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Introduction

As a purchaser of the GPHR certification workbook serials, you have access to the
www.ihrci.orglearning system. The system contains Glossary that provides a search box and
a description of the keyterms in HR. Also, the system consists of over 1,000 practice exam
guestions and answers with explanationsin our database including pre-test, review-test, and
post-test:

Pre-test: |t contains the same percentage of questions from each content area. Participants
can take a pre-test of that module to access their conceptual understanding of that specific
area of the GPHR Body of Knowledge. When the pre-testis completed, an overall correct
percentage is provided along with the number and percentage of questions answered
correctly. The answers with explanations toindividual questions are also provided. Our
systemallows users to save the results of the pre-testsothat they can improve uponthat
later.

Review-test: Every review test contains questions with explanations which help to
understand the concepts of that particular knowledge areafor each section of the study
workbook. Once you successfully finish reviewing forone section textin the workbook; you
naturally get access to the nextsection. Every new section helps construct on the earlier
concepts learntin the previous knowledge areas. Please do step-wise study forall the
knowledge areas.

Post-test: Once you complete with all the knowledge areas, have a post-testthrough the full
length simulated practice tests under the same testing conditions as the actual exams. With
165 questions covered duringthe 3 hours test. These testsare designedto help youget the
feel of the final GPHR Exam, with similarformat and question types. Practice till you are near
to 80% correct answersin the post-test. This helped youinunderstanding areas where you
have improved since the last testas well as listdown topics for which you needed more
revision.

Access to the learning systemisvalid for twelve (12) months from the date of purchase to
cover two test windows. Each practice for the pre-test, review-test, and post-test may be
taken as many times as you would like within the 12 months. Access to these practice exams
is foryour individual use; youraccount is not to be shared with others. Your use of the online
practice exams signifies youracknowledgment of an agreementto these terms.

This workbook is not a textbook. These materialsinclude workbooks and practice exams are
intendedforuse as an aid to preparation for the GPHR Certification Exam conducted by the
HR Certification Institute. By using all of the preparation materials, you will be well-versedin
the five key functional areas that make up the HR Certification Institute GPHR body of
knowledge. Studying these materials does not guarantee, however, thatyou will pass the
exam. These workbooks are not to be considered legal or professional advice.
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Part One: Cultural Differences and Dynamics

1. Nature of Culture

International business deals notonly cross borders, they also cross cultures. Culture
profoundlyinfluences how people think, communicate, and behave. It also affectsthe
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 complex collection of knowledge, folklore, language, rules,
rituals, habits, lifestyles, attitudes, beliefs, and customs that link and give a common

identity toa particular group of people at a specificpointin time.

1.2. Characteristics of Culture

Cultureis learned human behaviorspecificto a group in which values are shared and
expressed through various practices. These practices depend very heavily (although
not exclusively) onlanguage.

All social units develop a culture. Evenin two-person relationships, aculture develops
over time. In friendship and romantic relationships, forexample, partners develop
theirown history, shared experiences, language patterns, rituals, habits, and customs
that give that relationship aspecial character—a character that differentiatesitin
various ways from other relationships. Examples mightinclude special dates, places,
songs, or eventsthat come to have a unique and important symbolicmeaningfor two
individuals.

Groups also develop cultures, composed of the collection of rules, rituals, customs,

and other characteristics that give an identity to the social unit. For example, issues
such as where a group traditionally meets, whether meetings begin ontime or not,

what topics are discussed, how decisions are made, and how the group socializes

become definingand differentiatingelements 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 directions of the organization, leadership styles, and so on.



Cultures are created through communication; that is, communicationisthe means of
human interaction through which cultural characteristics (customs, roles, rules, rituals,
laws, or other patterns) are created and shared. Cultures are a natural by-product of
social interaction. Ina sense, cultures are the “residue” of social communication.
Without communication and communication media, it would be impossible to
preserve and pass along cultural characteristics from one place and time to another.
One can say, therefore, that cultureis created, shaped, transmitted, and learned
through communication. The reverse isalso the case; that is, communication practices

are largely created, shaped, and transmitted by culture.

1.2.1. Culturesare subjective

There isa tendency to assume that the elements of one’s own cultures are logical and
make good sense. It follows thatif other cultures —whetherof 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 meetingrulesis strange and
stilted. Employeesinanorganization where suitsare worn every day may react with
cynicismand questioningwhen they enteran organization where casual attire is
standard practice. With regard to culture, the tendency for many peopleis to equate
“different” with “wrong”, eventhough all cultural elements come about through
essentially identical communication processes.

1.2.2. Cultureschange overtime

In fact, cultures are ever changing—though the change is sometimesveryslow and
imperceptible. Many forces influence cultural change. Since cultures are created
through communication, it is also through communication between individuals that
cultures change over time. Each personinvolvedina communication encounterbrings
the sum of hisor her own experiencesfrom other(pastor present) culture
memberships. Inone sense, any encounterbetweenindividualsin new 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 movement of messages from
one cultural contextto another, and in small and large ways, cultures come to

n u,

influence one anotherthrough communication. Phrases such as “melting pot,” “world
community,” and “global village” speak to the inevitability of intercultural influence

and change.

1.2.3. Culturesare largelyinvisible
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Much of what characterizes cultures of relationships, groups, organizations, or
societiesisinvisible toits members. Language, of course, isvisible, as are greeting
conventions, special symbols, places, and spaces. However, the special and defining
meanings that these symbols, greetings, places, and spaces have forindividualsina
culture are far less visible. Consequently, opportunities to “see” culture and the
dynamic relationship that exists between culture and communication are few. Two

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

When someone violates an accepted cultural convention, ritual, or custom - for
example, by speakingina foreignlanguage, standing closerthan usual while
conversing, or discussing topics that are typically not discussed openly the other
members of the culture become aware that somethinginappropriate is occurring.
When “normal” cultural practices are occurring, members of the culture thinklittle of

it, but whenviolations occur, the members are reminded of the pervasive role that
culture has on daily life.

When visiting othergroups, organizations, and, especially, othersocieties, people are
often confronted by —andtherefore become aware of — different customs, rituals,
and conventions. These situations often are associated with some awkwardness, as
the people strive tounderstand 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.

1.2.4. Culturesare influenced by media

Allinstitutions within society facilitate communication, and in that way, they all
contribute to the creation, spread, and evolution of culture. However, communication
mediasuch as television, film, radio, newspapers, compact discs, 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, messages are transmitted across time and space, stored, and later
retrieved and used. Television programs, films, websites, video games, and compact
discs are created through human activity—and therefore reflect and further extend
the cultural perspectives of theircreators. They come to take on a life of theirown,

quite distinctand separate from their creators, as they are transmitted and shared
around the increasingly global community.

1.2.5. Culturesdepend on communication
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Understanding the nature of culture in relationship to communicationis helpful in
several ways. First, it helpsto explain the origin of differences between the practices,
beliefs, values, and customs of various groups and societies, and it providesa
reminderof the communication process by which these differences cameinto being.
This knowledge can and should heighten people’stolerance for cultural differences.
Second, it helpsto explain the process that individuals go through in adaptingto new
relationships, groups, organizations, and societies and the cultures of each. Third, it
underscores the importance of communication as a bridge between culturesand as a
force behind cultural change.

1.2.6. Culturesare shaped by communication

As communicationincreases betweenindividuals, groups, and countries, does this
mean that cultural differences and traditions will inevitably erode altogether? Will the
cultures of individuals from groups, organizations, and societies that have great access
to and control of communication media overpowerthose in cultures that have fewer
resources and less access and control? Can knowledge be used to helpindividuals
more comfortably and effectively adaptto new relationships, groups, organizations,
and societies? The importance of these issues makes this area an important one for
continued examination by scholarsand practitioners.

We all communicate with othersall the time --in our homes, in our workplaces, in the
groups we belongto, and in the community. No matter how well we think we
understand each other, communicationis hard. "Culture" is often at the root of
communication challenges. Our culture influences how we approach problems, and
how we participate in groups and in communities. When we participate in groups we
are often surprised at how differently people approach their work together.

Type of Culture

1.3.1. National Cultures

National cultures comes a host of differencesinassumptions, outlook, and rules that
can challenge communication and comprehension.

1.3.2. Subcultures

There can be significant distances between subcultures within the same national

culture. Subcultures may be defined by ethnicity, geographicregion, race, religion, or

class.
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1.4.

1.3.3. 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 theiractions and leadership, all
employees contribute to the organizational culture.

1.3.4. Industry Cultures

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

1.3.5. 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

1.4.1. Level 1-Artefacts: Described as beingthe ‘easiest’ level toobserve, called
explicitculture

1.4.2. Level 2-Espoused Values: To betterunderstand and to help decipherwhy the

initial observationsin Level 1 are taking place, one needsto ask ‘insiders’ of the
organizationto try and explain.

1.4.3. Level 3-Shared Tacit Assumptions: To help understand this ‘deeper’ level of
culture, one needsto investigate the history of an organization.

1.5. Valuesin Culture

The word "value" means worth. It alsorefersto an ethical precept on which we base
our behavior. Values are basic convictions that people have regardingwhat is right and
wrong, good and bad, important or unimportant. Values are shaped by the culturein
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, dutiesand
rights, human species survival and human well-being.

Organizational culture and values are closely related because organizations are
generally founded with certain valuesin mind. These valuestendto influence the
organizational structure, but they may change overtime as different people take on

differentrolesinthe organization and the overall culture changes. Organizational
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culture and values, then, both affect each other overtime and tend to change ifa

conflictexists betweenthem.

2. National Culture

The values that distinguished countries (ratherthanindividuals) from each other

groupedthemselves 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 heror his primary group, and the emotional implications of having

beenborn 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 How personal needsand goals are prioritized vs. needsand

Masculine/Feminine

Uncertainty Avoidance

Power Distance

Time Perspective

Indulgence/Restraint

goals of the group/clan/organization.

Masculine societies have differentrules formenand

women, lessso in feminine culture.

How comfortable are people with changing the way they

work or live (low UA) or preferthe known systems (high UA)

The degree people are comfortable with influencing

upwards.
Accept of inequalityindistribution on powerin society.

Long-term perspective, planning forfuture, perseverance

valuesvs. short time past and present oriented.

Allowing gratification of basicdrivesrelated to enjoyinglife
and having funvs. regulatingit through strict social norms.

2.1. Individualismvs. Collectivism

Individualismisthe tendency of people to look afterthemselves and theirimmediate

family only; Individualismis the preference of people to belongto a loosely knit

society where importance is placed on the self and autonomy. In opposition,



collectivismis the tendency of people to belongto groups or collectives and to look
after each other in exchange for loyalty. Collectivist structures place importance on
interdependentsocial units such as the family, ratherthan on the self. Inindividualist
societies, employees require the freedomto workindependently and desire
challengingwork (which is more important than personal relationships) that will help
them reach self-actualization. In collectivist cultures, unquestioned management
structures are responsible forthe organization of teams of employeesandthe
cohesion of the collective.

2.2. Masculinity vs. Femininity

Masculinity isa culture in which the dominant valuesin society are success, money,
and that score high on masculinity; masculinity represents cultures with distinct
genderroleswhere men focus on success, competition and rewards while women
focus on tendervalues such as quality of life and modesty. Femininity represents
cultures where gender roles overlap. Femininityisaculture in which the dominant
valuesinsociety are caring for othersand quality of life scores high on femininity. In
masculine cultures managers are defined as more assertive and decisive, whereas
feminine cultures breed more intuitive managers who negotiate disputesand

encourage participationin decisions.
2.3. Uncertainty Avoidance

Uncertainty avoidance is the degree to which members of a culture feel threatened or
uncertain in unfamiliarsituations. Thusin high uncertainty avoidance cultures, people
prefera structured environmentwith rulesand policiesin place. Hard work is
embraced, and there is a greater sense of anxiety amongst the workforce. In contrast,
in weak uncertainty avoidance cultures rules create discomfort, almostfear, and exist
only where absolutely necessary. People tend to be more relaxedinthese cultures,
and work at a slower pace. High uncertainty avoidance favors precise rules, teachers
who are always right and superiors who should be obeyed without question. Low
uncertainty avoidance favors flexibility, discussion and delegation of decision making.

2.4. Power Distance

Powerdistance is the extentto 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
carried through to adulthood. Therefore organizations are more centralized,
employees preferamore autocratic leadership style where subordinates are expected
to be told what to do and there are wide wage gaps in the hierarchical structure. On
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the other hand, inlow powerdistance cultures inequality is notdesired, employees
preferto be consulted with regardsto decision makingand thus prefera more

resourceful and democratic leader.
2.5. Time Perspective

Following Hofstede, asubsequent study based on Chinese Confucian Theory revealed
a fifthdimension referred to as long-term orientation. This describes the extentto
which people have a dynamic, future-oriented perspective. It describes societies'time
horizon. Long-term oriented societies attach more importance to the future. They
foster pragmatic 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, respectfortradition, preservation of

one's face, reciprocation and fulfilling social obligations.
2.6. Indulgence/Restraint

Indulgence societiestend toallow relatively free gratification of natural human desires
related to enjoyinglife and having fun whereas Restraint societies are more likely to
believe that such gratification needs to be curbed and regulated by strict norms.
Indulgent cultures will tend to focus more on individual happinessand well-being,
leisure time is more importantand thereis greaterfreedom and personal control.

This is in contrast with restrained cultures where positive emotions are less freely
expressed and happiness, freedom and leisure are not giventhe same importance.

3. Organization Culture

3.1. Definition

n u

Organizational culture isinfluenced by the “surroundingsociety,” “personal value
priorities of organizational members,” and “the nature of the organization’s primary
tasks.” Organizations are embeddedinto societies, which can be defined by certain
national culture values. Different tasks require different organization and execution of
activities, that is, different strategies and structures. It seems obviousthat a
production company differs severely from a service provider, or a state agency from a
private firm, not only with respect to final products but also with respect to their
organizational culture. Simply put, organizational culture is the way we do things

around here.

According to Edgar Schein, organizational culture mainly consists of three domains: (a)
basic underlyingassumptions (unconscious taken forgranted beliefsand values: these
are not visible), (b) espoused values (may appearthrough surveys), and (c) artifacts
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(rules, standards prohibitions)

Basic underlying assumptions

(visible behavior).

Artifacts are the easiestto notice, but yet their meanings may remain elusive to
outsiders. Through a process of realization, artifacts take on the symbolic meaning of
the organizationvalues. Only those that have been educatedinthe organization
culture will know and understand the larger meaning behind the artifact.

Valuesform another integral part of organizational culture. When an organization
faces a crisis, its leaders must formulate a plan to alleviate the danger posed.
Successfully thwarting the crisis validates the plan and it becomes a shared value of
the organization. When a similarcrisis arises inthe future, the organization will reuse
the plan to avert catastrophe and right the ship. Afterrepeated success, the value
becomesan underlying assumption of the organization.

Mary Jo Hatch extended Schein’s model by adding a fourth domain, called “symbols”.
She definesthe processesthat link each element of the organizational culture
construct, which providesa somewhat better understanding of interdependencies
between assumptions, values, artifacts, and symbols. Hatch assumes that there exist
two possible ways how observable behavioremerges through underlying
assumptions: (a) through “manifestation” into valuesand “realization” into artifacts or
(b) through “interpretation” into symbols and through “symbolization” into artifacts.

Artifacts manifestation realization

(visible behavior)

Espoused values

Assumptions Artifacts

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
are difficult to know and understand because they are rarely articulated. In order for
one to determine the assumptions of an organization one must become immersedin
the organizationand its culture. Underlying assumptions manifest themselves through
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the perceptions, thoughts, emotions, and behaviors of members of the organization.
When an idea is posited that does not conform to the underlying assumptions of an
organizationthenthat ideais rejected outright without any thought or debate. Any
challengestothese assumptions will resultin defensive behavior fromthe members.
Therefore organizational culture can explain the resistance, fear, and sometimes
irrational behaviorthat one encountersinany organization, especially when tryingto

implement change.
3.2. Climate and Culture

At thisjuncture it isimportant to differentiate between climate and culture. Climate
consists of the day to day feelings of the members of the organizationandis highly
susceptible to changes withinthe organization. The climate will be very good for a
time if the staff receivesraises orif the company is furnished with new equipment.
Conversely, if budget cuts occur or the number of staff reduced the climate will suffer.
These conditions are all temporary, whereas culture is more permanentand lasting.
Culture can and does change, but at a much slowerrate than climate. It is a powerful
force that can encourage and support an individual effort orthwart them before they
are started. Organizational culture can be usedto both explain and create end results.

All companies have an organizational culture, which represents the intangible force
that centerson a company’s values and beliefs. Individuals typically work at a
company with which their values match the most. One result of organizational culture
is to develop aclimate by which a company can measure successes attached to this
intangible force. This starts the relationship between the organizational culture and
climate. While organizational culture is often a naturally occurring phenomenonin

organizations, the organizational climate often takes more work to implement.

A company’s organizational culture and climate are not always static. As a company
evolves, sodoesits culture. This often leads to changesin the organizational climate
as managers and employees change, along with the values and beliefsin the business.
The organizational climate mustadjust as necessary to ensure the company measures

the correct factors.
3.3. Organizational Culture, Strategy, Structure, and Operations

FollowingSchein, “organizational culture” represents underlying, unobservable
assumptions, which constitute the basis forevery organization. “Organizational
strategy” providesrules, norms, and regulations, which are set into effect through
organizational structures. Therefore, strategy belongs to an unobservable domain and
can be allocated to “espoused values.” “Organizational design, structure, and process”
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as well as “organizational behaviorand performance” are those elements of an
organization that are visible toits members as well as the external environment; that

is, they representartifacts.

