Cross Cultural Management
· Global culture & values…

· Communication/language

· Diversity

· Organisation

1700s – clashes of kings

1800s – clashes of peoples/nations

1900s – clashes of ideologies

2000s – clashes of civilizations

The West and the Rest – 1920 – colonization of practically the whole world…

Cold War – 1960s – Eastern Block vs Western Block – communism vs capitalism

World of Civilizations – 1990s onwards – Numerous civilizations – 1-8…


Western & Europe



Anglo-saxon



Latin America


Islamic


Hindu


Confucian


Japanese


Slavic


Africa


Why do we think and act differently? How should that change the way we communicate?

Demographic


Aging population


Migration

Social


Education


Gender equality


Human rights


Employment

Technology - innovation

Digital Information & ownership

Internet


Biotech


Green research


Open Source


Telecommunications


Space


Games and Entertainment


Military

Navigation systems GPS


New energy


Nano tech


Security, criminality, piracy & surveillance  


Health tech


Genetic engineering


Online education


Robots


Ecommerce

How will tech modify behaviour?

· Cross national business will double every 10 years

· Virtual communication – collaboration

· Generation & education patterns

Services are technology driven

Boss: “I need 5 hours work before tomorrow morning at end of day”
German: “I can’t do that”

English: “Hmmm, that’s very interesting”

American: “You gotta be kidding”

French: “I don’t see the logic of that”

Italian: “Let’s go I will call you back and tell you later”

Swedish: “Let’s arrange a meeting”

Japanese: “I agree”

Finnish: “……………..”

Arabic: “Inshallah…….”

India: “hmmm, I’ll try to do it….”

China: “Let’s think about it…..”
Russia: “Why are you asking that to me…”

Mexican: “Oh shit, no… no”

In the UK:-

	What is said
	What is meant

	Hm…. Interesting idea
	What a stupid suggestion

	You could say that
	I wouldn’t

	We must have a meeting about it
	Forget it

	We shall consider it
	We won’t do it

	I’m not quite with you on that one
	That is totally unacceptable

	I agree, up to a point
	I disagree


There is a discrepancy between what we say and what we do…
The key is understanding… but you should also adapt…
Cross Cultural Comms

	Easy
	Difficult

	Conflict resolutions
	Building trust relationships

	Restoring trust after conflict (avoid discussing Mothers)
	Language – interpreting meaning

	Keep communications simple
	Politeness

	Less likely to have disagreements from Chinese
	Difficulties discussing complex issues

	Mutual understanding of related technologies especially manufacturing
	Cultural symbols are diverse

	Easier if Italians are managing Chinese
	Pride – harder if Chinese are managing Italians

	
	Working life balance expectations


Monochronic Time (Anglo Saxons)
Polychronic time (everyone else)

· Clock Time



- Situational time



· Appointment time


- Flextime

· Segmented time


- Simultaneous activites

· Task-oriented time


- Relationship-oriented perspective

· Achievement tempos

- Experiential Tempos 
High Context




Low Context

- Long-lasting relationships


- Shorter relationships

- Exploiting context



- Less dependent on context
- Non-verbal language


- Written agreements

- Insiders/outsiders distinguished

- Rule oriented

- Several people speak at once

- One person speaks at a time

Indirect Comms



Direct Comms

- Maintain relationships


- Focus on task

- Message is implicit


- Message is explicit

- Yes means may be


- Yes means may be or no

- Part of the message is non-verbal
- Main message is verbal

- Stress is on the conflict avoidance
- Conflict and confrontation =healthy

The Dutch are the most direct comms… 

Most monochronic are direct and low context..

