Cross Cultural Management

May 8th – Video
-second world war – birth of international monetary fund and world bank
-now demand economic reform as condition of loans
-meltdown in 1998 – investors withrdrew money over night
-face to face trading has been replaced with technology trading
-digital technology to buy stocks and trade, has changed everything
-more companies every day – more than 50 000
-foreign investors have raised living standards, diminishing poverty since WW2
-internet has produced cyber millionaires
-Infosys – Indian software company
-information technology has changed the way governments and corporations do business
-genetically modified food business
	-argue that these foods will end world hunger
	-others believe the food should be tested, is said to have been tested
	-gm companies don’t believe in testing on humans – time consuming and difficult to identify the cause of any health issues
	-businesses are concerned with consumer revolt
-food production is putting growing pressure on worlds resources
-UN food and culture organization 
-fish sustainability is under threat
-Australia’s ocean territories is one of the largest and 
-International law lags behind in reality to the fishing market – governments say there is nothing ot be done to prevent fisherman from fishing in their territories
-US can veto an amendment in IMF
	-are these institutions really going to reflect the e=best interest of humanity
-US govt threaten tariffs on EU goods
-James Mitchel – PM

-NAFTA – mexico Canada and America signed in 1994 
	-american companies go to Mexican borders, Mexicans work for foreign countries in unsafe conditions, paid very little
	-salary isn’t sufficient
	-factory workers live by the border
-NAFTA has brought no decrease in number of border crosses
-third world countries have paid highest price for globalization
	-nigeria, worlds 6 largest oil producer, government corruption and shell, failed to benefit Nigeria
	-shell did not clean up oil spills. Now claims to be cleaning up environmental record 
-china has welcomed capitalism
	-Amway – the American way – sells American cosmetics door to door
	-cost 3 times the Chinese equivalents
	-1997 – amway sales netted 178 million
	-economic reform means that living standards double in china every 10 years
-globalization has put china, Indonesia, Burma under pressure for political reform
	-those who want unions  risk jail time
	-crime: to establish free trade union, 2 years jail time
	-crime: 12 years in jail for promoting democracy
-south africa’s economy is built on gold
	-currencies is now a better way to secure funds and people are selling off gold
	-wages for mining are very low, 180 monthly
	-unions are on the march to save mining jobs
	-IMF announced sales of its gold, gold prices fell, world panicked, without thinking about the consequences on third world countries
	-sept 1999, gold stabilized a eurpoean banks announced a cap on sales
-1 in 4 of worlds population live in poverty
-seattle: riots to demand fair rules for trade

-----
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ecture 2: Universally shared problems:
1- Relationships with other people:
Universalists vs Particularists Going over speed limit. Universalists: focus more on rules than relationships (everything should be treated the same) nobody should break rules (Germany) Particularists: They would lie to the police to protect their friend. (Venezuela, korea)
Universalists: a deal is a deal, no changes to contracts. Particularist: contracts are modified.
Collectivism vs individualism: France goes high on collectivism. 
Collectivism: they prefer plural representation; they want the interest of the group. Decision-making takes longer, they want to meet consensus.
Individualists: decisions made on the spot by lonely representatives. 
Neutral vs affective:
Neutral like British will use humor to diffuse a situation. 
Diffuse vs specific 
Specific: small private layer, an American will easily lend you his car or let you open his fridge. Don’t expect to borrow the car of a german. 
Diffuse: like Europeans, are less accessible. 
Achievement vs ascription
---------------------------------
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Inter.... Communication
-different styles of communication: direct vs indirect
	1)-direct : open, blunt, easier to say yes or no
	-indirect: not openly say yes or no, might say “might”
	-high context cultures, ppl use more indirect style, more courteous
	2)elaborate: ppl give more details, not to the point
	-specific: more technical, subject oriented, ppl talk more about the topic
	-collective societies: more elaborate style, people want to learn more, reduce ambiguity
	3) personal vs contextual
	-personal: focus more on themselves (achievement oriented, individualistic cultures)
	-contextual: focus on other things, position, gender roles 
	4) instrumentat vs affective
	-instrumental: more center focused, on achieving a specific gaol
	-affective: focus more on what other people know
-target active listening
-be aware that ppl have different communication and listening styles
- sender – person who’s talking
-receiver – decodes the message

