


commission basis. They expected that by moving aggressively, the two men could
make the same number of calls as they could in the United Kingdom. They were
used to working eight-hour days, to having the undivided attention of potential
clients, and to restricting conversation to the business transaction. To them, time
was money. However, they found that appointments seldom began at the
scheduled time and most often took place at cafZs where the Saudis would engage
in what the salesmen considered idle chitchat. Whether in a cafZ or in the office,
drinking coffee or tea and talking to acquaintances seemed to take precedence
over business matters. The salesmen began showing so much irritation at
OirrelevantO conversations, delays, and interruptions from friends that they caused
irrevocable damage to the companyOs objectives. The Saudi counterparts
considered them rude and impatient.

Whereas businesspersons from many countries invite counterparts to social
gatherings at their homes to honor them and use personal relationships to cement
business arrangements, Saudis view the home as private and even consider
questions about their families as rude and an invasion of privacy. In contrast, Saudi
businessmen seldom regard business discussions as private; they thus welcome
friends to sit in. The opposite is true in many countries.

In spite of contrasts and paradoxes, foreign companies find ways to be
highly successful in Saudi Arabia. In some cases, legal barriers to some products,
such as to alcoholic beverages and pork products, have created boons for other
products, such as soft drinks and turkey ham. In addition, some companies have
developed specific practices in response to Saudi conditions and have later
benefited from them in their home countries. For example, companies, such as
Fuji and Kodak, created technology for while-you-wait photo development for
Saudi Arabia because customers wanted to retrieve photos without anyone else
seeing them. They transferred this technology to the United States several years
later.

SOURCE: John D. Daniels, Lee H. Radebaugh, and Daniel P. Sullivan, International Business:
Environments and Operations 10th ed. © 2004. Reprinted by permission of Pearson Education, Inc.,
Upper Saddle River, NJ.
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outlook results, in large part, in common attitudes, codes of conduct, and expectations
that subconsciously guide and control certain norms of behaviof One is born into, not
with, a given culture, and gradually internalizes its subtle effects through the socializa-
tion process. Culture results in a basis for living grounded in shared communication,
standards, codes of conduct, and expectationsOver time, cultures evolve as societies
adapt to transitions in their external and internal environments and relationships.
A manager assigned to a foreign subsidiary, for example, must expect to find large and
small differences in the behavior of individuals and groups within that organization.
As depicted in Exhibit 3-1, these differences result from the societal, or sociocultural,
variables of the culture, such as religion and language, in addition to prevailing national
variables, such as economic, legal, and political factors. National and sociocultural
variables, thus, provide the context for the development and perpetuation of cultural
variables. These cultural variables, in turn, determine basic attitudes toward work, time,
materialism, individualism, and change. Such attitudes affect an individual®s motivation
and expectations regarding work and group relations, and they ultimately affect the
outcomes that can be expected from that individual.

Organizational Culture

Compared to societal culture, which is often widely held within a region or nation,
organizational culture varies a great deal from one organization, company, institution,
or group to another. Organizational culture represents those expectations, norms, and goals
held in common by members of that group. For a business example, consider the oft-quoted
comparison between IBMNconsidered traditionally to be very formal, hierarchical,
and rules-bound, and with its employees usually in suitsNand Apple Computer, whose
organizational culture is very organic, or OlooseO and informal, with its employees typically
wearing casual clothes and interacting informally.

A policy change made by KLM Royal Dutch Airlines, with which the organiza-
tional culture responded to national cultural values and accepted practices, illustrated
the way these sets of variables can interact, and how societal culture can influence
organizational culture. The culture of social responsiveness in the Netherlands was
incorporated into business policy when the airline revised its travel-benefits policy for
families of employees. For some time, many KLM stewards had protested the rule that
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EXHIBIT 3-2 U.S. Values and Possible Alternatives

Aspects of U.S. Culture*

The individual can influence
the future (where there is a
will there is a way).

The individual can change

and improve the environment.

An individual should be
realistic in his or her
aspirations.

We must work hard to
accomplish our objectives
(Puritan ethic).

Alternative Aspect

Life follows a preordained
course, and human action is
determined by the will of God.

