

















Why?

Miscommunication is costly!

Managers spend >50% of their time talking to people (uintzberg)

Cultural variables affect the communication process (Samovar & Porter)
Attitudes
Social organization
Thought patterns
Roles (status)
Language
Non verbal communication

Time






























lgnoring cultural differences is costly!

Almost half of expatriates leave the assignments earlier

and 25% of repatriated resign within 1 year!

due to job dissatisfaction and problems adjusting to the host country

Over 50% of international M&A fail after a few years

(Source: Pricewaterhouse Coopers)















Solutions?

Barriers

Stereotypes
Ethnocentrism
Poor career planning

Unsupportive work environment
Work-life balance

Strategies

1. Training to overcome prejudice
2. Exposure to people with different
backgrounds (personal approach)

3. Constant mentoring/coaching

=> Mutual adaptation
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Strategies

1. Training to overcome prejudice
2. Exposure to people with different
backgrounds (personal approach)

3. Constant mentoring/coaching

=> Mutual adaptation



The role of gender

Only about 20% of all expatriates are female
BUT under-represented

more successful than male expatriates
empathy?!

(Source: Knicki and Kreitner (2011). Organizational Behavior)






GLOBE (2004): “shared motives, values, beliefs,
identities, and interpretations or meanings of significant
events that result from common experiences of
members of collectives that are transmitted across

generations’

Hofstede (1983: 89): "the collective programming of the

mind which distinguishes the members of one group or

category of people from another.”

Culture is learned and not inherited.
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- Hofstede

Source: http://www.ge

Why Hofstede?

Optional reading:
Sample: 117,000 employees in 53 nations @ Dimensions in M
Pacific Journal of 1
Culture’s consequences (1997) 10.000 citations !
Software of the mind (1984) 15.000 citations

(surpassed Karl Marx as most cited researcher in Social Science Citation Index)



Individualism (and collectivism)

Extent to which the less powerful members of
organizations and institutions (like the family) accept and
expect that power is distributed unequally.

t This represents inequality (more versus less), but defined
o W e I I S a n ‘ e from below, not from above. It suggests that a society's
level of inequality is endorsed by the followers as much as

by the leaders. 'all societies are unequal, but some are

more unequal than others'.
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Society's tolerance for uncertainty and ambiguity. It

indicates to what extent a culture programs its members

to feel either uncomfortable or comfortable in

@ o
unstructured situations (novel, unknown, surprising).
Uncertainty avoiding cultures try to minimize the
possiEi ity 0? such situations by strict laws and rules, safety

and security measures.

Uncertainty accepting cultures, are more tolerant of

opinions different from what they are used to; they try to

have as few rules as possible

Masculinity (and femininity)

Long Term Orientation: thrift and perseverance;

strong propensity to save and invest.

@ o @
Short Term Orientation:
focus on achieving quick results.
Din
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Adided subsepsently to Hodstede Dimensions (Hofitede ‘s

Probdematic measurenent

The assertive Eole has been

maodest, caring pole 'femini
countries nave the same m
in the masculine countries
and competitive, but not as
countries show a gap betw

values.



Degree to which individuals are integrated into groups.
Individualist: the ties between individuals are loose: everyone is
expected to look after him/herself and his/her immediate
family.

Collectivist: People from birth onwards are integrated into
strong, cohesive in-groups, often extended families (with
uncles, aunts and grandparents) which continue protecting

them in exchange for unquestioning loyalty.



Extent to which the less powerful members of
organizations and institutions (like the family) accept and
expect that power is distributed unequally.

This represents inequality (more versus less), but defined
from below, not from above. It suggests that a society's
level of inequality is endorsed by the followers as much as
by the leaders. 'all societies are unequal, but some are

more unequal than others'.



Society's tolerance for uncertainty and ambiguity. It
indicates to what extent a culture programs its members
to feel either uncomfortable or comfortable in
unstructured situations (novel, unknown, surprising).
Uncertainty avoiding cultures try to minimize the
posskiityomions by strict laws and rules, safety
and security measures.

Uncertainty accepting cultures, are more tolerant of
opinions different from what they are used to; they try to

have as few rules as possible
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The assertive Bole has been called 'masculine’ and the
modest, caring pole 'feminine'. The women in feminine
countries nave the same modest, caring values as the men,;
in the masculine countries they are somewhat assertive
and competitive, but not as much as the men, so that these
countries show a gap between men's values and women's

values.



Long Term Orientation: thrift and perseverance;

strong propensity to save and invest.

Short Term Orientation:

focus on achieving quick results.