Importance of Communication to Management
-70% of a managers time is spent communicating
Difference between Verbal and Non verbal communication
-nonverbal is more important, 75% of a message comes out of nonverbal
-more important to learn about nonverbal cues (no dictionary for nonverbal cues) 
-verbal communication is always planned, nonverbal is unintentional, not controlled, controlled biologically
-learn nonverbal early on in life

Categories of Nonverbal
-Chronemics: time
-Proxemics: use of space - closer when dealing with friends and family than coworkers. In some cultures, standing close is polite, giving space is also respectful and considerate
-Paralanguage: tone, quality, pace of voice, strong, weak, animated, nasal, loud, plays important role in labelling  a personality
-Material Possessions: quality of life, style, clothing, jewellery, brands vs regular
-Chromatics: study of colour, bright colours are social, dark – assume introvert, conservative
-Smell: perfume, strong vs mild
-Oculesics: study of eye behaviour, in collectivist societies don’t appreciate too much eye contact. Eye contact – confidence, self esteem
-Haptics: study of touch, different cultures have different norms, tend to touch each other more/less. Touch is not appreciated in oriental cultures. In individualistic, not too much touching
-Kinesics: how you use your body to convey a message,

Obstacles to Intercultural Communication
-Pragmatic: don’t speak the language, cannot communicate
-Value-Driven:  different cultural values, materialism – more individualistic societies. Religion – universal values are pretty much the same, difference in individualistic societies – creativity is appreciated, questioning religions. Collective societies – more mystic, people do not question religion
-Perceptual: deciding what is acceptable based on own values, religion, family, personality, education...how we evaluate things 
	-stereotyping: generalizing, can be a hurdle when creating relationships with ppl
	-prejudices: treating ppl differently because of certain characteristics and affiliations with different groups
	-misinterpretation
	-misevaluation

Intercultural Comm Competence
An effective communicator
-treating ppl as objects: no feelings toward the ppl but not planning on staying in communication with them
-learn to be emotionally stable
-speak with respect
-listen actively, no interrupting
***Culture Shock: The U-Curve of Adjustment***** EXAM (slide 9)
· Means discomfort that people go through in another environment
-6 steps
-train and read about the culture, always try to network with people to help you through the superficial adjustment step
-do not take too many projects – learn how things work in that culture first, take your time

Theories on the Development of Intercultural Comm Competence
-Psychological theories:
1a) General Systems Theory:
-limitation: assume that it’s only up to the person to work hard to adjust. 
1b) Uncertainty Reduction Theory: 2 types of uncertainty: predictive and explanatory
-can never predict or explain why people behaved the way they did
-basic intention is to reduce uncertainty
-pragmatic: learn the language
Sociological Theories
2a) Convergence Theory: 2 tools/forces: Internet and English. 
-share information with each other, join online support groups, connect with local associations to socialize and learn to converge, network
-if society is unrestricted: easier to converge
-communication will help create networks
-relying more on technical part (form and language)
2b) Interpersonal Theory:
-how to establish more intimate relationships
-more personal
-trust is the key for sociological theories

****Selecting Employees in a Global Labour Market***** EXAM
-look into a person’s area of expertise, technical competency, how good they are at their job
-factual knowledge is important
-ability to adapt, willingness to learn is important. People who are not flexible and emotionally stable should not go on international project
-important to involve family in screening

Improving Intercultural Competence
-develop knowledge
-develop motivation
-develop skill

Policies for Assigning Expatriates
-behavioural questions – people cannot guess. Managers use these questions more
-send employees for a week to meet people, see the area, after all assessments and tests

Basic Rules for Negotiation
-know your and counterparts weaknesses and strengths

Common mistakes in negotiation
-focus more on what you got than what the other people got

Characteristics of Strategic Negotiation
-prioritize group goals, see how to communicate with each person
-assertiveness: able to voice your concerns

Negotiating Successfully: from book “Getting to Yes”
-The Important Segments:
	-Interest
	-generate Options, don’t commit, don’t judge
	-objective Standards: and facts to persuade other person
	-People: separate people from the issue. Don’t say “you”, write down the person’s position
	-Alternatives:
	-Closure