People are intended to adjust to
the physical environment
rather than to alter it.

Ideals are to be pursued
regardless of what is
Oreasonable.O

Hard work is not the only
prerequisite for success; wisdom,
luck, and time are also required.

Examples of Management
Function Affected

Planning and scheduling

Organizational environment,
morale, and productivity

Goal setting and career
development

Motivation and reward
system

Commitments should be
honored (people will do
what they say they will do).

A commitment may be superseded
by a conflicting request, or an agreement
may only signify intention and have little

Negotiating and bargaining

One should effectively use
oneOs time (time is money

that can be saved or wasted).

A primary obligation of
an employee is to the
organization.

The employer or employee
can terminate the
relationship.

The best-qualified people
should be given the
positions available.

or no relationship to the
capacity for performance.

Schedules are important, but only in

relation to other priorities.

The individual employee has a
primary obligation to his or her
family and friends.

Employment is for a lifetime.

Family, friendship, and other
considerations should determine
employment practices.

Long- and short-range
planning

Loyalty, commitment, and moti

Motivation and commitment to
the company

Employment, promotions,
recruiting selection, and rewar
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behaviors, both on and off the job. Harris and Moran identified eight categories that form
the subsystems in any society® This systems approach to understanding cultural and
national variablesNand their effects on work behaviorNis consistent with the model
shown in Exhibit 3-1 that shows those categories as a broad set of influences on societal
culture. The following sections describe these eight categories and explain their implica-
tions for workplace behavior.

Kinship A kinship system is the system adopted by a given society to guide family
relationships. Whereas in the United States this system consists primarily of the nuclear family
(which is increasingly represented by single-parent families), in many other parts of the world
the kinship system consists of an extended family with many members, spanning several
generations. This extended, closely knit family, typical in many Eastern nations, may influence
corporate activities in cases where family loyalty is given primary considerationNsuch as
when contracts are awarded or when employees are hired (and a family member is always
selected over a more suitable candidate from outside the family). In these family-oriented
societies, such practices are pervasive and are taken for granted. Foreign managers often find
themselves locked out of important decisions when dealing with family businesses. If,
however, they take the time to learn the local cultural expectations regarding families, they
will notice predictable patterns of behavior and be better prepared to deal with them. Such
traditional practices are exemplified in the experience of an Asian MBA, educated in the
United States, when he presented a more up-to-date business plan to his uncle, the managing
director of a medium-sized firm in India:

The family astrologer attended the meeting and vetoed the plan. Later, the
nephew persisted and asked the astrologer to reconsider the plan. The astrologer
recommended various ceremonies after which the astral signs would probably
bend toward the plan.1®

Education The formal or informal education of workers in a foreign firm, received from
whatever source, greatly affects the expectations placed on those workers in the
workplace. It also influences managersO choices about recruitment and staffing practices,
training programs, and leadership styles. Training and development programs, for
example, need to be consistent with the general level of educational preparation in that
country.

Economy Whatever the economic system, the means of production and distribution in a

society (and the resulting effects on individuals and groups) has a powerful influence on
such organizational processes as sourcing, distribution, incentives, and repatriation of
capital. At this time of radically changing political systems, it appears that the drastic

differences between capitalist and socialist systems will have less effect on multinational
corporations (MNCs) than in the past.

Politics The system of government in a society, whether democratic, communist, or
dictatorial, imposes varying constraints on an organization and its freedom to do business.
The influence of such political actions on culture is illustrated in the accompanying
Management Focus: China Issues New Restrictions Aimed at Protecting Its Culture. It is
the managerOs job to understand the political system and how it affects organizational
processes to negotiate positions within that system and to manage effectively the mutual
concerns of the host country and guest company. This kind of compromise was made by
Google and other companies in 2006 when they had to bow to ChinaOs state control of
Web sites in order to do business there.