Dimension added by a Chinese study
Added subsequently to Hofstede Dimensions (Hofstede '94)

Problematic measurement









Time o\

High-Low context cultures

High-context cultures Low-context cultures
Internal, implicit, non verbal, symbols Explicite code, verbal
Eg. twins Eg. layers

Economical fast and efficient but time must Explicit verbal messages, words
be devoted to programming

Symbolism or indirect verbal expression in Argumentation and rhetoric in advertising
advertising

Rely more on visual and symbols, context Rely on fact and data
such as people and motives

Asian cultures, France (mixture) US, Germany, Switzerland

*Correlation between collectivism and high-context

Time: monochronic-polychronic

Monochronic-time: Polychronic-time:
W tend to do many things simultaneously
organized and methodical ‘never-ending ocean extending in every
a chain of isolated successive blocks direction’

Eg. Germans Eg. Spanish, Arabs, South Americans

usually also low-context usually also high-context
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Monochronic-time: Polxchroni&time:
W tend to do many things simultaneously
organized and methodical ‘never-ending ocean extending in every
a chain of isolated successive blocks direction’

Eg. Germans Eg. Spanish, Arabs, South Americans

usually also low-context usually also high-context















Problems with Dimensions

-overlap
-extremes
-primacy of a culture

-Western reasoning

So how can we describe cultural differences?!






- more context-rich approach
- leveraging the emotional appeal

- more comprehensive and holistic
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Gannon

Cultural metaphor = “some unique or distinctive institution,

phenomenon or activity expressive of a nation’s values”

Examples (Gannon):
American football, German symphony, Italian opera, Chinese family

altar, Japanese garden, Swedish stuga, etc.















Yin-Yang
by Tony Fang
for Chinese communication







Yin-Yang

Cultural oxymoron

« Opposite of western non contradictory principle
 both-and instead of either-or

» Paradoxical orientation

* Yin-Yang: Center of Chinese cognitive process
- change- fundamental principle of the universe

« Two opposite but complementary forces
 no absolute borderline between Yin and Yang
 Constant dynamic balance

« Weiji (crisis): wei=danger, ji=opportunity



"In cross-cultural management and intercultural
communication literature, culture and communication
are conceptualized in terms of static bipolar cultural
dimensions. [...]

This dichotomist system of analysis reflects a western
bias in defining the object as it sets attributes in terms of
opposition.

The Chinese logic rather tends to associate them.

The non contradictory principle is a product of

Western ideology."

Chinese people are collectivists in some situations and

individualists in other situations/contexts
Fang & Faure 2001: 324









Geographical maps are NOT objective depictions
of reality
they are a product of what the author wants to

emphasize

Traditional world map: product of conventions
Many types of world maps exists with different
orientations

<- i.e., Japanese map of 1671

Source: Holenstein






- of Thought

- . Required reading: Nisbett, R. & Miyamoto, Y. (2005). The
i, influence of culture: holistic versus analytic perception.
TRENDS in Cognitive Sciences, 9 (10): 467-473.

Further optional reading: Nisbett, R. {2003}, The
Geography of Thought.
























Problem

- awkward and
Temporal illiteracy > , , ,
embarrassing situations

"Extreme present-orientedness, not the lack of income or

wealth, is the principal cause of poverty"

Banfield (1968) The Unheavenly City.



Problem Solution

awkward and Temporal training programs

Temporal illiteracy —— _ _ ,
embarrassing situations

"Extreme present-orientedness, not the lack of income or In school children should behave according to

sequential directions
. . . "
wealth, is the principal cause of poverty and temporal expectations

Banfield (1968) The Unheavenly City.

Temporal flexibility

Example: Mexicans commuting daily to California

ran switch back and forth between the two different times

"W&hen entering the United States, he would feel his whole being
switch to rapid clock-time mode: he would walk faster, drive

faster, talk faster, meet deadlines.” (pg. 190)

Eight lessons: sz



Solution

Temporal training programs

In school children should behave according to
sequential directions

and temporal expectations



Temporal flexibility

Example: Mexicans commuting daily to California

can switch back and forth between the two different times

"When entering the United States, he would feel his whole being

switch to rapid clock-time mode: he would walk faster, drive
faster, talk faster, meet deadlines." (pg. 190)
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1. Punctuality: learn how to translate

What is the appropriate time to arrive for an appointment?

CH
Sweden
Brazil

When should you expect others to show up?
CH
Saudi Arabia

What sort of apologies/excuses are expected and acceptable?
No apologies for not showing up. Why?

2. Understand the line between wor

How much time of the work day is spent on-task

and on socializing/chatting/being pleasant?