Strategies are commonly defined as the overall orientation of an organization for
reaching presetgoalsand objectives, thatis, a long-term plan for maximizing profits or
covering costs, in case of nonprofit organizations. Furthermore, organizational
strategy “is an organization process, in many ways inseparable from the structure,
behaviorand culture of the company in which it takes place”. Strategiesinfluence the
interaction between structures and behaviorand vice versa. Researchers argued that
“espoused values” have an impact on “artifacts,” which in turn influence “espoused
values.” As organizational structures as well as behavior were identified as elements
of organizational artifacts, both are affected by strategy. Different strategies require
different structures. In contrast, structures provide the frame of reference forfuture
information processingand strategicdecision making, commonly known as

“reporting.” Thus, itisalso true that structures have an impact on future strategies.

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

effectthrough organizational structures and behavior.

Organizational structures and behavior constitute the observable manifestation of
organizational strategies (espoused values). 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
organizational structures. At the same time, behavioris also reversely linked to
structures. Considering that organizations might need to change overtime, for
example, due to extensive internationalization viamergers and acquisitions (M&A), it
may become necessary to restructure certain or evenall parts of an organization.
Especiallyin M&A, this seems of particular importance to align organizational
behavior of new employeesinsuch a way that strategicgoals can be accomplished
efficiently and economically via organizational tasks. Thus, structures need to change
if organizational behaviordoes not lead to the expected performance.

Through performance assessment (i.e., inward-oriented operations), changesin
strategy and structure can be triggered, but learning processes rely on favorable
organizational conditions such as open communication structures, which would allow
organizationsto learn. Assessing the efficiency of operations representsabinding
condition for organizational learning that leads to changes in strategy. Single-loop
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learning, as distinguished from double-loop learning, refers to the processes of
detectingerrors and adjusting existing strategies to meet new requirements.

Double loop learning, however, considers amore profound process of learning, where

“underlying organizational policies and objectives.

Double-loop learning, questions existing underlying assumptions, thatis,
organizational culture, and may lead to more fundamental changes in strategiesand
theiroperationalization. Although single-loop learningis a precondition fordouble-
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, but fail to learn on a higher level, thatis, double-loop learning.

Basic Espoused Artifacts

underlying values
assumption Guidance
i (valuesguide the ::
process of i
: operationalization) :i Operationalization P géthe; \’/’I; ?f
ORGANIZATIONALY
CULTURE | OPERATIONS ) |
; . Performance E

Double-loop i: Single-loop as!essm e

Learning it Learning

Relationship between culture, strategy, structure, and operations

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

Culture. Sage OpenJournal.

Understanding organizational processes = understanding organizational (culture)

change = understanding organizational (culture) dynamics

In conclusion, (a) Operationalization hasto 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 theimpact of
organizational culture on operations unfolds through strategy (i.e., espoused values),
which supports the idea of a “guiding” or moderatinginfluence on organizations
during operationalization. Organizational culture reflectsinternal processesofan
organization, linking organizational culture, strategy, structure, and operations
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systematically to each other.

4. Managing Cultural Differences

4.1.

4.2.

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 publishedintheir

1997 book, "Riding the Waves of Culture." According to Trompenaars, culture isa 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
cultureis a mix between organizational and national cultures.

Universalismvs. Particularism (Rules Versus Relationships)

Universalismimpliesthat correct behaviorcan be defined and always applies, while
particularism suggests that relationships are more important than abstract social
codes. In universalisticcultures, people place a high importance on laws, rules, values,
and obligations. They try to deal fairly with people based on these rules, but rules
come before relationships. Onthe contrary, ina particularisticculture, People believe
that each circumstance, and each relationship, dictatesthe rules that they live by.
Their response to a situation may change, based on what's happeningin the moment,
and who's involved.

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

Individualism vs. Communitarianism (The Individual Versus The Group)

Individualism refers to people as individuals; Communitarianism (Collectivism) refers
to people regard themselves as part of a group. In individualisticcultures, People
believe in personal freedom and achievement. They believe that you make your own
decisions, and that you must take care of yourself. Inthe second case, people believe
that the group is more importantthan the individual. The group provides helpand
safety, in exchange forloyalty. The group always comes before the individual.

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

Neutral refersto culture in which emotions are not shown; Emotional refersto
emotions are expressed openly and naturally. In neutral culture, people make a great
effortto control their emotions. Reasoninfluences theiractions far more than their
feelings. People don'treveal whatthey're thinking or how they're feeling. In
emotional culture, people wantto find waysto express theiremotions, even
spontaneously, at work. In these 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 GetInvolved)

Specificreferstolarge publicspace shared with others and small private space
guarded closely; Diffuse refersto publicand private spaces similarsize, publicspace
guarded because shared with private space; people indirectand introverted,
work/private life closely linked. In specificculture, people keep work and personal
lives separate. As a result, they believe that relationships don't have much of an
impact on work objectives, and, although good relationships are important, they
believe that people can work together without havinga good relationship. In diffuse
culture, people see an overlap between theirwork and personal life. They believe that
good relationships are vital to meeting business objectives, and that their
relationships with others will be the same, whethertheyare at work or meeting
socially. People spendtime outside work hours with colleagues and clients.

Typical specificculturesinclude the U.S., the U.K., Switzerland, Germany, Scandinavia,
and the Netherlands. Typical diffuse culturesinclude Argentina, Spain, Russia, India,
and China.

4.5. Achievementvs. Ascription (How People View Status)

Achievement culture refersto people are accorded status based on how well perform
functions; Ascription culture refersto status based on who or what person is. In
achievement culture, people believe thatyou are what you do, and they base your
worth accordingly. These culturesvalue performance, no matter who you are. In
ascription culture, people believe that you should be valued for who you are. Power,
title, and position matterin these cultures, and these roles define behavior.
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Typical achievement culturesinclude the U.S., Canada, Australia, and Scandinavia.

Typical ascription culturesinclude France, Italy, Japan, and Saudi Arabia.
4.6. Sequential Time vs. Synchronous Time (How People Manage Time)

Sequential refers to only one activity at a time; appointments kept strictly, follow
plans as laid out; Synchronous refers to multi-task, appointments are approximate,
schedules subordinate to relationships; Future more important in some countries,
whereas presentis more important in some countries. In sequential time oriented
culture, people like eventsto happenin order. They place a high value on punctuality,
planning (and stickingto your plans), and stayingon schedule. Inthis culture, "time s
money," and people don't appreciate it when their schedule isthrown off. In
synchronous time oriented culture, people see the past, present, and future as
interwoven periods. They often work on several projects at once, and view plansand

commitments as flexible.

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

4.7. 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 inletting things take own course. In inner-directed culture, people
believe thatthey can control nature or their environment to achieve goals. This
includes how they work with teams and within organizations. In outer-directed
culture, people believe that nature, or their environment controls them; they must
work withtheir environmentto achieve goals. At work or in relationships, they focus
theiractions on others, and they avoid conflict where possible. People often need
reassurance that they're doing a good job.

5. Diversity Culture

If you have everwalked into an office and thought to yourself, “thisfeels really
different,” you are familiar with the diversity of corporate cultures. Dr. Fons

Trompenaars brought us a great model for quickly describingand categorizingthese
differencesin 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, isan assessment of whethera cultureis person oriented, or task
oriented; on the vertical axis, is assessment of whethera culture is hierarchical, or

egalitarian. Combined, this model dividesinto 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). Business Across Cultures. Capstone.

Family

The Family organizational culture is marked by a parent-child dynamicin which
personal relationships and gettingalong togetherare extremely important. Power
restsin keyleaders, who guard it carefully. Success often depends 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 Tower conceptrefersto a hierarchical structuring of relationships. Power
and decision-making responsibility increase as one move toward the top of the
organization. There may be elaborate rules, strictly respected job definitions and
responsibilities, and a reliance on planning. These kinds of organizations are generally

foundin Germany, Denmark, and the Netherlands.

Incubator

The Incubator describes organizations that are relatively flat, in which individuals can
exert powerand gain recognition. The culture believesthatrulesinhibitinvention. To
an outsider (and certainly to someone from an Eiffel Towerorganization), incubators
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may seem chaotic or anarchic. From a national perspective, Sweden tends to produce
Incubators; from an industrial perspective, Incubators are often software companies.

5.4. Guided Missile

The Guided Missile organizationis highly focused on the achievement of specific
objectives, often those that delivervalue ina short time frame. Poweris gained
through expertise. Value to the organization is measured by resultsand is rewarded.
This type of corporate culture characterizes many organizationsinthe United

Kingdom, the United States, and Canada.

Some companies, including stereotypical Silicon Valley organizations are commonly
referredtoas beingan incubator type of company culture. Engineering firms that
focus on specificprojects and tasks are known as guided missile cultures. The business
of running the US armed forces with specifichierarchies, rules and procedures is the
Eiffel towertype of culture. Finally, companies where poweris concentrated in specific
leaders, and the leader has deep concern for all employees, isthought of as a family

culture.

Other than the four types of Trompenaars model of culture, organizations of “control
culture” compare, observe, and decide to assure that day-to-day actionsare
consistent with established standards, and improve capacity utilization.

6. Intercultural Communication

Intercultural communicationis necessary in business today and is a skill that will
become increasingly required as businesses expand globally. Understandingaculture
includesrespectingit’s customs, traditions and etiquette. Anideal intercultural
communicator is able to recognize examples of cultural differencesin both verbal and
nonverbal behaviors, and use that information to better communicate with others.

Itis possible to communicate effectively with people from different cultures but not
without effort. To be an ideal intercultural communicatoryou must understand that
thereis 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 speakerrelies on otherfactor than explicitspeech tointerpret meanings.

High-context culture and the contrastinglow-context culture are terms presented by
the anthropologist Edward T. Hall in his 1976 book “Beyond Culture”. It referstoa
culture's tendency to use high-context messages overlow-context messagesinroutine
communication. This choice of speaking stylestranslatesinto a culture that will cater

toin-groups, an in-group beinga group that has similarexperiences and expectations,
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from which inferences are drawn. In a higher-context culture, many things are left
unsaid, letting the culture explain. Words and word choice become veryimportantin
higher-context communication, since afew words can communicate a complex
message very effectivelytoanin-group (but less effectively outside that group), while

in a low-context culture, the communicator needs to be much more explicitandthe
value of a single word is lessimportant.

6.1. Low contextculture

Low context referstosocieties where people tend to have many connections but of
shorter duration or for some specificreason. In these societies, cultural behaviorand

beliefs may needto be spelled out explicitly so that those coming into the cultural
environment know how to behave.

6.2. High contextculture

High context refers tosocieties or groups where people have close connections over a
long period of time. Many aspects of cultural behaviorare, 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 mergeror acquisition unexpectedly heads south, the costs are painfullyclear.
Morale drops. Synergies fail to materialize. Key people—those you planned to keep—

start heading forthe exits. But what’s really goingon? Why isthe system suddenly
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failing? Alikely cause of the trouble is culture clash, according to Bain & Company. In a
culture clash, the companies’ fundamental ways of working are so differentand so
easily misinterpreted that people feel frustrated and anxious, leading to
demoralization and defections. Productivity flags, and no one seems to know how to
fixit.

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
hittingtheirtargets 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 steeringcultural
mergingthat they apply to a conventional, hard-dollarsynergy.

To merge two cultures, savvy acquirers first define the cultural objective in broad
terms. Thisis invariably a job forthe chief executive —and the CEO has to be willingto
sustain his or her commitmentuntil the objective isrealized. 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 unionif they apply the appropriate
mergerstrategy. The four main strategies for merging different corporate cultures are
assimilation, deculturation, integration, and separation:

Strategies for merging different organizational culture

STRATEGY DESCRIPTION WORKS BEST WHEN

Assimilation Acquired company embracesacquiring  Acquired firm has a weak culture.

firm’s culture.

Deculturation

Integration

Separation

Acquiring firm imposes its culture on

unwilling acquired firm.

Merging companies combine the two
or more cultures into a new composite

culture.

Merging companies remain distinct
entities with minimal exchange of

culture or organizational practices.

Rarely works may be necessary only
when acquired firm’s culture doesn’t

work but employees don’t realize it.

Existing cultures can be improved.

Firms operate successfully in different

businesses requiring different culture.

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 occurs when employees at the acquired company willingly embrace the
cultural values of the acquiring organization. This tends to occur whenthe acquired
company has a weak culture that is dysfunctional, whereas the acquiringcompany’s
cultureis strong and focused on clearly defined values. Culture clashis rare with
assimilation because the acquired firm’s culture is weak and employees are looking for

bettercultural alternatives.
Deculturation

Assimilationisrare. Employees usually resist organizational change, particularly when
theyinclude throwingaway personal and cultural values. Under these conditions,
some acquiring companies apply a deculturation strategy by imposingtheir culture

and business practices on the acquired organization. The acquiring firm strips away
artifacts and reward systems that support the old culture. People who cannot adopt
the acquiringcompany’s culture are often terminated. Deculturation may be necessary
whenthe acquired firm’s culture doesn’t work but employees aren’t convinced of this.
However, this strategy rarely works because it increases the risk of socio-emotional
conflict. Employees fromthe acquired firm resist the cultural intrusions from the

buyingfirm, thereby delaying orunderminingthe merger process.
Integration

A third strategy is to integrate the corporate cultures of both organizations. This
involves combining two or more culturesintoa new composite culture that preserves
the bestfeatures of the previous cultures. Integration is most effective when the
companies have relatively weak cultures orwhen their culturesinclude several
overlappingvalues. Integration also works best when people realize that theirexisting
cultures are ineffectiveand are therefore motivated to adopt a new set of dominant
values. However, integrationis slow and potentially risky, because there are many

forces preservingthe existing cultures.
Separation

A separation strategy occurs where the mergingcompanies agree to remaindistinct
entities with minimal exchange of culture or organizational practices. Separationis
most appropriate when the two merging companies are inunrelated industries
because the most appropriate cultural valuestend to differ by industry. Unfortunately,
few acquired firms remainindependentforlongbecause executivesin the acquiring
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firm want to control corporate decisions. Therefore, it’s not surprising that only 15
percent of acquisitions leave the purchased organization as a stand-alone unit.

Cultural mergingisn’t somethingthat can waituntil a dealis done. Sophisticated
acquirers take stock of possible cultural clashes as part of theirdue diligence wellin
advance of a merger or acquisition, and they prioritize those cultural issues that might
put synergy values at risk. Employees always watch for signals from the top of the
organization, because they know that their own managers will be guided by those
signals. But if the signs are positive —if the seniorteam seems truly committed to
building a culture that excites employees aboutthe future —then the strategies of
cultural merging will help pave the way to deal success.

Whether mergingtwo cultures or reshapingthe firm’s existing values, corporate
leaders need to understand how to change and strengthenthe organization’s
dominantculture. Indeed, some organizational scholars conclude that the only way to
ensure any lasting change is to realign cultural values with those changes. In other
words, changes “stick” whenthey become “the way we 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 removingartifacts that representthat
culture and “refreeze” the new culture by introducing artifacts that communicate and
reinforce the new values. Artifacts communicate and reinforce the new corporate
culture, but we also need to considerways to further strengthen that culture. Five
approaches commonly cited in the literature are the actions of founders and leaders,
introducing culturally consistent rewards, maintaining a stable workforce, managing
the cultural network, and selectingand 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 oftenvisionaries whose energeticstyle providesapowerful role model
for othersto follow. The founder’s cultural imprint often remains with the organization
for decades. In spite of the founder’s effect, subsequentleaders can break the
organization away from the founder’svaluesif they apply the transformational
leadership. Transformational leaders strengthen organizational culture by
communicatingand enactingtheir vision of the future. Cultural values are particularly
reinforced when leaders behave in ways that are consistent with the 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-basedindividual incentives, whereas paternalisticcultures would
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more likely offeremployee assistance, programs, medical insurance, and other
benefitsthat support employee wellbeing.

Maintaining a stable workforce. An organization’s culture isembeddedinthe minds
of its employees. Organizational stories are rarely written down; rituals and
celebrations do not usually existin procedure manuals; organizational metaphors are
not foundin 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
downsizingbecause the corporate memory leaves with these employees. Corporate
culture also weakens during periods of rapid expansion or mergers because it takes
time forincomingemployeestolearn 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 cultureis 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. Itis also supported through frequent opportunities for
interaction so that employees can share storiesand reenact rituals. Seniorexecutives
must tap into the cultural network, sharing theirown 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-
organizationfitalso improvesjob 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. Theyrealize that as employees, they must feel
comfortable with the company’s values, not justthe job duties and hours of work.

Alongwith selecting people with compatible values, companies maintain strong
cultures through the effective socialization of new employees. Organizational
socialization referstothe process by which individuals learn the values, expected
behaviors, and social knowledge necessary to assume their rolesin the organization.

By communicating the company’s dominant values, job candidates and new hiresare
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more likely tointernalize these values quickly and deeply. HR should know that
socialization partially includes the process of learning about the company’s culture
and adopting its set of values. This process begins long before the first day of work.
People learnabout the organization’s culture through recruiting literature, advertising,
and news media reports about the company. During the recruitment process, some
companies provide information about “the way things are done around here.” Evenif

this informationis 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) perception about the company’s culture. These perceptions are tested
against everyday experiences. Tosome extent, newcomersalign theirvalues with the
organizations to minimize conflict. Some employees eventually leave the organization
whenthey realize how much their personal values differfromthe organization’s
culture.

8. The Effect of Culture on Global HR

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

8.1. Ethnocentrismand parochialism

Ethnocentrism as meaning "our way is the best way and we are really notinterested
in other ways of reaching a goal." Parochialism takes this approach to the extreme by
sayingthat "thereis only one wayto solve a problem or reach a goal." While both are
limited worldviews, itis possible to alter ethnocentricviews with time, experience,

and training. Parochialismis such a rigid mindsetthat it may not easily be malleable.