***VIDEO**** EXAM
International Negotiating
1) Overview
-most important difference in communication is culture
-languages, beliefs etc
-vital to immerse yourself in the culture, seek cultural insights, be open-minded, keep sense of humour
-arragnement made today sets the stage for the business to come
-work through other issues like diff food, water etc on top of work, takes more time
-important to shape perceptions of the team back home
	-japan etc know that boss won’t be happy if expatriate doesn’t bag the deal
-peopleback home need to be patient

2) The Team
-needs to be comprised of ppl who are comfortable with different cultures
-pick ppl who have experience with dealing with the society, speak the language, know the culture, area
-local associates can help in translating, providing introductions, providing burocracy, 
-may need to hire a translator
-avoid working with interpreters suggested by the other side, hire own independant translator
-seniority demands respect in some cultures
-have 1 team from start to end, changing players can change the game, stop negotiation
-needs to be right size
	-smaller avoids conflict among team
	-larger demands respect 
-collectivist cultures: like to work in groups (ie Japan bring large group, might get offended if onle 1 american shows up)
-try to balance the teams, negoriate so that both teams are same size
-team should be adaptable

3) Preparation
-important to begin with the end in mind – realistic goals
-whether culture is cooperative or competitive
	-cooperative – win win outcome
	-competitive – one winner one loser
-difference in objectives – motives of counterpart might be diff from yours
	-money vs travel etc. Maximize profit vs creating/protecting jobs
-ponder goals of the society/nation
	-India: believe that your product will help life get better
-bring any and all info that might be needed
	-impossible to make quick trip home for more info, roleplay to discover all possible questions
-Japan and Europe test your information, be prepared, keep notes close as to not give away info
-Japan sit in silence, wait. US gives away info because uncomfortable with silence
-ask about the company’s experience, get info from them first, position your company better
-ask open ended questions
-safeguard info after the discussion is over
-realistic outcome
-discover motives
-anticipate questions
-ask questions
-safeguard info

4) Relationships
-personal relationships are critical to build business relationship
-invest time, make sure you’re in touch with the right ppl- decision makers or their
	-India: many family companies
-reach advisors – they provide critical research to supervisors (in Japan)
-personality might win business over price, take sincere interest in counterpart, accept invitations to social activities
-show respect, especially from a larger company or country
	-be careful when making a toast, talking about your company – any arrogance, you lose face
-build trust: when there are language barriers, trust is very important
-local associates
-build personal relationships
-confirm counterparts authority

5) Time
-international deals take a lot of time
-initial contact to contract – takes years
-relationship oriented cultures – spend time getting acquainted
	-US expect fast negotiations
	-Asian counterparts take longer, to build trust
-different styles in making decisions
	-group oriented societies – take long time for review
	-external factors – visas, government review etc...
-be sensitive to obstacles to your counterparts
-appear relaxed and patient
-be discreet about when you’re leaving, leave open ended departure dates
-budget time, be patient

6) Opening
-location – will you travel to themor them to you
	-you going to them, you see their culture and business
	-them coming to you – they suffer jet lag etc
-decide whether formal or informal
-agendas – might be seen as an impediment 
	-some cultures prefer free style
	-Asia prefers big picture rather than details
	-Japan – rituals and relationships are important
-tailor pitch to counterparts 
-in group oriented – stress the benefits
-consider initial prices, some cultures enjoy haggling and bargaining, others don’t
-tailor room for bargaining
-create flexible agenda

7) Discussions
-different styles of conduct in negotiations
-little body language
-different mannerisms
-Russia, Argentina, emotional and dramatic discussions
-German – confrontative in style, want to make you feel inferior
-give consideration to concessions 
	-some see compromise negatively, loss of manliness, loss of principles 
-size and rhythm of concessions vary (increase or decrease)
-have plan for concessions, make them small and attractive
-change settings – move to informal location (golf course)
-different styles and tactics
-know your bottom line, if you reach that point, walk out respectively

8) Agreement
-allow time to make decisions
-ppl make decisions in diff ways
	-some are made quickly and spontaneously or slowly
-number of ppl involved
	-latin America – whole team might be involved, might take longer
	-Japan – decision making process takes time
-contracts can create hurdles, tension 
	-downplay importance of legal documents
-aim for short, clear document focussing on key issues
-in many cultures, negotiations may go on long after the agreement
-keep open dialog to prevent issues from arising 
-be patient with decisions
-focus on relationship
-anticipate contractual deviations 
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Cultural Assumptions and their implications for management
Misleading:
-Homogeneity: Melting pot is ideal, assume all the same
-Similarity:
-Parochialism:  all the same way, do things one way, based on cultural values
-Ethnocentricism:  ppl believe their way is the best way, superiority