U.S.: 80:20
India/Nepal: 50:50

Japan: private time is not very relevant, socialization is an essential part of the job



Japan: private time is not very relevant, socialization is an essential part of the job

3. Study the rules of the waiting game

Ask:

- who is expected to wait for whom
- time 1S money?

- who should not wait

- what is the protocol for waiting in line?

4. Learn to reinterpret 'doing nothing’

"[s appearing chronically busy a quality to be

admired or to be pitied?"

No plans, waiting for something to happen
Meaning of silence stops along the way are as mearingful as the

VS eventual destination
a

constant activity



























-Context

-Face 1ssues

archy /status

East

indirect commu
embarrassment

Strategies
mediated co

- asking son
- talking to :
hearer

-acting as de

being from: :












Hall's Dimensions - implications for management communication

Low-context cultures High-context cultures

Switzerland, Germany, U.S. Asia, Middle-East, Africa, Mediterranean

Communication media have to be explicit Need to read between the lines and

direct = honest indirect = dishonest interprete meaning

Conclusion is typically stated first and then Conclusion is stated at the end:

defended and amended through dialog communication of facts of the situation,
from which the conclusion should be
obvious

Example: Germans expect considerable Example: Arabs base their decision more

detailed information before making a on knowledge of the people

business decision

Adapted from: Gannon (2001): 81
Source: Deresky (2002) Global Management, ch 4












Relevance of languages:

basic means of communication in organizations
basis for knowledge creation

for organizing

+ power!


















Eye contact

Westerners: impolite not to look ﬂ
at the speaker
Asian: avoid eye contact with

superiors/parents

Touch

West: People tend to touch those they like

Impression on warmth and caring
Arab World & Asia: no touching

Dressing

Arab world, South Asia: full body coverage

.
Arab world: way of socializing (for men only)
l I l O 1 l l g India, USA: lower classes only, if you smoke = you are low class

South Korea= = =~

Personal space

OP en doors i::ricu=]'mworking

ca = come inside, [ feel friendly today



Impression on warmth and caring
Arab World & Asia: no touching

Dressing

Arab world, South Asia: full body coverage

°
S k Arab world: way of socializing (for men only)
I I I 0 1 I I g India, USA: lower classes only, if you smoke = you are low class

South Korea = -2

Personal space

O p e n d O O rS America = I'm working

Africa = come inside, [ feel friendly today













































EXpectancy
Theory vien s

"Belief that effort leads to a specific

level of performance”



* Universal principle to the extent that it does

not specify the type of rewards









Culturally dependent:

pay, promotion Individualist

In Japan: the promotion of a manager separated him time vs. output

Paid on the base of

from his colleagues, embarassed him and diminished his

motivation to work

social benefits collectivistic cultures

wwwwww

B Tl Wi L,

jOb Security high uncertainty avoidance



job Security high uncertainty avoidance

Individualist

recognition

In Africa: condemnation of self-seeking

individualism!

individualist & low uncertainty avoidance

challenge

individualist + depends on training

Le., in India entrepreneurs trained for achievement

=
aC| I le V e I I I e I I t performed better than untrained entrepreneurs

Mexico, Mediterranean countries
1 e . M1 Ni1imher af yvvaratinn dave linlaed tn
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individualist + depends on training

I.e., in India entrepreneurs trained for achievement

L
aC 1e —\) e I I I e I lt performed better than untrained entrepreneurs

Mexico, Mediterranean countries

Number of vacation days linked to

quality of life oy o ptmene

Brazil: typical to help employees with

personal financial problems

support

Fun (Tahiti: more fun less cost)









Americans pride themselves on being quick decision

makers. Being 'decisive' is a compliment.
Middle East : "Americans' unwillingness to take more

time reflects the lack of importance they place on the

business relationship and the particular work at hand"















"Ethics in Confucian thought are based on relationships
and situations rather than on some absolute and abstract
good.

From a North American point of view, applying different
rules to different people and situations may seem to violate
the sacred code of fairness and equality that accompanies

the individualistic values"”

(Samovar and Porter)



Ethical behavior 1s d:

"Ethics in Confucian thought are based on relationships
and situations rather than on some absolute and abstract
good.

From a North American point of view, applying different
rules to different people and situations may seem to violate
the sacred code of fairness and equality that accompanies

the individualistic values"

(Samovar and Porter)

steal others' properties? =i
[s it okay to... kill people:
kill animals?.......

lie?

Dimensions:
particularism
collectivism

Dimensions:
universalism
individualism



[s it okay to...

steal others' properties? s

kill people? e
kill animals?......
lie?.

cheat taxes?

cheat partner?
b rib e ? Unamobe i Nt Ao s cthr e

copy?