8.2. Cultural Stereotypes

A particular culture's approach to time can be described without degeneratinginto
judgmental phrasessuch as lazy, always late, or neverdependable. Itis also valuable
to rememberthat cultural descriptive terms characterize group behaviors but not all

individuals withinthat group necessarily conformto these norms.

8.3. Cultural Determinism

Global HR professionals will often hear from managers in other countries that
something cannot be done because of the local culture. This may call for further
discussion about the supposed obstacles. In some cases they may not exist,andin

others the obstacles may not really be cultural resistance to the practice but to how
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the practice isbeing implemented.
8.4. Cultural Relativism

Cultural relativism refers to the idea that the meaning, perceptions, behaviors, beliefs,
values, actions, and organization of a group of people can be explained and
understood only through that group’s cultural lens. Cultural relativismis associated
with a general tolerance and respect for difference, which refers tothe ideathat
cultural contextiscritical to an understanding of people’svalues, beliefsand

practices. In other words, thereis no ultimate “right” or “wrong” loses the ability to
make any judgments at all.

8.5. Cultural Differences

Cultural differences should not be a barrier to a globalization strategy but a factor that
will shape localized practices to align with core standardized principles. Cultural
awareness programs can be implemented across the global organization. Managing
cultural differences will require, however, global HR professionals who are literate in
cultural theory and differences and who understand what to do when faced witha
cultural dilemmathat threatens a global strategy.

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

e  Recognize:create awareness of cultural diversity
e  Respect:appreciate the value of diversity
e  Reconcile:resolve differences and finda common path

e  Realize and root: 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 that culture is acting upon us. Sometimes, we are not even aware that we have
cultural values or assumptions that are different from others'. Therefore we should be

aware that cultural differences do existand influence the way we communicate. There are
Six Fundamental Patterns of Cultural Difference as explained below:

Different Communications Styles

‘

Different Attitudes Toward Conflict

|

Different Approaches to Completing Tasks

(

L‘

Different Decision-Making Styles

|

Different Attitudes Toward Disclosure

(

‘

Different Approaches to/Knewing

|

Six Fundamental Patterns of Cultural Difference

Source: Avruch, K. & Black, P. (1993). "Conflict Resolutionin 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: St. Martin's Press, 1993.

1.1. Different Communication Styles

The way people communicate varies widely between, and even within, cultures. One
aspect of communication style is language usage. Across cultures, some words and
phrasesare usedin different ways. Forexample, evenin countries that share the
English language, the meaning of "yes" variesfrom "maybe, I'll consider it" to
"definitely so," with many shadesin between.
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Anothermajor aspect of communication style isthe degree of importance given to
non-verbal communication. Non-verbal communicationincludes notonly facial
expressions and gestures;italso involves seating arrangements, personal distance,
and sense of time. In addition, different norms regarding the appropriate degree of
assertivenessin communicating can add to cultural misunderstandings. Forinstance,
some people typically considerraised voices to be a signthat a fight has begun, while
others oftenfeel thatan increase in volume is a sign of an exciting conversation
among friends. Thus, some may react with greateralarm to a loud discussionthan
others.

Different Attitudes Toward Conflict

Some culturesview conflictas a positive thing, while othersview it as somethingto be
avoided. Inthe U.S., conflictis not usually desirable; but people often are encouraged
to deal directly with conflicts that do arise. In fact, face-to-face meetings customarily
are recommended as the way to work through whatever problems exist. In contrast, in
many Eastern countries, open conflictis experienced as embarrassing or demeaning;
as a rule, differences are best worked out quietly. A written exchange might be the
favored meansto address the conflict.

Different Approaches to Completing Tasks

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

rewards associated with task completion, different notions of time, and varied ideas
about how relationship-building and task-oriented work should go together.

When it comes to working togethereffectively on a task, cultures differ with respect
to the importance placed on establishingrelationships early onin the collaboration. A
case in point, Asian and Hispanic culturestendto attach more value to developing
relationships atthe beginning of a shared project and more emphasis on task
completiontoward the end as compared with European-Americans. European-
Americanstend to focus immediately onthe task at hand, and letrelationships
develop asthey work on the task. This does not mean that people from any one of

these cultural backgrounds are more or less committed to accomplishing the task, or
value relationships more or less; it meansthey may pursue them differently.

Different Decision-Making Styles

The rolesindividuals playin decision-making vary widely from culture to culture. For
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1.5.

1.6.

example,inthe U.S., decisions are frequently delegated -- that is, an official assigns
responsibility fora particular matter to a subordinate. In many Southern European
and Latin American countries, thereis a strong value placed on holding decision-
making responsibilities oneself. When decisions are made by groups of people,
majority rule is a common approach in the U.S.; in Japan consensusis the preferred
mode.

Different Attitudes Toward Disclosure

In some cultures, it is not appropriate to be frankabout emotions, about the reasons
behind a conflict or a misunderstanding, orabout personal information. When you are
dealing with a conflict, be mindful that people may differin what they feel
comfortable revealing. Questions that may seem natural to you -- What was the
conflictabout? What was your role in the conflict? What was the sequence of events?

-may seem intrusive to others.
Different Approachesto Knowing

Notable differences occur among cultural groups whenit comes to epistemologies --
thatis, the ways people come to know things. European cultures tend to consider
information acquired through cognitive means, such as countingand measuring, more
valid than other ways of coming to know things. Compare that to African cultures'
preference foraffective ways of knowing, including symbolicimagery and rhythm.
Asian cultures' epistemologies tend to emphasize the validity of knowledge gained
through striving toward transcendence.

These different approachesto knowing could affect ways of analyzinga community
problem or finding ways to resolve it. Some members of your group may want to do
library research to understand a shared problem betterand identify possible
solutions. Others may preferto visit places and people who have experienced
challengeslike the onesyouare facing, and get a feelingforwhat has worked
elsewhere.

2. Cross Culture Shock

The Oxford Dictionary defines culture shock as disorientation experienced when suddenly
subjectedto an unfamiliar culture or way of life. Culture shock can be characterized by
periods of frustration, adjustment, and even depression. Nearly everyone, particularly
expatriates, regardless of maturity, disposition, previous experience abroad, or knowledge
of the country in which they will be living, experiences some degree of culture shock when
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initially movingtoa new country.

2.1.

2.2.

Symptoms of Culture Shock

Although "culture shock" is generally understood as a temporary shock felt when
confronted by different cultural customs, ways of thinkingand behavior patterns, it
actually referstoa psychological state of depression caused by the experience of
successive failuresin unfamiliarsocial situations. Culture shock is temporary, and

everybody goes through it to some extentinthe process of cultural adaptation.
General symptoms of culture shock include:

° irritation

e homesickness

e |oneliness

®  nervousness

e |ossof appetite

e sleeplessness

e feelingtired

e extremeprideinone's home culture
e  hypersensitivity or excitability

e confusion, etc.

Process of Culture Shock

As a resultof culture shock, international assignees may lose their motivation to talk
with peoplein host countries or to attend activities. Most of these psychological
reactions are, again, very natural in the process of cultural adjustment. If they take
time to cope with each single eventintheirlife, they will be able to overcome these
emotionssooner or later. The below figure illustrates the process of culture shock and
cultural adjustment. This process differsforeveryone, sodo not worry if their

experienceisnotidentical to what isshown here.
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The Process of Culture Shock and Cultural Adjustment

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

2.2.1. Honeymoon Period

At first, they may have big hopes and high expectations. Everything seems strange and

exotic, and they feel moved by your encounter with a new world. At this stage, 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 seemto apply, and theydon't
understand how to cope with certain situations. They are a grown personin theirown

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

They lean by trial-and-errorand by reflecting on various experiences. Through
repeated encountersinvolving frustration, giving up, beingreceptive, feeling
sympathy, etc., they begin to find their own place and to understand how they can

existhere. This stage isa time of displacement, a kind of journey to find out who they
are.

2.2.4. Adaptation
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They have gained some objectivity and are able to enjoy themselves. They find life
worth living. They become able to see differencesin apositive lightand to act ina way
thatis true to them.

2.3. Culture Shock Adjustment

Itis important to stressthat culture shock is entirely normal, usually unavoidable and
not a signthat people have made a mistake or that they won’t manage. In fact there
are very positive aspects of culture shock. The experience can be a significant learning
experience, makingthem more aware of aspects of theirown culture as well as the

new culture they have entered. It will give them valuable skills that will serve themin
many ways now and inthe future.

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

e  The emotionalside - copingwith mood swings
e  The thinkingside - understandingforeign colleagues

e The social side - developingasocial and professional network aswell as effective
social skills.

THINKING

From stereotyping to culturally effective thinking

Culture Shock Adjustment

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

International assignees oftenreport positive effects of theirwork 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 -continuous feeling of beingunwell due totwo bouts of bad food
poisoning, loneliness and, most prominent, the constant staring from the Chinese.
This curiosity became very upsetting -everythingin my hotel room was looked
through, all drawersin my desk searched through. Also, telephone conversations were
tapped; | could hear the click and the echo which does not happen now. This led to
continuous paranoia. To resolve this, | eventually managedtorelaxand to take no

notice; | pretendeditdid not happen and most importantly, every three to four weeks
| left China to visit other countries such as Japan, Koreaand Hawaii.’

Anotherculture shock was the physical adaptationto the pollutionand the stinging
eyes, the sheernoise of cars and people. ‘lalso felthelpless - | was deported once for
not having a correct visaand had an overnightstayin a state-run guest house witha
Governmentimmigration official. Sowhy am | here? Because it isa good career move
(hopefully) forthe future.’

Most people think of culture-shockas a ‘short and sharp’ disorientingexperienceina
foreign place. Few realize that the effect of culture shock can be much deeperand
more prolonged, ifitis not dealt with effectively. Psychologically, movingto a foreign

country means stress for the individual. International assignments fall into the
category of stress called ‘life events’.

Such major life changes put the individual at risk of psychological difficulties, such as
depression, anxiety, alcoholism or what laymen typically call ‘nervous breakdown’.
International assignees that move abroad experience several such life events:
changing country, changing jobs, and changing house - consequently, thereisa high
risk to psychological well-being and hence a high risk of performance deficits at work
and, ultimately, arisk for the 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 of expressions, gestures and cultural norms is clear. But movingto
another, maybe remote, part of the same country changes the autopilot status. We
cannot take things for granted; all of sudden, it takes an effortto understand what is
going on. Most importantly, we must learn new things and develop and expand our
thinking.

The international assignees can decide how to treat the “foreign” situationand,

can become:
e Acolonialist-you do not react to the foreign culture.

e  Animperialist-forcingyour own value system and way of thinking onto the new
culture - not adapting ininteractions and not seeingthe necessity to change
perceptionsand attitude.

e Aninternationalist/inter-culturalist - you are fully aware of the complexityand
ambiguity of exchangesinforeign cultures and try to adapt by changing your

thinkingand attitudes and by trying to find a compromise between cultures.
Ideally, we all want to achieve the third option.

Some international assignees mention ‘the thinking effect’ explicitly when asked
about the effect of international experience ontheirpersonality:

“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 differencesin attitudes were largerthan |
expected, butl have reached a betterunderstanding of different attitudes towards
work,” says another. Challenging yourown assumptionsand valuesis not the only
challengingthat has to be done - challenging yourown identity and social behavioris
also part of buildingan effective international career.

2.3.3. Social Identity and Social Skills

This secure sense of selfis disturbed by working inan “alien” environment. The
familiar contextin which your own behavior makes sense is not there. Behavior which
is rewarded and valued at home may be negatively evaluatedinthe new culture.
Directness and assertiveness may be positive attributesin the United States but would
be seenas rude and inadequate in China. The unfamiliarinfluences can bringa risk to
our self-identity: we are not as sure as before as to whom we are and feel insecure.

We learnthat there are different ways of living, working, and establishing
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3.

relationships and this threatens our well-formed notions on how to do things. We do
not understand some of our own behaviorand the emotional upsand downs we are
going through as part of our adaptation. Our self-identify is shaken-up and, ina way,
we have to re-negotiate orre-define ouridentity, by integrating our new experiences
and reactions intoour ‘old self’. Assoon as we interact more closely with a foreign
culture, we experience aconflict between our own values and those of the host
culture.

We experience acollision of values. As we get more and more involved, we normally
develop alternative ways of behaving and this also influences ourview of ourselves.
Similarto what we have seen with understanding others, our sense of self has to be
expanded and modified. Thisis part of the self-development most people go through
during international assignments.

The positive effect of international work on self-developmentisillustratedinthe
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

Reverse culture shock is experienced when returningto a place that one expectsto be

home but actuallyis no longer, is far more subtle, and therefore, more difficultto manage
than outbound shock precisely because it is unexpected and unanticipated.

As the following graph shows, the "U-shaped" adjustment curve that roughly illustrates
the adjustmentto beingoverseas and culture shock (stage 1 to 5)can be modifiedto a
"W," showingthe transition processthrough reentry (stage 6 to 9). While the phases may
be quite similar, the timingand duration of themis not. For example, the honeymoon
phase overseas mightlast a matter of days or weeks (even months), butat home the
elation of return can dissolve rather quickly. Returnees can find themselvesslippinginto
deepeninghostility orwithdrawal invery short time. While the onset of culture shock
abroad usually takes many weeks or even months, reverse culture shock can take hold
within hours of arrivinghome. Like culture shock, reverse culture shock has a number of
stages.
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3.1

3.2.

The Honeymoon Stage

When you firstarrive in a new culture, differences are intriguing and you may feel
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excited, stimulated and curious. Like any new experience, there’safeeling of euphoria

whenyou firstarrive and you’re in awe of the differences you see and experience. You

feel excited, stimulated, enriched. During this stage, you still feel close to everything

familiarback home.
The Distress Stage (Reverse Culture Shock)

Everythingyou’re experiencing nolongerfeels new;infact, it’s starting to get you

down. You feel confused, isolated orinadequate and realize that your familiar support

systems (e.g. family and friends) are not easily accessible. Similarto the period of

cultural adjustmentyou went through after firstarriving in your study abroad location,

you might experience:
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Boredom: Afterall the newnessand stimulation of your time abroad, a return to
family, friends, and old routines (however nice and comforting) can seemverydull. It
is natural to missthe excitementand challenges which characterize studyin a foreign
country, but it is up to you to find ways to overcome such negative reactions -
remembera bored personis also boring.

“No One Wants to Hear”: One thingyou can count on upon your return: no one will be
as interestedin hearingabout your adventuresand triumphs as you will be in sharing
those experiences. Thisis not a rejection of you or your achievements, but simply the
fact that once they have heard the highlights, any further interest on your audiences’
part is probably unlikely. Be realisticin your expectations of how fascinating your
journeyis goingto be for everyone else. Be brief.

You Can't Explain: Even when givena chance to explain all the sights you saw and
feelingsyou had while studying abroad, it is likely to be at leasta bit frustratingto
relay them coherently. Itis very difficult to convey this kind of experience to people
who do not have similarframes of reference ortravel backgrounds, no matter how
sympatheticthey are as listeners. You can tell people aboutyour trip, but you may fail
to make them understand exactly how or why you felta particular way. It’s okay.

Reverse "Homesickness": Just as you probably missed home fora time after arriving
overseas, itis just as natural to experience some reverse homesickness forthe people,
places, and thingsthat you grew accustomed to as a student overseas. To an extent it
can bereduced by writing letters, telephoning, and generally keepingin contact, but
feelings of loss are an integral part of international sojourns and must be anticipated
and accepted as a natural result of study abroad.

Relationships Have Changed: It is inevitable that when you return you will notice that
some relationships with friends and family will have changed. Just as you have altered
some of your ideas and attitudes while abroad, the people at home are likely to have
experienced some changes. These changes may be positive or negative, but expecting
that no change will have occurred is unrealistic. The best preparationis flexibility,
openness, minimal preconceptions, and tempered optimism.

People See "Wrong" Changes: Sometimes people may concentrate on small
alterationsinyour behavioror ideasand seemthreatened or upset by them. Others
may ascribe “bad” traits to the influence of yourtime abroad. These incidents may be
motivated by jealousy, fear, orfeelings of superiority orinferiority. Toavoid or
minimize themitis necessary to monitoryourself and be aware of the reactions of

those around you, especiallyin the firstfew weeks following yourreturn. This phase
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normally passes quickly if you do nothing to confirmtheir stereotypes.

People Misunderstand: Afew people will misinterpret yourwords or actions insuch a
way that communicationis difficult. Forexample, what you may have come to think of
as humor (particularly sarcasm, banter, etc.) and ways to show affection or establish
conversation may not be seen as wit, but aggression or “showing off.” Conversely, a
silence that was seen as simply polite overseas might be interpreted at home,
incorrectly, as signaling agreement or opposition. New clothing styles or mannerisms
may be viewed as provocative, inappropriate, oras an affectation. Continually using
referencesto foreign places or sprinkling foreign language expressions or words into
an English conversationis often considered boasting. Be aware of how you may look
to others and how your behavioris likely to be interpreted.

Feelings of Alienation: Sometimes the reality of being back “home” is not as natural or
enjoyable as the place you had constructed as your mental image. When real daily life
is less enjoyable ormore demandingthan you remembered, itis natural to feel some
alienation. Many returnees develop “critical eyes”, atendency to see faults inthe
society you never noticed before. Some even become quite critical of everyone and
everythingfora time. This isno differentthan whenyou firstlefthome. Mental
comparisons are fine, but keep them to yourself until you regain both your 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 irrelevantathome. To avoid ongoing
annoyance: adjustto reality as necessary, change what is possible, be creative, be
patient, and above all use the cross-cultural adjustmentskills you acquired abroad to
assistyour own reentry.