Appropriate assumptions:
-Heterogeneity: we’re all the same
-Similarity and differences
-Equifinality: all things are equally good
-Cultural contingency: Equally superior options available

Cultural Synergy
-Aculturation: 3 approaches: different groups will a
	1 Separatism: parties are inflexible, no collaboration
	2 Cultural Assimilation: minorities will adapt to the culture
	3) Cultural Pluralism /Synergy: everyone assumes responsibility 
-both parties have to acknowledge diversity, recognize it as a resource
-talk to ppl so you know how they are thinking

Strategies that include Synergy
-Cultural Dominance (Shark Image): competitive approach , useful whent he other party is competitive to, when you have gathered all your info, don’t wish to maintain relationship with the other parties. If you wish to keep a relationship, don’t take dominance approach
-Cultural Accommodation(Teddy Bear Image): appeasing/pleasing others. Normally ppl use it when relationshipis more important thatn goal itself. Will not have ultimate satisfaction, feeling of not getting what tou’re looking for. Better to let the other person take more so you establish goodwill
-Cultural Compromise (Fox) : Give up something to satisfy other party, no one wins, only win if you have exepctional bargaining skills
-Cultural Avoidance (Turtle) : go with it when you feel lots of emotions are involved, you don’t have all the facts, when you know you’re wrong, if tempers are involved. But only for that moment, not all the time
-Cultural Synergy (Owl) : Best approach. Make your position clear, get other parties perspective, come up with mutually accepted solution. 
-Offer training to employees to view diversity as an advantage, not a problem, use plain language in cross cultural situations
-Informal structural integration: pikniks, ...

Motivation
-internally generated state of feeling that pushes us towards our goals
Prominent Need Theories of Motivation
-are not conclusive
-Maslow: as an employer helping ppl satisfy P need, ensure they have decent salary
	-safety: safety policies
	-social: family friendly org culture, shod sharing, job rotation, help them understand that you care about them
	-self esteem: acknowledge their good work
	-self actualisation: how can the employee do something back for the company, give them a project so they can show what they can do, won’t have revolving door – ppl leaving company

-McClelland
	-there is no linear step (some ppl don’t need friends but have self esteem)
	-Achievement,: 
-Power: give ppl control
-Affiliation needs: 

Herzberg:
	-
	-Hyg
	-factors that create satisfaction and dissatisfaction
	-make sure job is meaningful – work content

Process Theories of Work Motivation
-motivations are created by the 
-3 important process theories:
	-Expectancy: know what
	-Equity: motivation stems from , people compare their work to others, their compensation, won’t be motivated anymore, won’t be perceivedas fair
	-Goal Setting: most simple, goals and expectations are supposed to be clear, make your expectations are clear, removing obstacles, no surprises, help employees during the process, so that they have the knowledge, ability and confidence to do the job

-use need theories to motivate ppl but theories are not conclusive
-process theories are conclusive, but adjust when you will use them

The inter-cultural effectiveness of “other motivators”
-monetary incentives
-Job rotation
-job enlargement
-job design 
-performance evaluation

-collectivist societies: relationship with employer is more important that anything
-job security is important, people are more  happy with security

Most important facet of work life, by culture

Do motivation theories Translate Across Cultures?
-individualistic societies think nepotism is not widely accepted
-cultural intelligence is needed when making decisions

Cultural Intelligence
-using your “cultural” common sense:
	-Cognitive: thinking, learning, strategizing
	-Motivational: confidence,persistence, value congruent, affinity/attraction toward new culture
	-Behavioural: repertoire of previously learned interculturally effective behaviours + ability to acquire new behaviours when needed
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Managing Multi-Cultural Teams and Leading Globally
Leader: different than a manager
-are vision builders, lead, coach guide, turn vision into action
-someone you see as a role model, lead through difficult times
-type a personally: more transactional leaders
-type b: more democratic
-lots of things have impact on leader style: culture etc