UK is unusual, it is monochonic and low context, but it is indirect…

Cross Cultural Management
1. Global cluster of values initial part of CC Behaviour

2. Communication

3. Management

4. Organisation

· Understand

· Realise

· Conscious of differences…

· Cross-cultural manager…

· Local foreign country effort

· Adaptation ( Convergence

· Through Manager ( Team Member

· 1st importance is to decode…

· What to do about it is dependent on the Context

· With a Foreign Manager, it is a different experience to when there is a foreign team member…

· With a foreign team member, it is the responsibility of the manager to coach the team member… To spend more time integrating the person into the team…

· To make sure that the person is aware of the importance of being on time… You have a task to prepare for the meeting…

· On context where there is a foreign manager for a local team, the manager has to learn to adapt…

· If there is a foreign team member, they have 6 months to learn to adapt…

· A Columbian manager in Germany has to adapt to Germany…

· A Columbian team member in Germany has to learn to turn up on time…

· Don’t talk about hours, talk about time frames… We’ll meet between 10:00 – 10:30…

· Flexible timeframes…

· Coach to educate the people to be on time…

· In some countries it is not so easy….

· What is important for me… Adapt your management style to the purpose… 

· Coach towards progressive management…

· Context A – Foreign Manager, local team – Responsibility: Adapt yourself to the country
· Context B – Local Manager, Foreign Team – Responsibility: coach the team to integrative 

· Context C – Multi-cultural team…. UK Manager with Columbia, Italy, Japan, UK team… This is convergence and flexibility…

· Progressively coach the team and explain, discuss, share, etc, etc…

· Bring together an alignment and a good method to work together…

· It is always a permanent job – teamwork is always a little bit erratic…

· You have a permanent responsibility to help the team to develop and perform a certain task…

· If everyone has flexibility, you have to be flexible…

· Perhaps the Italian guy is creative, and you need to explain to the Japanese guy that it is beneficial to the team and cultural diversity is a good thing…

· All team members should accept to give-up in some country behaviour… Explain the needs…

· Managers are there to ensure that the team is producing the best results for the company….

· There are several ways to be a good manager….

· “Successful” is a very individualistic value…
· First point – Flexibility

· Second point a) - Decode

· Second point b) – Willingness to give up some country behaviour

· Third point – Convergence of the team – a clear direction

· Open the game with flexibility

· Decode and understand…

· Explain what’s going on and modify their behaviour – adaptability

· Build a new team direction bring together the clear distinction…

Explain the management style of the country (China)

Outline the issue to manage within another country (Germany)….
3 key points about management style of the country

3 key issues of managing Germany…

3 Key Points
· Owner == managers – centralised decision making

· Family relations rather than external managers

· Confucian ideas of thrift, patience and persistence

3 Key Points – “Germans simply do not have a very strong concept of management”
· China High PD ( German Low PD – Potential source of conflict - Revise autocratic style, recognise that face saving is not appropriate… Leverage German discipline, hard work and punctuality 
· China High collectivistic ( German high Individualistic – low levels of expected acceptance of ideas… Be more open to dialogue in meetings, recognise meritocratic attitudes – potential convergence over hard work ethic…
· China High Long-termism ( German short-termism – Chinese future orientation, patience and willingness to work for future benefits may conflict with German expectation of present quality of life, and respect for social obligations and traditions… May need to be more short-term task and milestone focused to adapt and motivate the team to achieve convergence…
Hofstede’s ( Is everything the same 15 years later? Probably not…

Having said that…

Masculinity




Femininity

- Live to work




- work to live

- Men assertive and decisive

- Women are nurturing

- Men are dominant in society

- use intuition and strive 4 consensus

- Performance and competition driven
- Social environment is key value

- Money, material, tasks, and objects
- equality, solidarity, etc, etc

Fons Trompenaars – affective versus netural

Affective - subjective


Neutral – Objective

- Reveal thoughts and feelings

- Do not reveal what they are thinking

- Transparency and expressiveness
- may accidentally reveal tension

- Emotion flow easily


- Emotions often bottled up

- Touching, gesturing


- Cool and self-possessed conduct

- Statement declaimed fluently 

- Physical contact are often taboo

In China, they have a lot of emotion, but Westerners do not necessarily recognise the issue of Chinese emotion and sharing relationships between people… In China, you don’t see the emotions, but there are lots of them…

	Open Expression of Emotions and Feelings (Show)

