagementanddialogueis
crucial, because it not only affectsthe possibilities to manage risks, but also supports
development and gives the organization a competitive edge.

Sustainabilityistransformation and development of the organizationas well as creation
ofitslong-termvaluebasedoninnovationaswellasintellectualandrelationcapital.

Itis very easy to notice that Business Sustainability talks alot about the future, forward
thinking plans to sustain abusiness and improve targets, for instance, waste reduction
and innovative branddevelopmentare examples of business sustainability projects,
while CSRinvolvesdeedsthathavebeendoneinthepasttosupportone community
projectorthe otherlike buildingalibraryto supportliteracy in acommunity, or
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providing a health care center for a community.

Many businesses carry outtheir CSR initiatives byidentifyinganissueinthe community,
and providing somethingto help ease the issue. But these initiatives don’talwaysalign
with the strategy of the business. Thisincreasesthe risk of the initiative being perceived
as greenwashing, or as short-termwith no long lasting positive implications.

When companies carry out CSR, more often than not, they aim it at external
stakeholders.Forexample,itwouldbeoddtohearanorganizationcallanimproved
employee welfare systemorareplacementplanforenergy saving bulbsa CSR project.
Mosttimes, CSR projects are targetedat specificdemographics and groups of people.
Business sustainability, onthe other hand, alsoincorporates abusiness’internal
stakeholdersaswellasthewaythe companyactuallyconductsitsbusiness.

Bothconceptsof CSR and Business Sustainabilityarebeneficialandhighlynecessaryfor
any company regardlessoftheir size or peculiarityinbusiness operations. We have seen
that the underlying factor in both concepts is Impact — because how a business’
decision, processandprojectaffectspeople,theplanetandtheir profitisverycritical
forboth presentand future generations. So,no matterwhich abusinesschoosesin
ordertomake animpact, whether CSR or Business Sustainability, itwouldrequire
changes in the way they do business.

HR managers can play a stronger role building organizational insightsin thisarea and
aligningincentive compensationwith strategic sustainability objectives. Avalue-added
HR professional will supportthe organization to anticipate and manage these profound
labormarketand societal shiftstofosterbusinessand social success. HR managers must
findwaystobring CSR and sustainabilityintoscopewhen sourcingand optimizing
talent. This helpsachieve organizational outcomestorealize CSR’spoweras atop driver
of employee engagementand retention.



102

Reference

- Adler, N.J. & Gundersen, A. (2007). International Dimensions of Organizational Behavior
(5 edition). Boston, MA, US: South-Western College Pub.

- Adler, P. (1975). The Transitional Experience: An Alternative View of Culture Shock.
Journal of Humanistic Psychology, 15(4), 13-23.

- Avruch, K. & Black, P. (1993). "Conflict Resolution in Intercultural Settings: Problems
and Prospects," in Conflict Resolution Theory and Practice: Integration and Application
edited by Dennis Sandole and Hugo van der Merwe. New York, US: St. Martin's Press,
1993.

= Beechler,S.&Javidan, M. (2007).“LeadingwithaGlobalMindset.”In‘Advancesin
International Management. Vol. 19, The Global Mindset edited by M. Javidan, M.A. Hitt,
and R.M. Steers, 131-170. Oxford, UK: Elsevier.

- Bennett, M. (1993).“A Developmental Model of Intercultural Sensitivity.” Derived from:
Bennett, Milton J. "Towards a Developmental Model of Intercultural Sensitivity" in R.
Michael Paige, ed. Education for the Intercultural Experience. Yarmouth, ME:

Intercultural Press.

= Bing, J. & and Gardelliano, S. (2014). Team Building at the United Nations Industrial

Development Organization. Available on www.itapintl.com.

- Caligiuri, P. (2010). International assignee performance management (and the elusive

quest for ROI). ECA International Online Press.

- Carroll, A.B. (1991). The Pyramid of Corporate Social Responsibility: Toward the Moral

Management of Organizational Stakeholders. Business Horizons, 34, 39-48.
- Gillis, J. (2012). Building a Global Leadership Pipeline. Chief Learning Officer, Jan, 26-29.