Leadership Theories: Cultural Constraints
-observable, definable, learnable behaviours 
-more situational, take situational approach, very structured,  
 -contingency style:
-autocratic style: not bad, task oriented
-deligative style: not making a decision, telling others to complete the task, not involved
-democratic: involve people, make decision yourself, could be someone else’s opinion
-people use more autocratic style
-individualistic societies: more democratic and deligative style

-3 theories:
-McGregor’sTheory X (evil) and Y(good)
	-X: American perspective, assumptions/perceptions of how ppl are impact how you lead them, treat them as objects
	-y: trust people, 
-Misumi’s PM	theory:
	-Japanese perspective
	-2 types of leaders: performance and maintenance-oriented
	-be sensitive to context, focus on relationship building (maintenance)
	-performance: 
	-take situationalapproach to succeed
-Sinha’s NT theory: 
	-India
	-Nurturant: 
	-Task: India
	-balance of both will help you succeed
-Transformational:
	-not going to tell ppl to change attitude, good quality relationship with subordinates, use likeable qualities to guide people
	-3 qualities, types of authority that ppl can use to transform their subordinates: Charismatic, Rational, Traditional
	-using power to benefit others, want something good for employees
	-3 choices are available to all leaders

Cultural Relativity of Leadership: Managing and Leading in...
-In overseas Chinese cultures
	-
-In France
	-things are controlled at the top, more centralized, care about equity in the workplace

Steps:
-1 self awareness
-2 self monitoring
-3: empathy 
-4: motivation: motivate yourself
-5: work on social skills

*****The GLOBE Project*****
-try to understand what are some of the obvious and effective leadership styles that help ppl succeed
-4 clusters were created, 9 dimensions
-6 leader behaviour dimensions, leadership styles:
	-Transformational-charistmatic: use more visually, more ppl oriented, performance-oriented, able to change attitude, more firm, decisive, assertive, willing to sacrifice for employees, more visual leadership style, using your personally to connect to ppl, wand them to succeed, want to see change
	-team:  more diplomatic, more on creating social relationships, participatory
	-self-protective: more autocrative, manipulative, selfish, more technical, task oriented, leaders defend own positions, others are intellectually inferior
	-Participative: leaders are more into delegating and encouraging subordinates
	-Humane: leaders are more modest, compassionate, more relationship oriented, connect with employees,
	-Autonomous: leaders are more independent, individualistic, unique in their approaches, did not involve a lot of employees in decisions, risk-takers
-have to be sensitive to diff situations

GLOBE LEADERSHIP STUDY
9cultural dimensions on Hofstede’s work
	-uncertainty avoidance: want to work by the book, need structure, no need for ambiguity, western societies are more tolerant of uncertainty, collectivist societies do not want to take risk, less tolerance
	-power distance: some cultures have high tolerance for distribution of power
	-collectivism I:
	-collectivism II
	-Gender Egalitarianism: 
	-Assertiveness (directness): competitive, direct, firm approach. Not always aggressive, openly state position
	-Future Orientation: some cultures are traditional, future orientation invests in future planning, most individualistic societies
	-Performance  Orientation: need for achievement, focus on doing
	-Humane Orientation: more fair, caring, generous attitude, a lot of societies have humane orientation

Globe Leadership Study
Societal Clusters:
	-Southern Asia:  talk in more humane, charistmatic style, not very future oriented (believein destiny and god)
	-Anglo: mid-ranged on all dimensions until 2009. Charistmatic, transformational, team oriented, participative
	-Arabic: high on most except future, trust-building, self-protective, autonomous leadership style
	-Latin Europe: mid-range on dimensions, working to reduce gender gaps, high in humane category, team oriented leadership style

Managing a multicultural workforce
-Domestic Firms:
-Multidomestic firms: not going beyond national boundaries
-Multinational firms:
-Global Firms:

Types of diversity in teams & Advantages and disadvantages of multicultural teams
-Homogenous teams: ppl are exactly alike (age, gender, orientation, personality)
-Heterogenous teams: members are from diff cultures, will be diff somehow
-token teams: majority has a lot of things that they share but only 1 person from another culture
-bicultural teams: 2 ppl from different cultures
-multicultural teams:  >3 from diff cultures

Effective Team Processes for Global Teams
*forming team:
Storming: conflict in team
Norming: solve interpersonal issues
Performing: ppl do that they’re supposed to do