Loss/Compartmentalization of Experience (Shoe boxing): Beinghome, coupled with
the pressures of job, family, and friends, often combine to make returnees worried
that somehow they will “lose” the experience. Many fearthat it will somehow
become compartmentalized like souvenirs or photo albums keptina boxand only
occasionally taken out and looked at. You do not have to let that happen: maintain
your contacts abroad; seek out and talk to people who have had experiencessimilar
to yours; 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 reject it as inferior. You may even develop some prejudices
towards the new culture. You’re angry, frustrated and even feel hostile to those
around you. You wonderwhy you made the decisionto change. You start to idealize
life “back home” and compare your current culture to what is familiar. Don’t worry.
This is absolutely normal and a healthy reaction — it means you’re adjusting. You

are reconnecting with what you value about yourself and your own culture.

Afterthat, sometimes called the emergence stage, when you start to come out of the
‘fog’ and finally begin to feel like yourself again. You start to accept the differences and
feel like you can beginto live with them. You feel more confidentand betterable to
cope with any problems that may arise based on your growing experience. You no

longerfeelisolated and instead you’re able to look at the world around you and
appreciate where you are.

3.4. Independence Stage

You are yourself again! You embrace the new culture and see everythingina new, yet
realisticlight. Things start to become enjoyable. You feel comfortable, confident, and
able to make decisions based on your own preferences andvalues. You no longerfeel

alone and isolated. You understand and appreciate both the differencesand
similarities of both your own and the new culture. You start to feel athome.

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 toengender competence withoutintercultural sensitivity. This kind of
sensitivityisnotsimply a positive attitude toward cultural difference ora desire to relate
well to others. Rather, it is the ability to experience cultural difference. Such experience is
not the natural outcome of cross-cultural contact.

The progression towards cultural understandingisvital. As a humanitarian entrepreneur
observes, "It's very hard to just parachute intoa developing country. There are so many
cultural nuances and ethnicdifferences, so many things about a particular culture that
wouldn'tbe readily apparentto someone who's not from there. Success or failure of
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projects or enterprisesrests on creating solutions that work within that cultural context.
Culturally sensitive volunteering requires awillingnesstolearn as well as to give, but most
of all, it requires the humility and ability to self-evaluate.

Overcomingethnocentrism involves more than “getting used to” cultural differences. After
havingbeenraised inone culture, suddenimmersionina different culture cantrigger a
series of complex emotions and reactions. For some, it can come as a shock that their
worldview isn’tuniversal, butisinstead just one of many equally valid worldviews. For
others, fundamental differences among people from different backgrounds can be difficult
to accept. Still others willimmediately admire the “beautiful” and “exotic” characteristics
of a foreign culture, and may eventemporarily shuntheirown background. Regardless of
the initial attitude towards cultural differences, itisimportant to develop genuine
intercultural sensitivity in orderto be an effective international assignee.

An intercultural developmentand communication expert has been recognized for his
Developmental Model of Intercultural Sensitivity. The model describes, in a series of six
stages, a continuum of attitudestoward cultural differences. The goal isto move from the
ethnocentricstages of denial, defense, and minimization, to the ethnorelative stages of
acceptance, adaptation and integration. Researchers describe ethnocentrism as an attitude
or mindset which presumes the superiority of one’s own worldview, sometimes without
evenacknowledgingthe existence of others. Ethnorelativism, on the other hand, assumes
the equality and validity of all groups and does not judge others by the standards of one’s

own culture.
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Source: Bennett, M. (1993). “A Developmental Model of Intercultural Sensitivity.” Derived
from: Bennett, MiltonJ. "Towards a Developmental Model of Intercultural Sensitivity" inR.

Michael Paige, ed. Education for the Intercultural Experience. Yarmouth, ME: Intercultural
Press.

Movementthrough the stages is one-way, forthe most part, although sometimes people
seemto retreat from laterto earlierstages of ethnocentrism. Research on the model
shows that people are predominantly in one stage (that is, they have a single predominant
worldview orientation to cultural difference), even though they may not have completely
resolvedissuesassociated with earlier stages of development.

4.1. The Ethnocentric Stages

A simple way to conceive of the three stages of ethnocentrismis interms of attitudes
toward cultural differences: those in the denial stage deny the existence of cultural
differences, those inthe defense stage demonize them, and those in the
minimization stage trivialize differences.

4.1.1. Denial:

In the first stage of Ethnocentrism, Denial, people have not yet constructed the
category of “cultural difference.” Tothem, the world is completely theircurrent
experience of it, and alternatives to that experience are literally unimaginable. People
of other cultures, insofaras they are perceived atall, seem less human, lacking the
“real” feelings and thoughts of one’s own kind. Cultural strangers existas simpler
forms inthe environmentto be tolerated, exploited, or eliminated as necessary. This
worldview state is the default condition of normal socialization.

People can stay in Denial theirwhole lives, as long as they don’t have much contact
with cultural difference. They can maintain this state by livingin total isolation from

people who are culturally differentor, as ismore common, by maintaining separation
from difference through artificial means such as apartheid.

In most cases, the expression of Denial appears thoughtless, butbenign, as in the
statement “live and let live.” Managers at this stage may appear extremely naive and
make statements such as, “As longas we all speak the same language, there’s no
problem, “or” | neverexperience culture shock.” (If someone travels with this person,
the companion may add, “but everyone else around him does!) People may have
difficulty differentiating cultures, leadingthemto lump all Asians, or all Moslem:s,
together. And people at this stage are profoundly unaware of theirown cultures. Any
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inquiry into how their own cultural lensesinfluence perceptionislikely to be met
with bewilderment. While itis usually benign, Denial can become virulent under
some political conditions, where the active dehumanization of othersis associated
with genocide.

An organization characterized by Denial is basically ignorant about cultural issues,
eventhough it may be quite sophisticated inits technical business. If any preparation
for cross-cultural contact is offered atall, it is basic language training. Such
organizations caught unawares by political or legal action around race, gender, and
immigrationissues. There probablyis no systematicrecruitment of a diverse
workforce, and any cultural diversity that does existis defined as a “problem.”
Needless to say, this kind of organization does not have access to cultural diversity as
a resource, eitherinternationally ordomestically.

In general, people inthe denial stage do not recognize the existence of cultural
differences. They are completely ethnocentricin that they believe there isacorrect
type of living (theirs), and that those who behave differently simply don’t know any
better. In this phase, people are prone to imposingtheir value system upon others,
believingthattheyare “right” and that others who are differentare “confused.” They
are not threatened by cultural differences because they refuse to accept them.
Generally, those who experience cultural denial have not had extensive contact with
people different from themselves, and thus have no experiential basis forbelievingin
other cultures. A keyindicatorof the denial stage isthe belief thatthey know better
than the locals.

4.1.2. Defense

In the second stage of Ethnocentrism, Defense, people have become more adept at
perceiving cultural difference. Exposure to mediaimages of other cultures, or the
kind of casual contact that occurs in corporate settings may set the stage for this level
of experience. Otherpeople still seemlessreal (i.e., less human) than one’sown
kind, but they now existin perception as stereotypesand so must be dealt with.
Because one’sown culture is still experienced as the only true reality, the existence of
the other culturesis threateningtothat reality. To counterthe threat, the world is
organizedinto “us and them” associated with the denigration of “them” and the
superiority of “us.” Occasionally, people at this stage may go intoreversal, wherein
they exaltan adopted culture and denigrate theirown primary socialization (“going
native,” or “passing”). On the surface, this may appear to be more intercultural

sensitive, butinterms of the dualisticperception characterizing this stage, it is an
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equivalentkind of Defense.

People with a Defense worldview tend to polarize any discussion of cultural
difference. Anattemptto contrast cultures ina non-evaluative way may be met with
defensive statements, such as “so what do you have against this country?” Jokes that
denigrate othercultures and ethnicslurs are accepted as “normal,” and a lot of
attention may be givento the relative intelligence orability of different cultural
groups. Businesspeople at this stage may hold the unexamined view that theirown
culture’stechnology and way of doingbusinessis superiorto all others. They may
also believe that people of other cultures are incapable of significantachievementon
theirown terms.

Organizations characterized by Defense may be overconfident or arrogant, leadingto
mistakesin product design and marketing. Cultural difference isseenas an obstacle
to be avoided, and combativeness may damage valuable international partnerships.

To summarize those in the defense stage, assignees are no longer blissfully ignorant
of other cultures; they recognize the existence of other cultures, but not their validity.
They feel threatened by the presence of otherways of thinking, and thus denigrate
theminan effortto assert the superiority of theirown culture. Cultural differences
are seenas problemsto be overcome, and there isa dualistic “us vs. them” mentality.
Whereas those in the denial stage are unthreatened by the presence of other cultural
value systems (they don’tbelieve inthem, afterall), those in the defense stage do
feel threatened by “competing” cultures. People inthe defense stage tend to

surround themselves with members of theirown culture, and avoid contact with
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 similarity among all human beings. Differences
that were threateningin Defense are subsumedinto already-existing, familiar
categories. These categories are of two types: physical universalism, wherein, for
instance, all human beings have the same needs; and transcendent universalism
wherein, forinstance, everyone s subject to the same spiritual principles, whether
they know it or not. People in Minimization recognize cultural variationininstitutions
and customs (objective culture) and may be quite interestedinthose kinds of
differences. However, they hold mightily to the idea that beneath these differences
beats the heart of a 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 theirown culture.

People with a Minimization worldview are “nice.” They make statements such as “we
are all one under the sun,” and they may be sincerely motivated toinclude people
from other culturesinto their activities. However, they cannot fathom why people of
other cultures might not want to engage in the proffered activities. This stage is
associated with various “melting pot” ideas, where a lot of emphasis may be placed
on assimilationinto the host culture. Politically oriented peopleat this stage may
argue for universal humanrights or world capitalism, without reference to how such
a position might be perceived by othersas a form of culturalimperialism. People of
dominant ethnic groups may assume that all people have “equal opportunity” failing
to perceive that institutions fashioned in their own culture’simage may offerthem
advantages while hindering the achievement of others who are culturally different.

Organizations characterized by Minimization may overstate theirsensitivity to
diversityissues, claimingto be “tolerant” and “colorblind.” This leads to poor
retention of cultural diversity, since people from non-dominant cultural groups often
interpretthese claimsas hypocritical. An extreme emphasis on corporate culture

creates strong pressure for culture conformity, creatinginternational antagonisms
where the corporate culture clashes with the local culture.

In summary, people inthe minimization stage are still threatened by cultural
differencesand try to minimize them by tellingthemselves that people are more
similarthan dissimilar. No longerdo they see those from other cultures as being
misguided, inferior, orunfortunate. They still have not developed cultural self-
awareness and are insistentabout gettingalong with everyone. Because they assume

that all cultures are fundamentally similar, people in this stage fail to tailor their
approaches to a cultural context.

4.2. The Ethnorelative Stages

4.2.1. Acceptance

In the first stage of Ethnorelativism, Acceptance, people have discovered theirown
cultural context, and therefore they can accept the existence of different cultural
contexts. People at this stage can construct the culture-general frameworks that
allow them to generate a range of relevant cultural contrasts among many cultures.
Thus, they are not necessarily expertsin one or more specificcultures (although they

might also be that); rather, they are adept at identifying how cultural differencesin
general operate ina wide range of human interactions.
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Acceptance does not mean agreement—some cultural difference may be judged
negatively—butthe judgmentis not ethnocentricin the sense of withholding equal
humanity. People at Acceptance first attain respect for behavioral differences, which
involvesonly the more tangible aspects of subjective culture such as language use,
nonverbal behavior, communication style, and cognitive style. Respect forvalue
differencesfollows, wherein people experience theirownvalues as but one good way
of organizingthe ethical dimension of reality. Thisis not the same as saying “anything
goes,” the common allegation lodged by antagonists of cultural relativity. The focusis
on the context of behavior, noton the acceptance of all behavioras appropriatein all
contexts.

People with an Acceptance worldview are able to see their own behaviorin cultural
context. Consequently, they tend to use self-referential statementssuch as “As a
person with German background, | am inclined to believe that...” or “This may be
mainly an Americantendency, but....” They are likely to be curious about cultural
differences, seeking outinformation about the subjective cultural behaviorand
values of other groups and initiating contrasts with their own cultures. In the early
form of this stage, managers may overcompensate fortheir previous ethnocentrism

| " IlI

and become overly tolerantof all “cultural” behaviors, eventhose that are

unproductive or deviantin theirhome cultural contexts.

Organizations characterized by Acceptance are likely to recognize the value of
diversity and to make active efforts to recruit and retaina diverse workforce.
Marketing and training efforts may acknowledge the local cultural context, but

appropriate action may be unclear. Managers are encouraged to recognize cultural
difference, buttheyare not trainedin intercultural skills.

Generally, people inthis stage begin to recognize other cultures and accept them as
viable alternativestotheirown worldview. They know that people are genuinely
differentfromthem and accept the inevitability of othervalue systemsand
behavioral norms. They do not yet adapt their own behaviorto the cultural context,
but they no longersee other cultures as threatening, wrong, or inferior. People inthe

acceptance phase can be thought of as “culture-neutral,” seeing differences as
neithergood nor bad, but rather as a fact of life.

4.2.2. Adaptation

In the second stage of Ethnorelativism, Adaptation, people are able to shift their
cultural frames of reference; thatis, they are able to look at the world “through
differenteyes” andintentionally change theirbehaviorto communicate more
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effectivelyinanotherculture. This isa conscious act, necessitatingan awareness of
one’sown culture and a set of contrasts to the target culture. Shifting cultural frames
of reference can be thought of as intercultural empathy, which involves temporarily
settingaside one’s own worldview assumptions and intentional ly taking on a specific,
different setof beliefs. The result of employingempathyinan intercultural eventisto
generate “natural” behaviorthat is appropriate to the target culture.

In other words, adaptive behavior emerges from successfully looking at the world
from the other culture’s perspective. Note that some culture-specificknowledge is
necessary forthe shiftto occur. When people routinely shift frame of reference, they
may become bicultural or (inthe case of several cultures) multicultural. But not all
biculturalismis culturally sensitive. Inthe case of “accidental biculturalism,” people
have simply received primary socializationinto two cultures. Such people may be able
to act appropriatelyintwo different cultural contexts, butthey cannot necessarily
generalize thatability toa third culture.

People with an Adaptation worldview are able to interpretand evaluate situations
from more than one cultural perspective. They are likely toinitiate statements such
as, “I thinka Japanese view of this situation would be...” or “Let’s imagine how a
Moslem might react to....” Managers at this stage are oftenthose who seek out
contact with cultural difference, and they are notable in theirability to change
behaviorin different cultural contexts. For example, amanager’s behavior may be
more objective and detached fromfeelingsin typical German contexts, while the
same person may be more subjective and attached to feelingsin typical Latin
American contexts. Managers also may act as cultural liaisons between two cultural
groups that they know well. They are perceived as belonging to both groups, which is
generally positive, but people who are less intercultural sensitive may perceive dual
cultural identity as somehow ”disloyal.”

Organizations characterized by Adaptation encourage education training for
executivesand managersin both the mindsetand skill set of intercultural
competence. A strong climate of respect for diversity leads to high retention of

diversityinthe workforce. Both domestic and international cultural differences are
routinely used as resourcesin multicultural teams.

During the adaptation phase, people beginto view cultural differences as a valuable

resource. Because differences are seen as positive, people consciously adapt their
behaviorsto the different cultural norms of their environment.
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4.2.3. Integration

In the last stage of Ethnorelativism, Integration, people extend their ability to
perceive eventsin cultural contextto include theirown definitions of identity. 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 “moving around in cultures,” no longer completely at the centerof any one or

I"

combination of cultures—a “cultural margina

In some cases, people become stuck in the intersection between cultures; a condition
that is termed encapsulated marginality. The alternative condition at this stage is
constructive marginality, wherein people use the cultural intersectionasa platform
from which launch into different aspects of their multicultural identity. Integrationis
not necessarily betterthan Adaptationin most situations demandingintercultural
competence, but itis descriptive of a substantial numberof non-dominant minority
group members, long-term expatriates, “global nomads,” and other people who may
see themselvesas “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
activities of all kinds. Constructive marginals are more likely to be sophisticatedin
intercultural ethics, to be inclined towards deep cross-cultural interpretation, and to
be skilledinintercultural mediation. Whetherencapsulated or constructive, people at
this stage of developmentare very complexintheir constructions of cultural
difference andin theirdefinitions of self. The question “Who are you?” is likely to
elicita very longstory, filled with examples of intercultural experience.

Organizations characterized by Integration are truly global. Every policy, issue, and
action is examinedinits cultural contextand assessedforits strengthsand limits.
There islittle emphasis onthe ethnic of national identity of the organization,
although its cultural roots and influences are recognized.

Integrationisthe last stage in one’s journey away from ethnocentrism. In this stage,
people accept that their identity is not based inany single culture. Once integrated,
people can effortlessly and even unconsciously shift between worldviews and cultural
frames of reference. Though they maintain theirown cultural identity, they naturally
integrate aspects of other culturesinto it.
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It should be clear from this discussion that intercultural competence has come a long way
from the old days of “sink or swim.” The focus is now on developingthe learning-to-learn
and the mutual adaptation strategies that constitute intercultural competence forboth
individuals and organizations. The level of intercultural sensitivity of individuals and
groups can be ascertained, and interventions can be tailored to the particular issuesthat
needto be resolved. Programs that purport to developindividuals and groups can now be

rigorously evaluated with a quantitative measure.