	Degree to which emotions are shared
	
	Lower
	Higher

	
	Lower
	Switzerland
	US

	
	Higher
	China
	Arabic, Latin Americans


Emotional Intelligence – Goleman – 21st Century way of looking at the world…
Emotion is a friend, whilst before, emotion was an enemy…

Managing emotions… Evaluate the situation on the basis of emotions…

Uncertainty Avoidance High

Uncertainty Avoidance Low

- Uncertainty not good


- Uncertainty is more accepted

- Higher anxiety and stress


- Flexibility is key

- Power is more centralised

- Decentralised power

- Aggressive behaviour not tolerated
- Aggressive behaviour accepted

- Belief is placed in experts


- Deviation not threatening







- Less nationalistic







- Belief in generalists and cmn sense

Collectivism




Individualism

- Prime orientation to common goals
- Prime orientation to the self

- Personal identity is based on grps
- Personal achievement

- Expertise, order, duty by org.

- Independence, individual initiative

Power Distance High


Power Distance Low

- Inequalities are stressed


- Inequalities should be minimised

- Few independent people


- Everyone independent

- Superiors not accessible


- Superiors accessible

- Employees more subordinate

- Individual freedoms

- Strong hierarchies



- Weak hierarchies

- Underdog is to blame


- System to blame

Hierarchical Societies…

Highly hierarchical -------------------------------------------------------( Flat hierarchy

Arabic (
 India/China ( 
Latin America 

( Anglo-Saxon

Title & Religion ( Seniority ( Performance & Relationship ( Performance

Ascription vs Achievement ( Trompenard
Ascription (Who you are)


Achievement

- Extensive use of titles


- titles only relevant to competence

- Respect older as superior 

- Respect for superiors on performan
Formal vs Informal…

Richard Lewis Model…
A - Multiactive people 
B - Linear Active People 

C – Reactive People

A – Multiactive – warm, emotional, loquacious, impulsive (Hispanic America, Argentina, Chile)

B – Linear – Cold, calculating (US, UK, Germany, Switzerland)

C – Reacters – compromisers… (China, Vietnam, Japan, Taiwan)

Diversity Profile




Multi-active “people first”

Emotions





Sharing

- Masculinity/Feminity



Masculinity

- Affective-neutral




Affective

- Specific-Diffuse/Share



Diffuse/Share

- Emotion show/control



Show

Management


- 

Key criterion for managing different types:-

Team A – Recognition-based
· Manage
Share, discuss, participate…

· Motivate
Socialising
Get involved
Social Recognition

Team B – Performance-based
· Manage
Specific tasks
Rational 
Clear goals
Autonomy
· Motivate
Individual recognition
Short wins


Team C – Belonging & seniority…
· Manage
Formal Structure
Respect protocol

· Motivation
Team building and listening
Group recognition
Co-operating
Belonging


Cross-cultural Communications…

Clusters, cultures, patterns, management…

Arabic countries ( Nepotism

· Pyramidal organisation

China ( Consensus & state direction

· Consensus is highly valued

· Company is controlled directly or indirectly by the state

· Real management is often invisible

· Emerging with reputation of competency

France ( Autocratic

· Authority centered around the CEO

· “Grandes ecoles” & theory domination

· Consultative but decision are individualistic and top-down

Hispanic America ( Paternalist coercive

· Centric on main political figure of the company

· Nepotism is common link with open manipulation

· Paternalism is another form of corporate management

Japan ( Ringi-sho

· Japan organization have great power in conformity with Confucian hierarchy

· Policies are conveyed to middle managers

· Ideas often originate from the shop floor (bottom-up)

Russia ( Devious

· Profound changes after demise of USSR

· Founded on bureaucratic and apathy

UK ( Adaptive

· Some persistence of class distance, not entirely autocratic

· Casual manager sits outside the ring of operational manager

· Close contact with staff for effective supervision without interfering…

USA ( Structured Top-down and bottom-up

· Pyramidal with seniors driving and inspiring people under them

· Americans are allowed to make individual decisions within the framework of the company

· Self-autonomous managers build team and cascade

· Great management mobility with some little tolerance if they do not achieve results