Western manufacturers, burned by the experience
, of seeing their former Chinese partners produce

copycat versions of their products, increasingly shift

(part of) the production to India

Gupta and Wang, 2009















Diversity-Related Advantages

« Multiple perspectives and interpretations

* Richer alternatives & more ideas

« Increased creativity and problem solving skills
« Increased flexibility

« Limited groupthink: less likely to engage in

1. self-censoring
2. sharing an illusion of unanimity
3. directly pressuring

4. emergence of self-appointed mindguards

Diversity-Related Problems
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2. sharing an illusion of unanimity
3. directly pressuring

4. emergence of self-appointed mindguards

Diversity-Related Problems

» Increased ambiguity and confusion
- Difficulty to converge meanings

« Miscommunication

» Lack of trust

 Harder to reach agreement

« Lower cohesiveness

 Harder to make decisions and agree on specific actions


















Indra Nooyi, CEO of PepsiCo.

second largest food and beverage business

in the world by net revenue

"I look at the amazing diversity of our executive
Committee. We have 29 people in the Executive
Committee. We have a Sudanese leading Europe, a North
American as vice chair, an Italian who is leading North
American beverages, a Middle Easterner runs Asia, and I
don't even want to talk about the CEO. That diversity is
what keeps our company grounded and helps us make

market-based, sensible decisions."






Hypothesis:
greater demographic diversity on boards of directors has a

positive impact on financial performances

Why?

Di Ity
greater knowledge base ati els .
; 08 negatively related to consensus
ERE : ¥ maore time and effort to reach decisions
quality of decision making reduced team performances

more effective in dealing with org. change

positive impact on the "controlling function”

minimize group think






Sample:
112 large US companies

Measures:

* * tage of d minorities to whit
board diversity s

ROA 1993 and 1998

financial performances ROI 1993 and 195



Results

executive board of director diversity was positively

associated with both return on investment and return on

asset



"It is important for a manager to always
have precise answers for most of the

questions followers ask.”

TRUE FALSE










L eadership

The the ability of an individual to influence,
motivate, and enable others to contribute
toward the effectiveness and success of the

organizations of which they are members
(House & Javidan, 2004, p.15)






Different expectations on the attributes of

g00d leadership across cultures

Solution?

Understand attributes of a good leader:
» Worldwide

» Culture-specific



GLOBE stud

GLOBE study G lobal

L eadership &
O rganisational
B ehaviour

E ffectiveness

Goal: investigating relationships between
societal culture, organisational culture, leadership, and
organisational effectiveness

Data: >60 countries
>17.000 middle managers
> 900 Organisations






Cultural Clusters Classified on Societal Culture Practices (As Is) Scores

(ubnaral Dimension

High Score Clushars

Mid Scor Chusters

Low-Score Clushers

Uuster Averoge Ronge

Performance Orientofion

Confucan Asia

Southern Asio

Lafin America

373458

Germanic burope

Sub-Saharon Africa

Eesiern Europe

Aagle

Lafin Ewrope

MNortic Europe

Middle East

Germanic Europe

SubSoharon Africa

366455

Exthern burope

Latin America

Anglo

Confucian Asla

Latin Europe

Southern Asio

Future Orlentetion

Germanic Europe

Confucian Asia

Middle East

Nordic Europe

™

Sawthern Asic

Eastern Europe

Sub-Sohorom Africa

Latin Europe

Humone Orestotion

Southern Asia

Middle East

Latin Earope

155411

Sub-Sebaran Africo

[

Germons: Europe

Hords Europe

Latin America

Confucian Asia

Fastern Eurcpe

Iestittional Collectivism

Nordic Ewape

Anglo

Germonic Europe

186488

Confucian Asia

Seuthern Asio

Latin Eerope

Sub-Soharon Africa

Latin America

Middle Eost

Festern Earope

le-Groug Callactivism

Southern Asia

Sub-Soheron Africa

17554

Latin Evrepe

Germons furope

Exstern Europe

Nordic Europe

Latin America

Confucian Asia

Eostern Europe

Latin America

Middle East

295-184

Nerdic Eurape

Latin Evrope

Sub-Soharon Africo

Southern A

Confucian Asia

Gesmonic Eurape

Power Distonce

Seuthern Ase

Noedic Europe

454-539

bostern Euope

Sub-Soharan Alrica

Middle East

Latin Europe

Confucian Asia

Germanic Eurapn

Nordie Europe

Confucian Asia

Middle East

3.56-5.19

Germanic Europe

Latin America

SubSoharan Africa

Eostern Europe

Latin Evrope

Southern Asa
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