In sum, organizations can now be certainthat thereis a return on investment of resources
expendedonintercultural education. However, programs inintercultural competence still
need to be carefully selected and coordinated to assure theirvalue. Forinstance, programs
should be sequenced so that culture-general information precedes culture-specific
information. The intercultural mindset needs to be established before the skill set can be
acquired. All programs need to take into account the development stage of prospective
participants. Most importantly, the development of intercultural competence must be
seen as complex undertaking that demands significant time and resources. The
developmental model and methods now exist, butthey need to be implemented by
professionals with the appropriate expertise.

In other words, once it has progressedto an ethnorelativisticview of cultural differences,
the assignees willin essence be bicultural. They will revel in cultural differences, and be
able to effortlessly take on subtle characteristics of the local culture. Their intercultural
sensitivity will also affect how othersview and treat them. Beingtrusted and accepted by
local people intoa culture they have recently come to know and accept will be thrilling
and fulfilling, and will allow them to be more effective performers.

. Cross Culture Training (CCT)

Companies use a variety of methodsto teach expatriates cross-cultural skills, aimed at
facilitatinginteractions with aforeign culture. This section gives an introductionto the
main methods, theirfocus, timingand activities used to convey the training. A summary of
differenttraining methods along with theirattributes has been compiled and is presented
in the below Table. The summary includes the training methodsidentified fromthe
differentacademicsources presentedinthis section, as well as sequential trainingwhere

different methods are combined. While some methods are 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 Learning to thinkand act asa Pre-departure Cultural assimilator
host national, culture specific

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, Combiningdifferent

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 can be givenin a

classical lecture form or with less structured methods such as casual conversations

with experts. It can also be provided with informational booklets, presentingfacts on

the host country. Didactic trainingis the most common form of CCT and more than

two thirds of all multinational corporations offerdidactictrainingin the form of

informal briefings to theirexpatriates before deployment abroad. This type of training

provides factual information regarding working and living conditions as well as
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cultural aspects of the host country. The content of the cultural aspect does, however,
mainly address practical issues, such as shoppingand dress codes in the host country.
It representsthe traditional way of learning used in schoolsand universities, where
informationistransferred using one-way communication. The content in didactic
trainingis often hard facts like requirements forthe job, policies, travel arrangements
etc., but it also contains aspects that help prepare expatriates to establisha
framework for understandingand adapting to a new culture when they arrive in their
host country and facilitate lifestyle adjustments. Besides pre-departure issues, it can
also include information onrepatriationissues. The didactic training can have more
general culture contentor it can be aimed towards understandinga specificculture.

Fact-oriented didactictrainingis based on the notion that knowledge will facilitate
intercultural relationships. Accordingto a researcher, this concept is contested by
some authors, claiming that there is little evidence to support a positive effect. The
researcheralso argues that since cultural differences between two nations are
numerous, didactic training should not try to convey all the knowledge that an
expatriate will need during his or herstay. Because of this, didactic training should
not be used as the only way of preparing expatriates fora foreign assignment, but
should rather be combined with more experiential methods. Othertwo researchers
also state that fact-oriented trainingonits own is not enough to prepare an

expatriate.
5.2. Experiential Training

Experiential trainingis conveyed usinga number of methods including, notonly,
practical exercises, workshops and simulations, but also more genuine concepts such
as look-see visits to the host country. Look-see trips can provide a first real experience
of the country for the expatriate and sometimes his or her family. They give the
opportunity to meet peopleinthe new country and geta view of the new
environmentandthe workplace. To be effective they need to be well planned, which
can make them costly. The problem can also be that since they are designedtogive
the expatriate a positive 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 answered and can build a sense of the host location before
enteringthe training program.

Experiential training aims at preparing the expatriate ina more direct way, building

beyondthe mereintellectual experience. The experiential training can also be either
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concept of learning by doingand is conveyed by using practical exercises. This
preparesthe expatriate intellectually and emotionally to adapt to the new culture
and enables him or her to develop certain skills that can be used when confronted

with the new culture. This is, according to scholars, one of the most promising
training methods.

5.3. Attribution Training

Attribution trainingtries to give the expatriate skillsinthinking and acting as a host
national. It is aimed at givingthe expatriate aninsightintothe cultural point of view
in the host country. This enablesthe expatriate to explain and understand host
national behavior. By teachingsuch skills, the aim is to make the expatriate’s
attributes more isomorphicto the new culture. Attribution trainingis closely
connected, but not limited, to a teaching method called “cultural assimilator”. This
method consists of a series of intercultural short episodes, judged to be critical for
the interactions between members of two cultures. In the episodes, encounters
between members of two different cultures are used to practice interactionswitha
new culture.

5.4. Language Training

Language training involves teaching the expatriate the native language and/orthe
businesslanguage of the host country. While fluency can take months or evenyears
to attain there are still benefits of using this training method. The method is often
usedin CCT and is an effective way of preparing an expatriate since lack of language
skills can slow down an adjustment process. Eventhough fluencyin the native
language is not attained, the ability to enterinformal discussions, use common
courtesiesand show cultural empathy can helpto facilitate adaptation to the host
culture. A researcher also concludes that some knowledge of the local language is
important to send visible signals of politeness and to betterunderstand the culture of
the host country. Language barriers can prevent the expatriate from processing
information postedinthe local language, both privately and at a professional level,
and this preventsintegration.

Knowledge of the 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 trainingas

very important, but criticism from respondents partly included the short duration of
most of the courses.
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5.5. Cultural Awareness Training

The goal of Cultural Awarenesstrainingisto give the expatriate insight about the
concept of culture and cultural differences, by teaching awareness about the home
culture. Training activitiesinclude self-awareness building and value ranking charts,
but the goals can also be reached with more culture-general approaches, such as
simulation games and perceptual exercises. Other methodsinclude role-plays and
self-assessments and can be a good way of building self-awareness, which translates
into acceptance of oneself and 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 expatriates with more experience of the local culture. It can take place before
departure with previous expatriates orat the arrival in the host country. Overlapsin
expatriate placements are a sometimes-used training method, which can be very
beneficial forthe expatriate’s adjustment process. Benefits with overlapsinclude the
possibility to explain tasks, introduce contacts and otherwise coach in the

management and operation of the workplace. Families can also benefitina similar
way frominteractions with the outgoing family.

Although the benefits are clear with this model, most actors do not useit. The
reasons are cost issuesand doubts in itsvalue. There are also problemswith
organizing since the development of expatriate placements are hard to predict, and

oftenare the result of short notice. This makes overlaps hard to manage evenfor very
skilled organizations.

5.7. Cognitive Behavior Modification

This methodis among the less used training methods when trainingan expatriate.
The expatriates get to name what activities they find rewarding or punishingin the
home culture context. By making such distinctions, the expatriate can hopefully apply

the same processin the host country and enable him or her to identify and focus on
rewardingactivities and feel positive about facing challenges of the host culture.

5.8. Sequential Training

The early ideas about CCT suggested that it should be carried out before the
departure, and some researchersstill think that pre-departure training helps the
expatriate toform realisticexpectations priorto arrival. Several researchers have,
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however, suggested the training to be more efficient when parts of it are held after
arrival inthe new culture. One reason to concentrate much of the trainingto the
post-arrival phase is the very short time span between selection and departure, in
some cases lessthan a month. Another reasonis that it may be difficultto
understand, and laterrecall, abstract social behaviorof the host culture if itislearned
in a non-authenticenvironment.

Consensus as to whether CCT should be held pre-departure or post-arrival has not
beenreached, and a new model — Sequential training—has beendevelopedto
combine the benefits of both pre-departure and post-arrival training. This model is
not a methodin itself but constitutes a combination of differenttraining methods
applied at differenttimes duringthe training process. It is based on the notion that
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 stepsthrough the post-arrival adjustment phases, during which
differenttypesof CCT is applied, and can extend all the way to repatriationissues. It
can start a longor short period before the move and continue for months inthe new
country.

A scholar argued that joint sessions forsequential CCT togetherwith other
organizations operatinginthe same foreign culture can lead to synergisticeffects;
logistical problems will be reduced, and the expatriates can share experiencesand
learn from each other.

If the time for pre-departure trainingis limited, didactictraining about the cultural
adjustment process should be infocus, to get the expatriate to develop realistic
expectations about the situation and become aware of the phasesthat will emerge
after the culture shock. A fact-based training method may also teach tangible and
understandable information about the certain characteristics and behaviors of the
new culture that is important to know before, or just after, arrival. This may be
delivered either before departure, afterarrival in the host country, or both. If a
cognitive-behavior modification approachis to be used, it can also be applied either
pre-departure, post-arrival, orin both phases.

Both attribution training and cultural awareness trainingare best used before
departure, but since attribution trainingis culture specificit isnot applicableina
general training program. The cultural awarenesstrainingisvery general in nature
and can therefore be an effective part of a pre-departure training program that is
directed at a group of expatriatesthatare going to very different regions.
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Interactional learningis best used post-arrival, since the expatriate needs an
authenticcultural context. Not until then will the expatriate realize many of the
challenges he or she will be facing. These personal experiences and realizations about
the cultural differences between home country and host country have two positive
effects:they can be used effectivelyin the CCT, and they further motivate the
expatriate to participate in the training.

A certain level of language skillsis necessary to have directly afterarrival in the new
country, so that common courtesies and basic greetings are mastered. The amount of
language skills neededis not defined, buta scholar state that the person’s previous
language skills and ability to learn new languages should be takeninto account
already during the selection process. The betterthe language skills are, the easierwill
the adjustment process be, since language has a very strong effect on expatriate
adjustment.

The culture shock phase is the stage where the expatriate isthe most susceptible to
CCT. Both didactic and experiential training can be used, as well as explanations of
observed behavior. The lattermethod is an effective way to develop appropriate
behaviorand learn how to learn more about the host culture.

The adjustment phase is characterized by a growing consciousness with the
expatriate, who at this stage needsto learn how to behave as the host nationals do.

CCT shouldinclude on-the-job practice, both structured and unstructured situations,
for expatriate-host national interactions.

Interactions overcultural borders require skills that can be labeled as cultural
intelligence. Cultural intelligence can be presentindividually orcollectivelyinthe
organization. Extensive trainingisrequired fora person to acquire sufficient cross -
cultural intelligence. The training can include learning positive and negative aspects of
the host culture, which can increase the cultural intelligence. The concept of cultural
intelligence can also be used as a tool in both the development processand the
selection process of expatriates. Attributes connected to having cross-cultural
intelligence are the ability to interpret verbal cues from persons of different cultures
and to make correct social interferences during conversations. Anotherskill is the

ability to reach social objectivesthrough cultural negotiations, based on the own
understandingand acceptance of the host culture.

There are several causes of expatriates failingto achieve the expected outcomes of a

foreign assignment. Language problems may be one obvious reason, but also
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problems with effective knowledge transfer between the expatriate and the host
country. It may further be a lack of personality skills forthe expatriate to understand
the cross-cultural interactions, a lack of technical abilities forthe work to be done, a
lack of motivation forthe foreign assignment, or the expatriate may have difficulties
to understand and adapt to eitherthe physical or the cultural differencesinthe
environment. Even if the expatriate has adapted well to the new environmentand
experienceslittle orno problems with the assignmentand general conditions, the
situation for the accompanying spouse and/or other family membersisjustas
important.

The reason why an earlyreturn is often seen as the ultimate sign of failure is because
itis much easierto identify than measuring underlying factors, even though it merely
constitutes the tip of the iceberg. Other indications of an unsuccessful assignment
may be delayed productivity and start-up time, disruption of relationships between
host and expatriate nationals, damage to company image, lost opportunities,
negative impacton successors, and poor repatriationintegration leadingto high
turnover.
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Part Three: Cross-cultural Teams and Diversity
1. Global Mindset

A global mindset combinesan opennessto and awareness of diversity across cultures and
markets with a propensity and ability to synthesize across this diversity. The central value
of a global mindsetliesinenablingthe company to combine speed with accurate
response. Global HR professionals can mindfully engage in activities designed to pull

togetheremployees fromdifferent cultures, countries, and business units for enhancing
global mindset within the organization.

A global mindsetis a mix of individual attributes thatenable an international
assignee/expat to successfully influence those who are differentfrom him/her. It isclear
that without it, it is most difficult, if notimpossible, foran expatto succeedin the
international assignment. Global mindset consists of three major components:intellectual
capital, psychological capital, and social capital.

GLOBAL MINDSET
Inteliectual Psychological Social
Capital Capital Capital

Global Business Passion for Intercultural
Savvy Diversity Empathy
Cognitive Quest for Interpersonal
Complexity 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 Mindset edited by M. Javidan, M.A. Hitt, and
R.M. Steers, 131-170. Oxford, UK: Elsevier.

1.1. Intellectual Capital

Intellectual capital refersto knowledge, skills, understanding, and cognitive complexity.



From interviews fora research about global mindset, it indicated thatthere isan
important body of knowledge —the employee’s subject matter expertise that expats
must have to be successful in theirtasks. It also tells us that successful expats think
differently thantheirless successful counterparts —they have a bigger capacity to take
differing viewpoints into consideration to understand and address complexissues.

2.1.1. Global Business Savvy

According to research, it is clear that successful expats have a high stock of
intellectual capital; with a strong set of cognitive skillsand a solid base of knowledge.
Intellectual capital translatesinto understanding the global business and industry;
knowing how competition worksin the global industry and what it means to the
expat’scompany. As one executive’sinput: “Expats are chosen because they are
supposedto bring knowledge and experience tothe company that they don’t have
locally...that providesa level of respect.”

Intellectual capital also involves the ability to build global networks, and being
cognizant of the role that interdependencies playin global success. Today’s global
corporations are highlyintegrated global networks of supply chain partners who are
workingtogetherto satisfy the needs of their global customers. Expats must

understand the importance of such networks and how they work; what actions and
processes create success or lead to malfunctionsin global networks.

2.1.2. Cognitive Complexity

Every expat faces conflicting demands from theirlocal stakeholders and from their
corporate headquarters, so managing the natural tensions between corporate and
local prioritiesand requirementsisalsoa part of the intellectual capital. The
corporate headquartersis, obviously, goingto be most interested in economies of
scale and scope, in maximizing efficiencies, and standardizing everything across the
global enterprise. In contrast, regional responsiveness requires understanding and
adapting to unique local needsand demands. The balancing act requiredin managing
these two forcesis a decisive success factor for expats.

2.1.3. Cosmopolitan Outlook

Finally, and perhaps most importantly, intelle ctual capital requires the ability to
manage complex cultural issues and understand cultural histories and similarities.

By the nature of theirjobs, expats are very likely toface such issues as theytry to
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influence others toward theircompany’s goals. It is essential that the individual
creating the bridge between the corporate culture and the local host country culture
is one who can intuitthe cultural underpinnings of his or her host society, learn
about how things are done in different cultures and why, and manage the potential
tension between hisor her culture and the host culture inan 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 a solid base of knowledge and a good understanding of global issuesis just
one of the factors necessary forexpat success. The second component of global
mindsetis psychological capital. Psychological capital is a set of psychological
attributesthat enable the expatto function successfullyinthe host country and
leads to the expat having a strong willingness and motivation to have the experience
in, and to succeed in, international settings.

1.2.1. Passion for Diversity

Passion for diversity refersto curiosity about people who are different. Asone
intervieweeinthe research stated, “One thing that all successfulglobal 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 that they 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
confirmed when the interviewees was asked specifically about the ability to suspend
judgment. Said one executive: “Asuccessful expat acts with humility, isan excellent
listener, is patient, andis cognizant of how he is perceived.” Anotherinterviewee

summed it up this way: “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

Quest foradventure refers towillingness totry new things that is a psychological
fortitude—such qualities as adaptability and flexibility. According to one senior
executive:”Expats who fail tend to be emotionally very tight. They can’t let go of the
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things they know and don’ttry 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.”
Anotherexecutive 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 havea lot of difficulty in an overseas
environment.”

1.2.3. Self-Assurance

Self-assurance refersto notfeeling threaten by others who are different. Self-
confidence isanother important feature of psychological fortitude. 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 seniorexecutives 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 capitalis the third and final piece of the global mindset, and refersto the
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- willingto understand others will help expatriates to build
trusting relationship with different stakeholders. Inthe variousinterviews of the
research, trust emerged as a significantissue. Many global executives said that
buildingtrusting relationships with those who are differentfromthemis essential to
the expat’s sustainable success.

1.3.2. Interpersonal Impact

Interpersonal impactrefers to building networks, develop, consensus. Referring back
to the needto effectively influence those around them, senior executives pointed
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out that the expatcannot influence unless he or she builds trusting relationships.
Successful expats generate positive energy and excitementamongtheir local
stakeholders and connect withthem on a personal level. Stated one executive: “Itis
aboutbringing the bestout 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.
Collaborativenessisanimportant part of social capital —having the flexibility to
address needs not only for yourself, but for other people. It was noted that the
ability to be collaborative leads toa team environmentin which trust flourishes.

Expats who generate positive energy, collaborate, and connect with other people
are more likely to build sustainable trusting relationships.

A global mindsetand its three crucial components —intellectual capital,
psychological capital, and social capital —is critical information for both expatsand
theircompanies. A research revealed thatin the compressed “climate” of a short-

term assignment, expats have less of a chance to learn as they go and needto be
prepared before they arrive.

Therefore, itis essential to ensure that the screening process for expatsincludesan
assessment of theirglobal mindset. Traditionally, companies have relied ontechnical
skills as the main criteria for choosing expat assignments, but we now know that
assessing global mindsetis at leastas important.

1.4. Cultivate a Global Mindset

In thinking about how to achieve a global mindset, itis critical to rememberthat the
key word is cultivation and that the quest fora global mindsetis a ceaseless journey.
Livingin a complexand dynamic world as we do, the extent to which one could
continue to explore the world's diversity as well as the linkages across this diversity
has no upperlimit.