Cross cultural management: Applied science and moral craft

Managing Culturally diverse teams
-task-related selection
-recognizing differences: creating goal,  identify individual strengths
-establishing a vision or superordinate goal
-equalizing power
-creating mutual respect
-giving feedback

-explain topic, what your process was to select it, justify it with personal experience, what you saw in media etc..
-agree, disagree, clear position on certain topic
-if good/bad, why
-2 pages each
-2 different topics
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Cross-Cultural Ethics
Ethics: individual moral standards of what is right/wrong, good/bad, acceptable/unacceptable
	-3 elements: duties, obligations, relationships
	-treating employees fairly
	-affect stakeholders, communities etc
-CC ethics: ethics are humanity-based, not cultural specific
-bus. ethics: general area, what is acceptable in 
-bottom line formula: People, Profits, Planet
	-how I can make profit for shareholders while treating ppl and environment with respect
-learn what is right/wrong through culture

Common Ethical Dilemmas in In’t Business
-Dealing with competitors: many companies are unethical when trying to take down competition
-Gender Equality/Human Rights: do not discriminate, treat employees unfairly (intentional, unintentional)
-Environmental: Bus practices in international market: lots of companies are socially, environmentally unresponsible (Shell)
-Bribery: 2 types of bribes: lubrication and white mail
	-white mail: expect to pay bigger amount to get something the company is not entitled to legally
	-lubrication: not common in international market, used to make process go more smoothly (to govt to get things done in time)
	-extortion: don’t want to bribe but people with power for approvals seek bribe
	-bribery is part of society
-Social Responsibility: obligation towards society

Resolving Ethical Dilemnas:
4 dominant ways:
	-Universalistic approach : Rule is the rule, be fair and equal to everyone, apply universal principles regardless of who you’re dealing with (stick with org. Code of ethics)
	-Particularistic approach: ppl think they have to think about specific loyalty toward diff ppl, go more with situational approach, think about specific obligation towards the other party
	-Compromise approach: give and take, not possible to go with the above two, have to lose some possession to persuade others to do something, based on home country values, will not compromise when it comes to religious values, 
	-Reconciliatory approach: basic logic is used, cooperative approach, intention is to converge , balanced approach where you are satisfied, proceeded with good intentions, other party will be pleased as well, want to establish relationship with other party, mutual discussion, no one is giving up something they value

Which countries practice the highest ethical standards?
Canada, UK, Australia, Germany – high ethical standards

Where do our ethical values come from?
-determined by society, main source: family
-then education institutions, religious orgs, social groups
-the more relationships you have, the more you learn what is right/wrong
-the more interactions you have, the more open you are

Why do Cultures differ in Ethical Response******FINAL
-the way ppl make decisions is going to be different among cultures
-Teleology/Utilitarianism: consequences/results are the first criteria, are used to determine if an action is ethical, greatest good for the greatest number of people (protect people’s feelings by lying – good intention), benefit the majority
-Deontology: theory of moral duty, do not think about consequences, do the right thing then handle the consequences, tell truth no matter what, go with universalist approach/professional code of ethics
-Justice: if you want to be ethical, have to tell employees what you consider ethical, ask ppl lots of questions to how they define ethics, get opinion then create rules and regulations at the end, have clear expectations of everyone and they know, know the consequences etc...
-Ethical/Cultural Relativism: cannot always be utilitarian, be more sensitive to CC situations, be more situational, what is going to be acceptable for that particular context, answer:”that depends”, decisions are made based on geographical locations, no “head-quarters”, 

What is a Code of Ethics”
-CPRS.ca
	-some dos and don’ts 
-want to make sure that your employees know the values you stand for, how they differentiate you
-ppl will have more confidence in you, easier for employees to follow regulations, for management to make decisions, less criticism in media, less monitoring by govt

Sample Corporate Codes of Conduct – Compaq
-Mainly Teleological

Hummingbird
-mainly Justice

-conventional reasoning:
-post-conventional state: believe in doing the right thing

Types of Religions and Implications for In’t Business
-Monotheistic: are different groups in each religion as well, ppl are generally more critical, different rituals and religious places, books
-Polytheistic: 
-eastern societies are more defensive, less likely to take criticism




	