Religion The spiritual beliefs of a society are often so powerful that they transcend
other cultural aspects. Religion commonly underlies both moral and economic norms. In
the United States, the effects of religion in the workplace are limited (other than a
generalized belief in hard work, which stems from the Protestant work ethic), whereas in
other countries religious beliefs and practices often influence everyday business
transactions and on-the-job behaviors. For example, in India, McDonaldOs does not serve
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SOURCE: Data from V. Gupta, P. J. Hanes, and P. Dorfman, Journal of World Business, 37, 1 (Spring 2002): 13.

bypass the chain of command. This respectful response results, predictably, in a central-
ized structure and autocratic leadership. In countries where people display low power
distance (such as Austria, Denmark, and Israel), superiors and subordinates are apt to
regard one another as equal in power, resulting in more harmony and cooperation.
Clearly, an autocratic management style is not likely to be well received in low power
distance countries.

The second value dimensionuncertainty avoidance, refers to the extent to which
people in a society feel threatened by ambiguous situations. Countries with a high level of
uncertainty avoidance (such as Japan, Portugal, and Greece) tend to have strict laws and
procedures to which their people adhere closely, and a strong sense of nationalism
prevails. In a business context, this value results in formal rules and procedures
designed to provide more security and greater career stability. Managers have a
propensity for low-risk decisions, employees exhibit little aggressiveness, and lifetime
employment is common. In countries with lower levels of uncertainty avoidance (such as
Denmark, Great Britain, and, to a lesser extent, the United States), nationalism is
less pronounced, and protests and other such activities are tolerated. As a consequence,
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organizations, one finds considerable job stress, and organizational interests generally
encroach on employeesO private lives. In countries with low masculinity (such as
Switzerland and New Zealand), one finds less conflict and job stress, more women in
high-level jobs, and a reduced need for assertiveness. The United States lies somewhat in
the middle, according to HofstedeOs research. American women typically are encouraged
to work, and families often are able to get some support for child care (through day-care
centers and maternity leaves).

Masculinity*

A A A A A A A A A A A A
JPN MEX GER UK US ARA FRA KOR POR CHC DEN SWE

*Not to scale—indicates relative magnitude.
SOURCE: Based on G. Hofstede, 1983.

The four cultural value dimensions proposed by Hofstede do not operate in isolation;
rather, they are interdependent and interactiveNand thus complexNin their effects on
work attitudes and behaviors. For example, in a 2000 study of small to medium-sized firms
in Australia, Finland, Greece, Indonesia, Mexico, Norway, and Sweden, based on
HofstedeOs dimensions, Steensma, Marino, and Weaver found that Oentrepreneurs from
societies that are masculine and individualistic have a lower appreciation for cooperative
strategies as compared to entrepreneurs from societies that are feminine and collectivist.
Masculine cultures view cooperation in general as a sign of weakness and individualistic
societies place a high value on independence and controPOIn addition, they found that
high levels of uncertainty avoidance prompted more cooperation, such as developing
alliances to share risk.

Long-term/Short-term Orientation Later research in 23 countries, using a survey
developed by Bond and colleagues called the Chinese Value Survey, led Hofstede to
develop a fifth dimension called the Confucian work dynamism, which he labeled a long-

term/short-term dimension. He defined long-term orientation as Othe extent to which a

culture programs its members to accept delayed gratification of their material, social, and

emotional needs.@® In other words, managers in most Asian countries are more future-

oriented and so stride towards long-term goals; they value investment in the future and
are prepared to sacrifice short-term profits. Those countries such as Great Britain,

Canada, and the United States place a higher value on short-term results and profitability,
and evaluate their employees accordingly.

SOURCE: Based on G. Hofstede, 2001.

Fons Trompenaars also researched value dimensions; his work was spread over a ten-year
period, with 15,000 managers from 28 countries representing 47 national cultures. Some
of those dimensions, such as individualism, peopleOs attitude towards time, and relative
inner- versus outer-directedness, are similar to those discussed elsewhere in this chapter
and others, and so are not presented here; other selected findings from TrompenaarsOs
research that affect daily business activities are explained next, along with the placement
of some of the countries along those dimensions, in approximate relative ordef? If we
view the placement of these countries along a range from personal to societal, based on
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each dimension, some interesting patterns emergé® One can see that the same countries
tend to be at similar positions on all dimensions, with the exception of the emotional
orientation.