Building on ideas from cognitive psychology and organization theory regarding
developmentof knowledge, we would contend that the speed with which any
individual or organization can cultivate a global mindsetis driven by four factors: (1)
curiosity about the world and a commitment to becoming smarter about how the
world works, (2) an explicitand self-conscious articulation of current mindsets, (3)

exposure to diversity and novelty, and (4) a disciplined attempttodevelopan
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integrated perspective that weaves togetherdiverse strands of knowle dge about
culturesand markets.

» Formal education

» Participationin cross
border endeavors

« Utilization of diverse
locations for team and

Cultivati
Diverse C

project meetings

* Immersion
experiencesin foreign
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
of the individual's personality makeup. Like other elements of personality, itis
shaped heavily by early childhood experiences and becomes more resistant to
change with age. Thus, while a company does have some maneuveringroomin
further cultivating curiosity among its existingemployees, its greatest degrees of
freedom lie at the point of employee selectionand in 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 able to developan
inherent corporate advantage inthe degree to which itsemployees will strive to
develop a global mindset. In any case, every company has a good deal of discretion
in hiring people who are curious about diverse culturesand markets and in
promoting those who have shown this desired curiosity.

Promoting people to seniorexecutive levels who place high value on global
experience and global mindsets sends strong signals regarding the importance of
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opennessto diverse cultures and markets.
1.4.2. Articulatingthe Current Mindset

Mindsets evolve through a process of interaction between people and the
environment. Ourcurrent mindsets shape our interpretations of the world around
us; in turn, these interpretations affect whetherornot our mindsets change or
remain unaltered. Unless this iterative process allows fornew learning, it is easy to
get trappedin one's own mental web. A powerful way to reduce the likelihood of
this entrapmentisto cultivate self-consciousness about one's mindset. Doing so
requires acceptingthe possibility that our view of the worldis justone of many
alternative interpretations of reality. Accepting this possibility significantly enhances
the likelihood of new learning.

How might an individual manageror team of managers cultivate self-consciousness
regardingtheir current mindsets? In our experience, two approaches work best. The
firstapproach isto ask managers or teams to articulate theirbeliefsaboutthe
subjectdomain. In contrast, the second approach is to conduct a comparative
analysis of how different people or companiesappear to interpretthe same reality.
Since the comparative analysis approach restson the premise that any particular
mindsetis justone of several possibilities, our experience has beenthat itis the
more effective of the two approaches for helpinga manager, a team, or a company
to uncover theiroften deeply buried current mindsets.

Consider, forexample, the experience of one company where we succeededin
persuadingthe CEO that, at least once every quarter, the agenda for the board
meeting must include a strategicreview of why a different competitor behavesthe
way that it does. Aftera year of thisrelatively simple exercise, the quality of
discussionsinthe board meetings changed dramatically. It became clear that the
company's own perspective on the market potential of different countriesand on
whetheror not jointventures were a sensible entry mode in this particular industry
were not necessarily shared by some of the industry's key players. Asa byproduct,
board deliberations onaction issues facingthe company became more
comprehensive and even led to the abandonment of what the CEO had earlier
believedtobe some of the seemingly "obvious" rules of this industry. In fact, this
comparative-analysis approachresultedin the CEO becominga proponentrather
than an opponent of strategicalliancesinthis industry.

1.4.3. Cultivating Knowledge Regarding Diverse Cultures and Markets
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Companies can cultivate exposure to and increase knowledge of diverse cultures and
marketsin two ways: (1) facilitate such knowledge buildingatthe level of
individuals, and (2) build diversity inthe composition of the people making up the
company. These approaches complement each other: the formerfocuses on building
cognitive diversityinside the mindsets of individuals, and the latter focuses on
assemblinga diverse knowledge base across the organization's members. Both
approaches are essential forevery multinational company. Cultivating aglobal
mindsetat the level of individualsis aslow processthat can take years of learning
through experience in multiple cultures; thus, relying exclusively on the globalization
of individual mindsets would be woefully inadequate vis-a-vis industry and
competitive imperatives.

Buildingon the widely acceptedideathat people learnthrough both formal
educationand on-the job experience, we describe and illustrate below several

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 skills and knowledge building regarding diverse cultures
and markets) can take place through self-study courses, university-based education,
or in-company seminars and/or management development programs. For example,
at its Global Management Development Institute, South Korea's Samsung Group has
routinely offered substantive coursesininternational business management;
country histories, cultures, and economies; and foreign languages. In-company
programs have the added advantage that the learningoccurs at multiple levels—not

onlyin the classroom but through interactions with colleagues from other locations
around the world as well.

Participation in Cross-Border Endeavors

Companies can participate in cross-border business teams and projects. Consider,
for example, aleading U.S. bank creating a "Euro" team to coordinate the company's
response to the introduction of the new European currency. Should such a team be
composed only of selected managers from the company's European units, or should
the team alsoinclude a very small number of Americans fromthe company's U.S.
operations? The latterapproach, in our view, can be extremely effective in building
in-depth knowledge regarding diverse cultures and markets—in additionto the
obvious benefits of byproducts such as development of interpersonal ties.
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Utilization of Diverse Locations for Team and Project Meetings

This approach has been used successfully by VeriFone, a global market leaderin the
automation and delivery of secure paymentand paymentrelated transactions. In
the late 1990s, the company had nearly 3000 employees based at more than 30
facilities around the world. As one of several mechanismsto become more attuned
to the global environment, the company's top-managementteam instituteda policy
of meetingforfive days every six weeks at a differentlocation around the globe. This
genericapproach can be implemented easily atany level of the corporate hierarchy,
from the board of directorsto a multinational R&D team within one of the business
units.

Immersion Experiences in Foreign Cultures

Immersion experiences can range from two- to three-month training assignments to
more extensive cultural learning programs. Standard Chartered, a London-based
global bank, has used the formerapproach, sendingtraineesrecruitedin London to
Singapore and those recruited in Singapore to London. The Overseas Area Specialist
Course, initiated by South Korea's Samsung Group in 1991, isan example of an
extensive program. Every year, over200 carefully screened trainees selected one
country of interest, underwent three months of language and cross-cultural training,
and then spenta year in the chosen country devoted solelytounderstandingit.
Trainees had no specificjob assignmentand were forbidden to make contact with
the local Samsung office. While abroad, they were even encouraged to use modes of
travel other than airlines, toachieve a deeperimmersioninthe local culture. At the
end of the immersion period, trainees returned to headquartersin Seoul and
reported on their experiences duringatwo-month debriefing period.

Expatriate Assignments

Multi-year expatriate assignments are by far the most intensive mechanismthrough
which employees can learn about another culture and market. However, this
mechanism can be the most expensive for cultivating a global mindset —forthe
company and, giventhe increasing preponderance of dual-career marriages, often
for the individual. Accordingly, companies need to target expatriate assignments
toward high-potential managers (as distinct from the common practice of selecting
people that you don't want to see too much of) and also to ensure that their stay
abroad fosters cultural learning rather than cultural isolation.
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2. Cross Culture Management

Researchers foundthat people from different cultures aren't just randomly different from

one another; they differinvery specific, even predictable, ways. Thisis because each

culture has its own way of thinking, its own values and beliefs, and different preferences

placed on a variety of differentfactors. They concluded that what distinguishes people

from one culture compared with another is where these preferences fall in one of the

following seven dimensions:

Universalism

(vs. Particularism)

Individualism

(vs.Collectivism)

Neutral

(vs.Emotional)

Specific
(vs. Diffuse)

Achievement

(vs.Ascription)

Sequential

(vs.Synchronic)

Internal Control

(vs. External)

» Whatis more important, rules or
relationships?

» Do we functionin group or as
individuals?

Do we display our emotions?

» How separate we keep our private and
working lives?

» Do we have to prove ourselves to
receive status, oris it givento us?

« Do wedo thingsone at a time, or
several things atonce?

« Do we control our environment, or are
we controlled by it?

Cross Culture Issues

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

2.1. Universalism Versus Particularism

This cultural dimension describes the rule versusrelationship. In universalistic

cultures, people place a highimportance on laws, rules, values, and obligations. They

try to deal fairly with people based on these rules, but rules come before

relationships. Strategies to manage people in this culture should be:
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e  Help people understand how theirwork ties into theirvalues and beliefs.
) Provide clear instructions, processes, and procedures.

° Keep promises and be consistent.

e  Give peopletimeto make decisions.

e Use an objective processto make decisions yourself, and explain your decisions
if others are involved.

In particularisticcultures, people believe that each circumstance, and each
relationship, dictates the rules that they live by. Theirresponse to a situation may
change, based on what's happeningin the moment, and who's involved. Strategies to
manage peopleinthis culture should be:

e  Give people autonomyto make theirown decisions.
e  Respectothers' needs whenyou make decisions.
e Be flexibleinhow you make decisions.

e Take timeto build relationshipsand getto know people so that you can better
understand theirneeds.

e  Highlightimportantrules and policiesthat need to be followed.

Typical universalisticculturesinclude the U.S., Canada, the U.K, the Netherlands,

Germany, Scandinavia, New Zealand, Australia, and Switzerland. Typical particularistic
culturesinclude Russia, Latin-America, and China.

2.2. Individualism Versus Collectivism

This cultural dimension describes the individual versus the group. In principally
individualisticcultures, people believe in personal freedom and achievement. They
believe that you make your own decisions, and that you must take care of yourself.
Strategiesto manage peopleinthisculture should be:

e  Praiseandreward individual performance.
e  Give people autonomyto make theirown decisionsand to use theirinitiative.
e Link people'sneedswiththose of the group or organization.

e Allow peopletobe creative and to learn from their mistakes.
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In collectivisticcultures, people believe that the group is more important than the
individual. The group provides help and safety, in exchange 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 Allowpeopletoinvolve othersindecision making.

e  Avoidshowingfavoritism.

Typical individualist culturesinclude the U.S., Canada, the U.K, Scandinavia, New

Zealand, Australia, and Switzerland. Typical collectivisticculturesinclude 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 effort to control theiremotions. Reasoninfluences theiractions
far more than their feelings. People don'treveal what they're thinking or how they're
feeling. Strategies to manage peoplein this culture should be:

e  Manage your emotions effectively.
e  Watch that your body language doesn't convey negative emotions.
e  "Stick to the point"in meetingsand interactions.

e  Watch people'sreactions carefully, as they may be reluctant to show their true
emotions.

In emotional cultures, people want to find ways to express theiremotions, even
spontaneously, at work. In these cultures, it's welcome and accepted to show
emotion. Strategies to manage peoplein this culture should be:

e  Openup to peopletobuildtrust and rapport.
e Use emotionto communicate your objectives.
e Learn to manage conflict effectively, before it becomes personal.

e  Use positive bodylanguage.
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e  Have a positive 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 cultural dimension describes how far people getinvolved. In specificcultures,
people keep workand personal lives separate. As a result, they believe that
relationships don'thave much of an impact on work objectives, and, although good
relationships are important, they believe that people can work together without
havinga good relationship. Strategies to manage peopleinthis culture should be:

e Bedirect and to the point.
e  Focus on people'sobjectives before you focus on strengtheningrelationships.
e  Provideclearinstructions, processes, and procedures.

e Allowpeopletokeeptheirwork and home lives separate.

In diffuse cultures, people see an overlap betweentheirwork and personal life. They
believe that good relationships are vital to meeting business objectives, and that their
relationships with others will be the same, whethertheyare at work or meeting
socially. People spend time outside work hours with colleagues and clients. Strategies
to manage peopleinthis culture should be:

e  Focus on buildinga good relationship before you focus on business objectives.

e  Findout as much as you can about the people thatyou work with and the

organizationsthat you do business with.

e  Be preparedto discuss business on social occasions, and to have personal
discussions at work.

e  Try to avoidturning down invitationsto social functions.

Typical specificculturesinclude the U.S., the U.K., Switzerland, Germany, Scandinavia,

and the Netherlands. Typical diffuse culturesinclude Argentina, Spain, Russia, India,
and China.



2.5. Achievement Versus Ascription

This cultural dimension describes how people view status. In achievement cultures,
people believe thatyou are what you do, and they base your worth accordingly.

These cultures value performance, no matter whoyou are. Strategies to manage
peopleinthis culture should be:

e Rewardand recognize good performance appropriately.
e  Use titlesonlywhen relevant.

e Be agoodrole model.

In ascription cultures, People believe that you should be valued forwho you are.
Power, title, and position matter in these cultures, and these roles define behavior.
Strategiesto manage peopleinthis culture should be:

e  Use titles, especially when these clarify people's statusinan organization.
e Show respectto peoplein authority, especially when challenging decisions.
e Don't "showup" peopleinauthority.

e Don't letyour authority preventyou from performingwell inyour role.

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

2.6. Sequential Versus Synchronous

This cultural dimension describes how people manage time. In sequential-time
cultures, people like eventsto happenin order. They place a high value on
punctuality, planning (and stickingto your plans), and staying on schedule. In this

culture, "time ismoney," and people don't appreciate it when theirscheduleis
thrown off. Strategies to manage people in this culture should be:

° Focus on one activity or projectat a time.
e  Be punctual.
e Keeptodeadlines.

° Set clear deadlines.
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In synchronous-time cultures, people see the past, present, and future as interwoven
periods. They often work on several projects at once, and view plans and
commitments as flexible. Strategies to manage people in this culture should be:

e Be flexibleinhow you approach work.
e Allow peopletobe flexible on tasksand projects, where possible.

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

Typical sequential-time culturesinclude Germany, the U.K., and the 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 theirenvironment. Ininternal
control (direction) cultures, people believe that they can control nature or their
environmenttoachieve goals. This includes how they work with teams and within
organizations. Strategies to manage peopleinthis culture should be:

e Allowpeopletodeveloptheirskills and take control of theirlearning.
e Setclearobjectivesthat people agree with.

e  Be open about conflictand disagreement, and allow people to engage in
constructive conflict.

In external control (direction) cultures, people believe that nature, or their
environments, controls them; they must work with their environmentto achieve
goals. Atwork or inrelationships, they focus theiractions on others, and they avoid
conflictwhere possible. People often need reassurance that they're doing a good job.
Strategiesto manage peopleinthisculture should be:

Provide people with the right resourcesto do theirjobs effectively.

e  Give peopledirectionand regular feedback, so that they know how theiractions
are affectingtheirenvironment.

e  Reassure people that they're doing a good job.
e  Manage conflict quickly 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 fortheir work.

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

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

differently towards the same product.
3. Cross Culture Team

The goal of developingandimplementingateam-building programis to improve overall
organizational performance at a time 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
factors influencingteam performance: individual differences, cultural factors,
organizational contextand environmental factors as showedin the figure.

TEAMDEVELOPMENT
Orientation
Trust Building
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 Building at the United Nations Industrial
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Development Organization. ITAP International.

3.1. Team Development

One of the main componentsto considerwhile creatingand sustaining high
performance teams is the team development process. The six basic phases we utilize
were identified and are always presentin a team; however, each of them comes into
focus at a particular stage. A team that resolves the questions of each phase and
buildsthe next phase over the lastone is better preparedfor a higher level of
performance. Unresolved questionsin each phase will diminish the level of team

performance, making the team increasingly ineffective. A brief description of each
phase follows.

3.1.1. Orientation

In this phase a certain ambiguity existsinthe minds of the team membersas to the

purpose of their coming together. They needa clear answerto why they are there. If
this questionis unsolved, team processes will lead to disorientation, uncertainty and
fearwhich is not the appropriate condition from whichto enterintothe next phase.

3.1.2. Trust building

During the second phase, members are engagedin sharing theirexpectations,
competences and hopes with other participants, thus buildingthe basic trust and
rapport needed for effective communication.

3.1.3. Goal clarification

Phase three emphasizes discussion of team and individual prioritiesamong members.
Additionally, members'roles are clarified and the task to be undertakenisidentified.

3.1.4. Decision making

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

3.1.5. 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. If the team was able to resolve the key questions
of the precedingstages, a higher level of performance can be expected.

3.1.6. Renewal

This is the final stage, in which the team memberslook back and reflecton what they
have achieved, work on theirshortcomings and prepare themselves forthe future.

Each of these phases of team developmentisan essential part of the 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

guestion makesrelevantthe needto analyze how the organizational context affects
team performance. The followingfactors are considered:

3.2.1. Leadership

The type of leadership and its effectiveness needs to be examined, whichincludes
leadership within the team and withinthe organization and leadership styles which
contribute to effective orineffective management practices. Consideration was also

givento situational and principle-centered leadership andits relationship with
followership and strengths and weaknesses of the organization's leadership norms.

3.2.2. Purpose

Every teamneeds a clear mission. Determination of the purpose of the organization
or divisionresults from the negotiation process between 'What we want to do' 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

Itis important to analyze the organizational structure and its impact on group work
and team performance. Structure is supposed to solve division of labor problems, not
create them. Three main ways to organize are by

e function;
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e  product, program or project; or

° a mixture of both.

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

3.2.4. Rewards

Formal reward systems are no guarantee that staff will act in the way the systemis
attemptingto prompt them. Formal or informal rewards should satisfy team
members'needs, i.e. professional growth, esteem, acceptance, safety. Motivational or
hygienicfactors should also be considered, such as achievement, responsibility, team
recognition, and working climate. The strengths and weaknesses of the reward
systems should be evaluatedto determine if the system properly reinforces team

goals and behaviors.
3.2.5. Helpful Mechanisms

Mechanisms are needed to help people in working together more effectively.
Mechanisms are helpful whenthey assistin the coordination or integration of work or
assistpeoplein keepingtrack of whetherthings are goingwell or badly. Examples
include managementinformational systems, performance appraisals, weekly
problem-solving meetingsand ad hoc brainstorming sessions.