- Goulet,P.K.&Schweiger,D.M. (2006). Managing culture and human resourcesin
mergersandacquisitions. G. K. Stahl. . Bjorkman. eds. “Handbook of Researchin
International Human Resource Management”. Fdward Elgar. Cheltemham. UK. 405-429.

- Gupta, A.K. & Govindarajan, V. (2002). Cultivating a global mindset. Academy of
Management Executive, 16(1), 116-125.

- Hall, E., & Beyond, T. (1976). Beyond Culture. New York, NY: Anchor Books.

- Hanberg, C. & Osterdahl, G. (2009). Cross-Cultural Training of Expatriates. Boston, US:


http://www.itapintl.com/

103

Nicholas Brealey Publishing.

Hellqvist, N. (2011). Global performance management: a researchagenda.
Management Research Review, 34(8), 927-946.

Hofstede, G. (1991). Cultures and organizations: Software of the mind. London, UK:
McGraw Hill.

Knappert, L. (2013). Global Performance Management in Multinational Enterprise.
Berlin Campus of the ESCP Europe.

Lair Sale, M. (2004). Performance Appraisal Along Cultural Dimensions: Truth or

Consequences . International Journal of Strategic Cost Management, Spring, 3-9.

MacGillivray, E.D. & Golden, D. (2007). Global Diversity: Managing and Leveraging
Diversity ina Global Workforce. International HR Journal, Summber, 38-46.

Malamud, V., & Rotenberg, Y. (2014). International business for entrepreneurs:
Corporate Social Responsibility and sustainable development in the global environment.

Global Text Project. Retrieved from cnx.org.

Marx, E. (2001). Breaking Through Culture Shock: What You Need to Succeed in
International Business. Boston, US: Nicholas Brealey Publishing.

Reed, S.M. (2017). A Guide to the Human Resource Body of Knowledge (HRBoK).
Hoboken, New Jersey: John Wiley & Son.

Schein, E. (1993). Organizational Culture and Leadership. In Classics of Organization
Theory. Jay Shafritz and J. Steven Ott, eds. 2001. Fort Worth: Harcourt College
Publishers.

Shih, H.A., Chiang, Y.H., & Kim, I.H. (2005). Expatriate performance management from
MNEs of different national origins. International Journal of Manpower, 26(2), 157-176.

Smither, J.W. (1998). Performance Appraisal: State of the Art in Practice. San Francisco
CA, US: Jossey-Bass Wiley.

Stahl, G.K., Bjorkman, |, Farndale, E., Morris, S.S., Paauwe, J., Stiles, P., Trevor, J., &
Wright, P. (2012). Six Principles of Effective Global Talent Management. MIT Sloan

Management Review, Winter, 24-32.

Tarique, ., & Briscoe, D., & Schuler, R. (2015). International Human Resource
Management: Policies and Practices for Multinational Enterprises; 5 edition, (Global
HRM). New York (USA): Routledge.



104

- Trompenaars, F. & Turner, C.H. (2004). Managing People Across Cultures. Mankato,
Minnesota, US: Capstone.



	Global Professional in Human Resources (GPHR) Workbook Module Four: Workplace Culture
	Table of Content
	Part One: Cultural Differences and Dynamics

	1. Nature of Culture
	1.3. Type of Culture
	2. National Culture
	Hofstede’s Cultural Dimensions
	3. Organization Culture
	Relationship between culture, strategy, structure, and operations
	4. Managing Cultural Differences
	5. Diversity Culture
	Trompenaars’ Four Diversity Cultures
	6. Intercultural Communication
	Figure: Hall’s Theory of High and Low Context Culture
	7. Merging Culture
	Strategies for merging different organizational culture
	8. The Effect of Culture on Global HR
	Part Two: Cultural Adjustment and Learning

	1. Cross-Cultural Differences
	2. Cross Culture Shock
	The Process of Culture Shock and Cultural Adjustment
	THINKING
	3. Reverse Culture Shock
	4. Develop Intercultural Sensitivity
	5. Cross Culture Training (CCT)
	Cross Cultural Training Methods
	Part Three: Cross-cultural Teams and Diversity

	1. Global Mindset
	2. Cross Culture Management
	3. Cross Culture Team
	4. Performance in Different Cultures
	Effects of Cultural Differences on Business
	5. Global Diversity
	6. Corporate Social Responsibility (CSR)
	Reference