Looking at TrompenaarsOs dimension ofiniversalism versus particularism, we find
that the universalistic approach applies rules and systems objectively, without consider-
ation for individual circumstances, whereas the particularistic approachNmore
common in Asia and in Spain, for exampleNputs the first obligation on relationships
and is more subjective. Trompenaars found, for example, that people in particularistic
societies are more likely to pass on insider information to a friend than those in
universalistic societies.

‘High Obligation* Low Q
N
Universalistic Particularistic
\A A A A A A A A A /
us GER SWE UK ITA FRA JPN SPA CHI

*Not to scale—indicates relative magnitude.
SOURCE: Data based on F. Trompenaars, 1993.

In the neutral versus affective dimension, the focus is on the emotional orientation of
relationships. The Italians, Mexicans, and Chinese, for example, would openly express
emotions even in a business situation, whereas the British and Japanese would consider
such displays unprofessional; they, in turn would be regarded as Ohard to Oread®.0

SOURCE: Data based on F. Trompenaars, 1993.

As far as involvement in relationships goes, people tend to be eithespecific or
diffuse (or somewhere along that dimension). Managers in specific-oriented culturesN
the United States, United Kingdom, FranceNseparate work and personal issues and rela-
tionships; they compartmentalize their work and private lives, and they are more open
and direct. In diffuse-oriented culturesNSweden, ChinaNwork spills over into personal
relationships and vice versa.

SOURCE: Data based on F. Trompenaars, 1993.

In the achievement versus ascription dimension, the question that arises is OWhat is
the source of power and status in society?O In an achievement society, the source of status
and influence is based on individual achievementNhow well one performs the job and
what level of education and experience one has to offer. Therefore, women, minorities,
and young people usually have equal opportunity to attain position based on their
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achievements. In an ascription-oriented society, people ascribe status on the basis of class,
age, gender, and so on; one is more likely to be born into a position of influence. Hiring in
Indonesia, for example, is more likely to be based on who you are than is the case in
Germany or Australia.

Source of Power and Status *

US UK SWE GER FRA ITA SPA JPN CHI

*Not to scale—indicates relative magnitude.
SOURCE: Data based on F. Trompenaars, 1993.

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

Critical Operational Value Differences

After studying various research results about cultural variables, it helps to identify some
specific culturally based variables that cause frequent problems for Americans in interna-
tional management. Important variables are those involving conflicting orientations
toward time, change, material factors, and individualism. We try to understand these
operational value differences because they strongly influence a personQOs attitudes and
probable response to work situations.

Time Americans often experience much conflict and frustration because of differences in
the concept of time around the worldNthat is, differences in temporal values. To Americans,
time is a valuable and limited resource; it is to be saved, scheduled, and spent with precision,
lest we waste it. The clock is always runningNtime is money. Therefore, deadlines and
schedules have to be met. When others are not on time for meetings, Americans may feel
insulted; when meetings digress from their purpose, Americans tend to become impatient.
Similar attitudes toward time are found in Western Europe and elsewhere.

In many parts of the world, however, people view time from different and longer
perspectives, often based on religious beliefs (such as reincarnation, in which time does not
end at death), on a belief in destiny, or on pervasive social attitudes. In Latin America, for
example, a common attitude toward time ismafiana, a word that literally means Otomorrow.O
A Latin American person using this word, however, usually means an indefinite time in the
near future. Similarly, the word bukra in Arabic can mean OtomorrowO or Osome time in the
future.O While Americans usually regard a deadline as a firm commitment, Arabs often
regard a deadline imposed on them as an insult. They feel that important things take a long
time and therefore cannot be rushed. To ask an Arab to rush something, then, is to imply that
you have not given him an important task or that he would not treat that task with respect.
International managers have to be careful not to offend peopleNor lose contracts or
employee cooperationNbecause they misunderstand the local language of time.

Change Based largely on long-standing religious beliefs, values regarding the
acceptance of change and the pace of change can vary immensely among cultures.
Western people generally believe that an individual can exert some control over the
future and can manipulate events, particularly in a business contextNthat is, individuals
feel they have some internal control. In many non-Western societies, however, control is
considered external; people generally believe in destiny, or the will of their God, and
therefore adopt a passive attitude or even feel hostility toward those introducing the
OevilO of change. In societies that place great importance on tradition (such as China), one