2.2.6. Relationships

This analysisis centeredin the relationships:

(a) among people, peers or manager-subordinates;

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

Itis important to explore how these relationships affectteam performance. The
quality of relationships and theirinterdependence are highlighted. (This area
dovetails with the analysisin the section on cultural factors.) The relation with the
external environment of the 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 their own cultural profile using the following dimensions. This
analysisfocuses on cultural factors rather than professional orother issues.

3.3.1. Relationshipswith people

Participants explore waysinwhich they relate to each other. For example, some may
feel that friendship has special obligations and should come firstin working
relationships, while others may give more emphasis to following rulesfirstand less
importance to helpingfriends.

3.3.2. Attitudestowardstime

Individual team members may have differences relatingto how strongly they are
orientated to the influence of the past (forexample, the importance of precedence
and history), the present (forexample, current organizational politics and concerns)
and the future (for example, avision forfuture development).

3.3.3. Attitudestowards nature

Some people view the environment, fate and current circumstances as acting
powerfully onindividuals and will seektolive in harmony with these factors. Others
may want to manipulate, control and even exploitthe environment. These views may
leadto very different ways of analyzing the feasibility and importance of projects.
These attitudes are also highlyimportant in anticipating reactions to field projects.

The analysis of culture differences usingacultural profile questionnairefirst helps
participants understand how they may be perceived by othersand, second, helps
them to modify and expand their understanding of the behaviors of others. Cultural
differencescaneitherinhibitoraugment the effectiveness of teams, dependingin
part on the awareness that each memberbrings to the team regardingthese
differences. If membersview such differences asannoyances or barriers, then the
team's effectiveness will be inhibited. If, on the other hand, members see these
differencesasrepresentingalternative ways of both understandingand implementing
the work of the team, the capacity of the team will be enhanced. Since there are
within all cultures both effectiveand difficult (counterproductive) people, itis not the
presence of individuals from multiple cultural backgrounds that causes problems but
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rather the presence of those who are eitherunwillingorunable to carry out the work
of the group. Thisis an important distinction, since it is often assumed that the

culturesthemselves mayinhibitthe work of the team. Recent research has suggested
that although diverse teams take more time to complete tasks in the short run, inthe

long run they find more creative solutions.
3.4. Individual Differences

In the analysis of individual differences, participants explore their personality type
and reflect upon theirworking styles and management preferences. With the help of
the Myers-Briggs Type Indicator (MBTI), participants gain a perspective on how they
are energized, acquire information, make decisions and relate to their fellow workers.
Within the context of these four scales they are helpedto understand themselves
and their behaviors and appreciate others, so as to make constructive use of
individual differences. By knowing theirown preferences andlearningabout those of
others, they come to know theirspecial strengths and how people with different
preferencescan relate to each other and become valuable withinteams.

Additionally, usingthe Myers-Briggs Type Indicator, the weighting of types withinthe
team as a wholeisanalyzed and discussed with participants, with regard to the
impact on the team as a whole and on the larger organization. Inthe present format
of thisteam-building workshop, the individual differences resulting from technical
competences or knowledge and experience levels are not analyzed. However, we
believe thatinthe 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
coincide to highlightthe popular topic of cultural differences and theirimpact on the
measurement of business unit performance. Justas a “rising tide lifts all boats,” an
expandingglobal economy helpsalmost every company. But as the growth fueled by
economic expansion decreases, the needforreliable measures of performance becomes
more apparent. In the decade since the Balanced Scorecard was first written about, its use

has become widespread. This performance measurement technique depends heavily on
nonfinancial measuresand leadingindicators that drive performance.

Along with a growing recognition that effective measures of business unit performance
must include more widely applicable strategic measures than those offered by historical
financial performance is the recognition that nonfinancial measures ofteninclude
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behavioral metrics that are affected by culture. A sizable body of research attempts to

pinpointdifferencesin cultural attitudes and provide guidance on how managers may

avoid a cultural bias in performance measurements.

A famous scholar’s ambitious examination of cultural differences and theirimpact on

businessstudied employeesin more than 50 nations and has served as a basis for many

additional studies. One of the appealing characteristics of the research is the intuitive

collaboration most readers can offerfrom experience. The scholareventually identified

five cultural 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, Open communication

More innovation, Little loyalty,
Strategicoriented

Individual performance and
incentive, Transactional

employmentrelation

Quality of Life, The genderroles
tend

to overlap, Non-competitive

Focus on short-term results

Positionis power, formalized
roles, Authoritative
leadership

Less innovation, Strong

loyalty, Operational oriented.

Group performance and
incentive, Family

employmentrelation

Work is the focus of life, Only
male characteristics.,

Competitive

Focus on long-termresults

Lair Sale, M (2004).

Performance Appraisal Along Cultural Dimensions: Truth or

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

4.1. Power Distance

Power distance is the degree to which less powerful members of a culture will accept

the unequal distribution of power. In the work environment, decentralized authority

with a relatively flat organizational structure and a small percentage of supervisory

personnel characterizes low powerdistance cultures. Inequality of rolesis viewed as
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the result of convenience.

The ideal boss is seen as resourceful, practical, orderly, and democratic; the ideal boss
dependson personal experience and the counsel of subordinates. The boss-employee
relationshipis pragmatic. Information flows freely between levels. Institutionalized
grievance channels are established to handle possible abuse of power. Subordinates
respond to bargaining or reason, and management by objectiveislikely to be
successful. The salary range between managers and workersisrelatively narrow, and
there are relatively few status symbols and privileges for managers. Managers tend to
be satisfied with theircareers, includingthe level of compensation. In low power

distance cultures, job satisfaction, high performance, and increased productivity
result from employee participationin management decisions.

On the other hand, in high power distance cultures, authority is concentrated at the
top of a vertical organizational structure. There are relatively more supervisory
personnel, and the resulting differencesin powerare an accepted inequality between
higher-level and lower-level individuals. Managers rely on formalized rolesin which
authority isvested and workers expect to be told what to do without consultation.

Close supervision and authoritative leadership are expected toleadto job
satisfaction, higher performance, and increased productivity.

In addition, communications between the superiorand the subordinate tend to
proceed from the top-down, and are less likely to proceed from the bottom-upin
high power-distance cultures. Itis considered inappropriate for peopleininferior
positions (subordinatesinthe workplace) to express opinions counterto those of
peopleinsuperiorpositions — especially when the status quo prescribesthat the
formershould remain supportive and subservient to the latter. Because open and
direct communicationin high power-distance societiesisrestrained orimplicitly
discouraged, itis plausible to expect negative reactions to performance appraisal
from employeesand managers. A researcher noted that communication patternsin
individualisticcultures, such as the United States, tend to be relatively directand
clear, while those in collectivist cultures, such as Taiwan and Singapore, tend to be
lessdirect and more implicit.

4.2. Uncertainty Avoidance

Uncertainty avoidance is defined by the scholar as the degree that members of a
culture fear the unknown or feel stressed by change and ambiguity. Cultures with a

low degree of uncertainty avoidance do not feel stressed and threatened when faced
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with change and ambiguity. Low uncertainty avoidance cultures have a relatively
short average duration of employmentwith each employerand feel little loyalty to
the employer. Although self-employmentis uncommon, they preferto work for
smallerorganizations.

The powerof superiors depends on their position and relationships. Innovators feel
independent of the rules, and renegades are championed. A relatively high number of
trademarks are granted and, although innovationis encouraged, it is not necessarily
takenseriously. Precision and punctuality must be learned and managed, but there is
little demand forflexible working hours. There is a ge neral skepticism toward
technological solutions and rather than relying on expertise and specialists,
confidence is placed on generalists and common sense. Activities are oriented toward
relationships ratherthan tasks, and managers feel confidentinthe ambition and
leadership ability of theiremployees. Top managerstend to concentrate on strategy.

In high uncertainty avoidance cultures, thereis a strong loyalty toone’s employer,
and job tenure is relatively high. Arelatively high number of individuals are self-
employed, but those who are not tend to preferlargerorganizations. The power of
managers depends on theirability to control uncertainty. Innovatorsfeel constrained
by the rules, and radical ideas are avoidedin favor of the rational solution. Thereisa
strong reliance on technical solutions, specialists, and expertise. Few trademarks are
granted, and innovationisresisted. Aninnovation, once accepted, becomesthe norm
and is applied consistently. Precision and punctuality come naturally, and flexible
workinghours are popular. Managers do not have confidence inthe ambitionand

leadership abilities of subordinates, and top managementis deeplyinvolvedin
operations.

In addition, people expectthatthere isan absolute and correct way of perceivingand
carrying out duties at work in high uncertainty-avoidance cultures. Employees assume
that the superioris the one withthe knowledge (‘in-the-know’). Bosses are expected
to give clear and unambiguousinstructionsto theirsubordinates. In contrast, in low
uncertainty-avoidance cultures, the process of performance appraisal allows
subordinatesto engage in discussions with their superiors about issues that arise
from the appraisal. Subordinates are even encouraged to explore the validity of their
appraisals with theirsuperiors.

4.3. Individualism versus Collectivism

Individualism and collectivism are opposites. Itis explained that,inan individualist
society, tiesbetweenindividuals are loose and people are expected to look after
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themselves. Ina collectivist society people integrate into strong, cohesive groups and
tendto do what is bestfor the group. In a high individualist society, ties between
individuals are loose, and people are expected to watch out forthemselves.
Employees are expectedto act in their own economic bestinterest, and employee-
employerrelationships are seenastransactions in a labor market. However,
employee commitmentto the organizationis high, and poor performanceis reason

for dismissal. Family relationships have anegative impacton hiringdecisions, and
special treatment for family or friendsis unethical.

Training is most effective when focused atthe individual level. More people report
workingindividually and thereisa great deal of reliance on individual decisions.
Employees worklonger hours, but maintain more control overjob and working
conditions. The composition of work groups is based on the individual criteria of the
memberwithout regard for any personal associations or characteristics the members
share and relationships with coworkers are not based on theirgroup identity. In
businessrelationships, taskand company prevail over personal relationships. The
preferred reward allocationis based on what is equitable forthe individual, and
incentives are preferred forindividuals. Direct appraisal of performance leads to

higher productivity. The prevailing attitude is that open communication about how
one feelsabout othersaids productivity.

In high collectivism cultures, employees are expected toact in the bestinterest of
theirown "in-group." Employee-employerrelationships are seen as a personal
commitmentakin to family relationships. However, employee commitment to the
organizationislow, and poor performance is addressed by assigning other tasks.
Family relationships are given priority in hiring decisions, and special treatment for
family and friendsis expected. Training is most effective when focused on the group;
more people report workingand making decisionsinteams. Employees work fewer
hours, and maintain less control overjob and working conditions. The composition of
work groups is based on group criteria, such as ethnicity, and the relationship with
coworkersis cordial withinthe group but hostile to those outside.

In businessrelationships, personal relationships prevail over company and task. The
preferred reward allocationis based on what is equitable between groups but equal
to individuals within the group. Group incentives are preferred overthose for

individuals. Itis believed that direct appraisal of performance is a threat to harmony

and that open communication about how one feels about others will spoil
cooperation.
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On the one hand, peopleincollective societies, likethose in China, should be less
amenable to performance appraisal because the Chinese draw on inter-dependence
as the basis of theirself-identities. The collective Chinese culture implicitly socializes
people to evaluate behaviorsinterms of situations and contexts. They are 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 neverexamined orassessedina vacuum (detached from its environment),
or without takinginto account the influence of the contextorinfluences from
multiple sources. A researcher noted that Chinese rated both off-the-job and on-the
job behavioras equally important. Researchers also reported that HK managers were
more likelytoinclude personality as a performance criterion than UK managers were.
This is consistent with 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
supports the notion that people in HK and the China will welcome the application of
performance appraisal in work settings. People in both regions are governed undera
special administrative (economic) scheme where capitalismis confined within China’s
socialisticregime. People inthese regions are encouraged to be self-reliant, and
rewards based on individual initiative are highly encouraged. Aslong as interpersonal
harmony is maintained, competitionis encouraged.

4.4. Masculinity versus Femininity

Masculinity and femininity are opposites. Accordingto the scholar, in masculine
societiesthe norm is for mento be assertive and focused on material, whilethe norm
is forwomen to be tender, modest, and concerned with the quality of life. In contrast,
genderrolesoverlapin feminine societies. In masculine societies, the normis for men
to be assertive and focused on the material, while women are expected to be tender,
modest, and concerned about the quality of life. Infeminine societies, the gender
rolestend to overlap, and both men and women are expected to be tender, modest,
and concerned about quality of life.

In more masculine societies, workisthe focus of life. The expectationisthat work
should not only offersecurity and compensation, but should also be interesting.
Managers are expected to be decisive, firm, assertive, competitive, and just.
Successful managers are seen as folk heroes with solely male characteristics. Men are
expected tobe more competitive than womenin attaining career goals, and members

of eithergenderwho want success expectto inconvenience theirfamilies to attain
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success at work. The compensationgap is widerbetweenthe genders, and fewer
women hold management positions. There is higherjob stressand burnout in healthy
employees, but lowerabsenteeism due to sickness. Conflicts are resolved through
denial or fightingit out until the best "man" wins. Managers preferlarger companies
and higher pay inlieu of leisure time, and they have ambitious career aspirations.

In feminine cultures, workis seen not as the focus of life butas a way to support the
more importantthings in life. The focus of work life is on relationships and working
conditions. Managers are expected to be intuitive and sensitive tothe needs and
counsel of others. Successful managers are seen as employeeswho are justdoing
theirjobs and who possess both male and female characteristics. Neither men nor
women are expected to be competitive in attaining career goals, and members of
eithergenderare less likely toinconvenience theirfamilies for careersuccess. The
compensation gap between the genders narrows and more womenare in
management. There islowerjob stress and burnout in healthy employees, butthere
is higherabsenteeism because of sickness. Conflicts are resolved through problem
solving, compromise, and negotiations. Managers prefersmallercompanies and
fewerhoursworkedin lieu of high pay, and they have more modest career ambitions.

4.5. Short-Term Orientation versus Long-Term Orientation

Long-term versus short-term orientation is concerned with whether people focuson
the future or the present. Cultures with a long-term orientation focus on future
rewards, perseverance, and thrift. In contrast, cultures with a short term orientation
value respect for tradition and fulfilling social responsibilities. Cultures with ashort-
term orientation value respect fortradition, saving face, and fulfilling social
responsibilities. In the work environment, cultures thatare low in long-term
orientationtend to focus on short-term results, such as the immediate impacton the
bottom line. They tend to keep family and business spheres separate and condone
work for mothers of young children. Additionally, the level a person attains both
socially and 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.
There isa vertical and horizontal coordination of work and family life, with many
relationships sharing both realms. It is thought that young children of working
mothers sufferfrom the fact that their mothers work. In general, itis believed thatall
people should live more or less equally.
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Other than above effects, we would mention about Confucian dynamism (CD). CD
correlates positively with powerdistance. People livingin societies that score highin
CD believe that perseveranceis apath to overcome hardships. Thisreliance on effort,
personal qualities, and self-determination is consistent with the belief that one’s
success or triumph s the result of internal attributes that arise from individual effort.
Hence, we expectthat employeeswill attribute theirwork performance to internal
factors, and they will prefertheirappraisals to be weighted more on effort than on
actual work outcomes/performance.

Peoplelivinginsocieties that score highin CD expectthat interpersonal relations are
arranged in a hierarchical order, and that one should observe this order of
relationship by status. This is also related to the dimension of power distance, inthat
in the appraisal process, the subordinate may not express views that could jeopardize
the order of relations between himorher and the superior.

Finally, we expect that the people oriented towards the future will see a positive
effect of performance appraisal on the achievement of long-term organizational
goals. Atthe other end of the continuum, we expect that one whois concerned about
maintaining (or saving) face and who prefers steadiness and stability will probably
have reservations about the utility of performance appraisal. With these
considerationsin mind, we expectthat peopleinsocietiesthatscore high in CD (such
as HK) are likely to welcome feedback that is direct and frank, and they are also likely
to welcome the introduction of performance appraisal ingeneral.

5. Global Diversity

Managing diversity has been challengingemployersfordecades, but inthe past 20 years
companies have begunto realize that differencesin gender, race, ethnicity, sexual
orientation, religion, age and other factors can be leveraged to the advantage of an
organization, not just managed to avoid lawsuits. In fact, forty years after the civil rights
movementledto the development of a complex framework of antidiscrimination
legislationinthe United States or other advanced countries, leading companies have gone
far beyond the nondiscrimination requirements mandated by law to try to leverage the
differencesamongtheiremployeestorecruitand retain the top talentavailable regardless
of difference. Recent attention to the economic benefits that can be derived from diversity
has moved the discussion from companies taking a moral stance on diversity (doingitis
“the right thing to do”) to a business case approach to the issue. The fact of ever-
increasing diversity inthe workforce, through immigration and demographicshifts, has
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made it a top priority of leading companiesaround the world.

The phenomenon of globalization has added another layer of complexity to workforce
management, and has moved diversity to the forefront of issues faced by global as well as
Americanand European companies. Whether managing multicultural teams, ensuring
effective cross-cultural communications, developingandretaining a global cadre of
leaders, or merely tryingto comply with myriad local workforce laws and regulations,
human resources professionals are increasingly dealing with issuesthatfall under the
heading of global diversity.

For some companies, turning diversity initiatives into global programs enhances the cache
of the efforts. While local domesticdiversity initiatives in the parent country can
sometimes face resistance (sometimesreferred to as “diversity fatigue”) because of
perceptionsthat these initiativesare only forwomen and minorities, global programs can
often get the attention of seniorleadersand a widerrange of employeesthatunderstand
the challenges of globalization. Currently many companies with multinational operations
have begun to considerdiversity as a global initiative, have developed aglobal business
case, and have extended some programs outside the parent country. They often have a
dedicated global diversity staff that provides assistance worldwide. But while there is
clearlyincreasedfocus on diversity outside the parent country, for many companiesitis
less apparent how to approach the challenge, and many organizations struggle with how
to expand their ongoing domesticefforts outside the parent country.

Why global diversity?— The main drivers There are many drivers for this trend, not least of
which isthe trend towards globalization that is affecting every aspect of business and
human resources management. In addition, laws prohibiting discrimination and
harassment were once considered a US phenomenon, but are now in place throughout
Europe and many other parts of the world. In fact, prohibitions against sexual harassment
are beingimplementedin Asian countries as women begin break into the workforce in
larger numbersand, with higherlevels of education than everbefore, they are beginning
to climb to higherlevels within organizations. Accompanying the new antidiscrimination
legislation, and possibly more important, is a growing awareness of rights of employees
around the world. Similarto the effects of the civil rightsand women’s movementsin the
US, the growing awareness of rights is empoweringmany women and ethnicminoritiesin

the workforce around the world, and increasing expectations of equality and opportunity
in the workplace.

Simultaneously, nongovernmental organizations (NGOs) are pressuring companiesto do

more for women, minorities, socially and economically disadvantaged groups, and people
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with disabilities, as part of corporate social responsibility efforts. And last, but certainly
not least, the “business case” for global diversityis being driven by labor shortagesand a

global war fortalent, global markets requiring multicultural awareness and understanding,
and the productivity and innovation benefits derived from diverse teams.

5.1. Create Partnership

The first principle of any diversity strategy, global or otherwise, should be that it is
createdin partnership with representatives of key stakeholders throughout the
organization. The first stepis 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 with your partners to:

Create Partnership Develop Diversity Create a global

Strategy diversity structure

To develop a corporate
statement about respect,
difference, and the shared
goalsand values of the
organization.

Implement the Communicate the

Startout in global diversity diversity strategy diversity

« 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
Diversityina Global Workforce. International HR Journal, Summber, 38-46.

e Understand local values and figure out how those mightintersect—orcome into

conflict with—those of other units or with the company’s stated global values.

e  Learn about the political, economic, social, and legal environmentin each
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country.

e Identifythe types of diversity thatare significantin each location or unit(e.g.,
religious, ethnic, tribal, professional discipline —“any difference that makes a
difference” inhow employees see each other and work together).

e Articulate the motivations and concerns forstakeholders (customers, suppliers,

employees, community, etc.) ateach level.

e Analyze organizational effectivenessin each location or unit through a diversity

lens(i.e., whatare we good at, what obstacles exist, and how might diversity
issues contribute to the current state).

Develop Diversity Strategy

The second stepin creatinga global diversity strategyis to develop a corporate
statementabout respect, difference, and the shared goals and values of the
organization. Terminology can be difficult, and an initial hurdle is often how to explain
the concept and strategiesina way that translates outside the parent country. In a
study of Fortune 500 companies, nine out of ten said that theirexperiencesin
discussing diversity or affirmative action with non-U.S. parts of the organization
revealedthe significantly different mannerin which genderand especially race are
viewed inother social cultures. One participant described it this way:

Changing the message to one more palatable to non-parent country employees, such
as inclusion, can help bridge the cultural gap to some extent. However, forcompanies
whose culture is still not truly global, their efforts to address parent country- based
affirmative action requirementsand the issues of historically disadvantaged groups
will continue to face resistance.

Create a global diversity structure

The nextstepis to create a global diversity structure, and there are many waysto do
this. One key aspect of any structure is to empowerlocal organizations as well as line

employees, whilealso providing some sort of centralized supportand monitoring.
Structure of the Global Diversity Organization: Every global diversity structure should:

e  Giveownershipof theinitiative toline people atall levels of the organization.
e Involveseniorleadership.

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

e  Provide channelsthrough which to coordinate activities and share lessons
learned globally (such as reporting mechanisms, in-person and virtual meetings,

knowledge managementtoolsand practices)

e  Buildin some kind of central review system to ensure that attentionremains
focused on 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 under what circumstances affinity groups will be funded

The compliance aspect of global diversityis often a distinct function, evenif handled
by the same individual. Typically compliance objectives and goals are different from
diversity goals, and some companies structure the diversity function to reflect this. In
others, however, the global diversity and compliance functions are combined.

Because a successful global diversity program requires thatlocal partners are
accessible, the structure set up should provide access to these partners. There are a
number of different models for doingthis. Some companies have dedicated diversity
professionals atvarious levelsinthe organization. Some rely on virtual teams that
bring expertise from various parts of the organizationto work togetheron diversity-
related tasks. For example, diversity communications might be handled by a global
diversity communications team consisting of representativesfrom publicrelations,
marketing, employee communications, and staffing, augmented by local teams of a
similar make up. Other companies work through diversity councils at the global,
regional, local, and/or business unitlevels. Others rely on teams of volunteers
facilitated by diversity or HR professionals.

Key attributes of the global diversity structure:

e  Ownershipofthe initiative by line people atall levels of the organization.
e Involvementofseniorleadership.

e Delegationof responsibility and authority to the local level while simultaneously

driving corporate-wide initiatives

e  Channelsthrough which to coordinate activities and share lessonslearned
globally (e.g., reporting mechanisms, in-person and 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 or region)

° Definition of how global and local activities will be funded, includingwhetherand
under what circumstances employee networks will be subsidized.

5.4. Communicate the diversity

There are also differences between developed and developing nations: developed
countriestend to perceive fundamental rights as civil and political rights such as
freedom of speech and religion and freedom from discrimination, and believe them
to be of primary importance. In developing nations, however, economicand social
rights, such as food, shelterand education, are often higher priorities. Consequently,
a key challenge forany organizationisto develop a common understanding of
diversity, and how it applies at the local level. This processis critical and may well be
time consuming. However, once it is achieved, through research and dialogue with
employeesinlocal areas, goals can be setthat match local needsand that fit in to the
overall organization framework of values that the organization has defined. For
example insome locations, increasingthe numberof women in management might
be the main goal, while in others, the objective might be to increase opportunities of
people fromlower castes, or to address a bullying problem. Otherkey stepsinclude
communicatingthe organization’s approach to diversity across the organization and
ensuringthatitis reinforced repeatedlyatall levels.

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

What strengths doesthe company already have —inthe 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 employees have been identified?
e Around whichissuesis there enthusiasmfor change among employees?

e  Where can you have an immediate impact?

5.5. Implementthe diversity strategy

Dependingon the changesthat needto be made inorder to achieve the goals set, an



action plan can be created to implement the strategy devised. There are different
levelsto consider:individual behaviororwhat individual employees do, intentionally
or unintentionally, that would help the organization reach its goals or that might
interfere with reachingthose goals. Trainingis the most often employed vehicle for
encouraging desirable behaviors, but best practice companiesalso use performance
management, rewards and recognition, careerdevelopment, and mentoring. Beyond
the individual level, itis critical in global organizations to ensure that multicultural
work teams be made as effectiveas possible. This might entail process redesign, or
individuals ona team might needto develop skillsin areas such as conflict
management, cross-cultural communications, listening, and processing complex
information. Afurther level of implementation requires managerinvolvement and
support. Many companies require managersto meet diversity goals. While top global
companies provide enough flexibility in the goal setting process to permiteach
manager to decide what is important and achievable in his or her situation or region,
there also must be some kind of oversightand accountability for those decisions.

5.6. Two Approaches

For companies starting out in global diversity, there are two possible approachesto
take, which will depend on the organization’s structure and culture.

5.6.1. Multi-country approach

One approach is a multi-country approach, where programs and initiatives are
developedandimplemented by people invarious locales. This model is typically used by
very decentralized companies, and can be beneficial because local leaders take
ownership of the initiatives. And these leaders and councils tend to have detailed local
knowledge of customs, laws and cultural issuesthat needto be addressed. Local
commitmenttends to be higher using this approach. On the downside, however, the
lack of overarching corporate guidance can mean inconsistentlevels of work across

regions. And typically companies using this model do not have dedicated global diversity
staff, but rather personnel that are working on diversityin theirspare time.

5.6.2. Top-down approach

A second approach to global diversity thatis more appropriate for more centralized
organizationsisa top-down approach where diversity is hard-wired into all business
units from the corporate level. Companies usingthis approach can ensure consistencyin
message and offerassistance with developmentand implementation of programs.
However, care must be takento ensure that local commitmentis developed andthat
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programs are not viewed as “HQ imports”.
6. Corporate Social Responsibility (CSR)
6.1. Corporate social responsibility (CSR)

Corporate social responsibility (CSR), according to the World Business Council for
Sustainable Development, is “the continuing commitment by businessto behave
ethically and contribute to economicdevelopment while improving the quality of life of
the work force and their families aswell as the local community and society at large”.
So, CSRis a strategy that seeks to systematically integrate the economic, environmental
and social impact of businessintothe management of business, with the vision to make
the future betteror at leastsustainit at the present prevailing condition.

6.2. Sustainable Development Goals (SDGs)

Consideringthe growing importance of focusing on sustainable development, on
September 25, 2015, 193 countries, including Nepal, agreed and adopted a set of goals
as part of the new global sustainable development agenda. The Sustainable
Development Goals (SDGs) provide a powerful framework for businessestoengagein
CSR, and define global priorities for 2030 and representan opportunity to put the world
on a sustainable path. The SDGs focus to end poverty, protect the planetand ensure
prosperity for all, as part of a new sustainable development agenda. A total of 17 goals
and 169 targetsare set to be achieved by 2030 and the realization of the same calls for
a collective effort fromthe 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
which are used by socially conscious investors to screeninvestments. integrating ESG as
a remunerative facet of business models—and as a risk management strategy.
Employees, potential hires, customers, and consumers are reacting positively to ESG
efforts by companies. And among many stakeholders, financial performance isno longer
considered a tradeoff to ESG initiatives. Governmentand investors have been paying
increasing attention to ESG issues, and attemptingto develop ESG factors into
quantifiable, reliable indicators of acompany’s long-termviability (often referenced
under the broad definition of sustainability and/or Corporate Social Responsibility
(“CSR”)). CSR represents a company’s efforts to have a positive impacton its employees,
consumers, the environmentand wider community. It’s a form of self-regulation that



most large companies report on annually. ESG, on the other hand, measures these
activitiesto arrive at a more precise assessment of a company’s actions. In particular,
ESG looks at how businesses:

. How companies respond to climate change;

. How appropriately they manage water supplies;
. How they implementsafety policies;

. How they manage supply chains; and,

*  Their commitmentto transparency and diversity.

6.4. Social Returnon Investment (SROI)

Social Returnon Investment (SROI) is an outcomes-based measurementtool that helps
organizations to 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 of making change in the world, and a ratio that states how much social value is
createdfor every of investment.

6.5. HR and CSR/SDGs/ESG/SROI

HR, especially for Chief human resource officers (CHROs) typically play a significantrole
in working with the CEO to cultivate culture, the company’s employee brand (e.g.,
through employee engagement and strategies to reinforce and improve the employee
experience), as well as servingas a company business leader and the company
conscience. Thus, it is not surprising that CHROs are closelyinvolvedindeveloping ESG
and CSR policy at their companies.

More than everbefore, shareholders expect ESG reportingthat istransparent,
accessible, and forward-looking. CEOs now cite social impact as theirtop concern and
management priority. This means that conceivingand supportingthe pillars of ESG
strategy fall squarely within the 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

Implementgreen 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.

The valueinherentin embracing green aspects of corporate responsibilityis clearly
understood, given the direct impact that rising energy and utility costs have on
employees'pocketbooks. Conservation has become an accepted means of making our
planet healthier. Reducing each employee's carbon footprintisa great way of getting
energy conservation and recycling waste initiatives off the ground.

The valueinherentin embracing green aspects of corporate responsibility is clearly
understood, giventhe direct impact that rising energy and utility costs have on

employees'pocketbooks. Conservation has become an accepted means of making our
planet healthier.

Reducing each employee's carbon footprintis a great way of gettingenergy
conservation and recycling waste 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  Encourage reduced energy consumption; subsidize transit passes, make it easy
for employeesto carpool, encourage staggered staffingto allow after rush hour
transit.
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e Permittelecommutingandallow employeesworking remotelytothe 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 Increase the use of teleconferencing, ratherthan on-site meetings and trips.

e  Promote brown-baggingin the office to help employeesreduce fatand calories
to live healthierlivesand reduce packaging waste, too.

6.5.2. Fostera culture of social responsibility

Creatinga culture of change and responsibility starts with HR. Gettingthe younger
employees, who are already environmentally conscious, excited about fresh Corporate
Social Responsibility initiativesis a great way to begin. A committed set of employees
who infuse enthusiasm forsuch programs would enable friendly competition and

recognition programs.

Alltoo often, employeesand employersatall levels, who competed foradvancement
and recognitionin harsh workplaces, were forced to accept corporate misconductand
waste as “businessas usual.”

Employerbrands are beingeroded and the once sacred trust that employees had with
stable pensions, defined benefits, and lifelong jobs, are being replaced with pay for
performance and adjustmentto new learning goals. In this environment,

Corporate Social Responsibility can go a long way inrehabilitating the employerbrand
with potential new hires and society at large. It can help defeatthe image that
corporate objectivesare rootedin single-minded profit atthe expense of society and
the environment.

Social and community connections that are encouraged by employers give employees
permissionto involve theircompaniesin meaningful ways with the community. Share
and communicate the value of corporate social responsibility to employeesandthe
community.

Celebratingsuccessis importantto sustainthe momentum of any CSR program.
Involving company leaders, and praising the success of these initiatives, gives the

program real meaning.



99

In the rapidly expanding global workplace, the celebration of these successes not only
drivesthe implementation of Corporate Social Responsibility initiatives but also allows
sound corporate HR practicesto enable them.

Additionally, the publicity about these successes creates a mutual understanding of the
cultures within each region that the company serves. The local population knows that,

in addition to providingjobs, the company takes an active interestin, and participates in
local issues.

6.5.3. Three Key Areas of CSR

Focusingon three key areas of Corporate Social Responsibility can help create a
cohesive map forthe presentand future:

Community Relations

Encouraging Community Relations through your HR team includesimplementing reward
programs, charitable contributions and encouraging community involvementand
practices. Examples of these programs include sending emails and company newsletters
to staff members that highlight employees and managers involved in community
relations or creating monthly reward programs to recognize efforts by individuals within
the company.

Training and Development

Training and Development programs that explainthe connection betweenthe
company’s core products or services and the society at large and theirvalue to the local
community. They must also identify waysin which employees canget involvedin
appropriate CSR projects would sustain and 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
measuringand communicatingthese resultsis the use of a Web-based Human
Resources Information System (HRIS) that is available globally to employees and
managers with any Web browser.

In order to encourage and maintain a clear and cohesive global workplace, itis critical
for the entire global workforce of a company to be on a single, multi-functioning HR
platform, which allows for distributing 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 to the success of both employeesand employersalike, as they
manage and maintain work-life balance and thrive in a changing environment that
includestaking on social responsibility.

The success of your Corporate Social Responsibility planis possible with an HRIS that

provides the capability to effectively plan, control and manage your goals, achieve
efficiency and quality, and improve employee and manager communications.

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

6.5.4. Linking CSR and Sustainability

Sustainabilityis responsibility for the impact that the organization exertsonits
surroundings, in business, environmental and social terms. Conscious management of
the impact translatesintolower costs, improved external relations and better managed
risks.

Sustainabilityis skilled positioning of the organizationinthe economicreality, taking
account of the social and economic challenges, environmental opportunitiesand
threats. The awareness that the organization functions withina broader framework,

amid complexinterrelations with many stakeholdergroups, allows it to get ready and
make use of the opportunities linked with sustainability.

Sustainability isawareness that each entityis surrounded by stakeholders. Building and
cultivating good relations with stakeholders based on engagementand dialogue is
crucial, because it not only affects the possibilities to manage risks, but also supports
developmentand gives the organization a competitive edge.

Sustainability is transformation and development of the organization as well as creation
of its long-termvalue based on innovation as well as intellectual and relation capital.

Itis very easy to notice that Business Sustainability talks alot about the future, forward
thinking plans to sustain a business and improve targets, for instance, waste reduction
and innovative brand development are examples of business sustainability projects,
while CSR involves deedsthat have been donein the past to support one community
project or the other like buildingalibrary to support literacy in a community, or
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providing a health care centerfor a community.

Many businesses carry out their CSR initiatives by identifyinganissue inthe community,
and providingsomethingto help ease the issue. But these initiatives don’t always align
with the strategy of the business. Thisincreasesthe risk of the initiative being perceived
as greenwashing, or as short-term with no long lasting positive implications.

When companies carry out CSR, more often than not, they aim it at external
stakeholders. Forexample, it would be odd to hear an organization call an improved
employee welfare systemora replacement plan for energy saving bulbs a CSR project.
Most times, CSR projects are targeted at specificdemographics and groups of people.
Business sustainability, on the other hand, alsoincorporates a business’ internal
stakeholders aswell as the way the company actually conducts its business.

Both concepts of CSR and Business Sustainability are beneficial and highly necessary for
any company regardless of their size or peculiarity in business operations. We have seen
that the underlyingfactor in both concepts is Impact — because how a business’
decision, process and project affects people, the planetand their profitis very critical
for both presentand future generations. So, no matter which a business choosesin
order to make an impact, whether CSR or Business Sustainability, it would require
changes in the way they do business.

HR managers can play a stronger role building organizational insightsin this area and
aligningincentive compensation with strategicsustainability objectives. Avalue-added
HR professional will support the organization to anticipate and manage these profound
labor market and societal shifts to foster business and social success. HR managers must
find ways to bring CSR and sustainability into scope when sourcing and optimizing
talent. This helps achieve organizational outcomestorealize CSR’s power as a top driver
of employee engagement and retention.
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