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Foreword

SINCE THE first edition of this book in 1993, the central premise has remained—namely, that to be effective in leading and doing business with both an international and diverse environment, leaders and managers will have to recognize and respect cultural differences.

In the second edition we extended support of the core constructs by providing a number of country-specific examples, paying particular attention to the statistical significance and reliability of the underlying cultural database. In addition, we presented a new framework to reconcile the dilemmas that arise from cultural diversity. In a three-step structure, we gave an exhaustive treatment to the three Rs of Recognition, Respect, and Reconciliation.

The context for the third edition (2012) was that the world of business continued to move ever rapidly to the global village, accelerated by changing political, social, and economic forces enabled by air travel and communications technology. While cultural factors had long been recognized as critical, the earlier more anthropological ideas that emphasized differences needed to be supplemented and extended by a new body of knowledge that is more relevant to today’s world. The focus and need was shifting from simply understanding cultural differences and how to prevent embarrassments and resolve communication issues to how to leverage difference for competitive advantage, in a world where even local business may involve leading a diverse workforce.

In the third edition we added the fourth step to build on the first three given in earlier editions. We introduced the fourth R, for Realization, in this edition, so that culture is ever more explicitly linked to the bottom line.

Studies of cultures are now further clouded by the consequences of migrations, immigration and acculturation, and cultural differences across generations, along with new players such as India and South America as well as China in the center stage.

This new fourth edition goes further as we seek to respond to the rapidly accelerating “new ways of working” that owe their origin to ever greater diversity, advances in Internet technologies and online meetings, socio-political dynamics (equality through “me too” and BLN), global warming, autonomous vehicles, and at a time when the coronavirus epidemic is changing the world.

To serve these changes and to make the knowledge and associated wisdom more accessible to a wider audience, we have captured both the earlier and more recent constructs in digital formats. Along with conventional printed copies of this book and electronic delivery of e-books, this fourth edition serves as a central portal from which readers can follow their interest and go deeper by exploring the many web links provided. These will enable readers to test themselves online with interactive cases and explore the increasing portfolio of apps developed by the authors and their research and support team that focus on the many aspects of culture presented in the text.

New content on realizing the business benefits of international and transnational operations is considered in some depth. Added to that, special treatment is given to cultural differences in alliances, mergers, and acquisitions. We illustrate the power of these ideas by showing how they can be applied in the cultural integration of organizations to significant advantage over conventional (financial) due diligence. The interactive apps bring these ideas to life as readers can explore for themselves.

The cultural databases that underpin this book have been extended to include not only more cases and more country data from more respondents but also a whole wealth of cultural measurements of competences, dilemmas and their reconciliations, servant leadership across cultures, innovation paradigms across cultures, and multicultural and remote team effectiveness.

None of the value of the earlier editions has been lost, and this new edition provides an evidence-driven framework essential for all business leaders and managers, whether they serve as CEO of a major global corporation or play an important middle-management role in a section of their smaller local company. The latter more than ever need to interact with a diverse workforce, as well as with a diverse customer and supplier base, and therefore require a certain level of cultural competence.

The book will also be of value to students of business and management to help prepare them for the new world of business, which is so different from only a few years ago.

Professor Peter Woolliams, PhD

Emeritus Professor, Anglia Ruskin University, UK
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1

An Introduction to Culture

Fons Trompenaars and Charles Hampden-Turner

THIS BOOK is about cultural differences and how they affect the process of doing business and managing. It is not about how to understand the people of different nationalities. It is our belief that you can never understand other cultures. Those who are married know that it is impossible ever completely to understand even people of your own culture. The Dutch author (Fons Trompenaars) became interested in this subject before it grew popular because his father is Dutch and his mother is French. It gave him an understanding of the fact that if something works in one culture, there is little chance that it will work in another. No Dutch “management” technique his father tried to use ever worked very effectively in his French family.

This is the context in which we started wondering if any of the American management techniques and philosophies with which we were brainwashed in many years of the best business education money could buy would apply in the Netherlands or the UK, where we came from, or indeed in the rest of the world.

Both authors have been studying the effect of culture on management for many years. This book describes much of what we have discovered. The different cultural orientations described result from 25 years of academic and field research. Many of the anecdotes and cases used in the text have come up in the course of more than 1,000 cross-cultural training programs we have given in over 25 countries. The names of the companies used in most of the cases are disguised.

Apart from the training program material, a diverse range of companies, including most of the global corporates and other major players with departments spanning over 60 different countries, have contributed to the research. In order to gather comparable samples, a minimum of 100 people with similar backgrounds and occupations were originally taken in each of the countries in which the companies operated to provide basic reference cultural norms. Approximately 75 percent of these participants belong to management (managers in operations, marketing, sales, and so on), while the remaining 25 percent were general administrative staff (typists, personal assistants, etc.). Our original cultural database comprised some 80,000 of these respondents and has been extended in several ways. We have added more responses from managers and business leaders across the world, which has resulted in much more than just an increase in sample sizes. This database now extends to some 140,000 participants. Another 20,000 have completed partial responses to this basic cultural diagnostic in combination with other surveys.

With the continuing growth and pervasion of the Internet, we have continued to add many other cultural measurement instruments and have developed associated ancillary databases and apps to disclose them. These include another 20,000 responses to our deductive assessments of intercultural competence and transcultural leadership, corporate effectiveness and sustainability, cultural aspects of personality and team development, and innovation. In a separate text-oriented database, we have collected and coded data comprising nearly 50,000 dilemmas and associated reconciliations.

In response to demand, we increasingly make adapted versions of our online tools available to other responses such as students of business and management and spouse of expatriates. These are flagged appropriately as different respondents.

With much more data to draw on, we are able to reaffirm the constructs presented in earlier editions but also to extend debate to issues of longitudinal studies of cultural shifts. We can also drill down to age and generation differences as well as functional areas and discuss issues of cultural convergence and acculturation.

The empirical results are, however, just an illustration of what we are trying to say.

This book attempts to do three things: dispel the notion that there is “one best way” of managing and organizing; give readers a better understanding of their own culture and cultural differences in general, by learning how to recognize and cope with these in a business context; and provide some cultural insights into the “global” versus “local” dilemma facing international organizations. Possibly the most important aspect of the book is the second. We believe understanding our own culture and our own assumptions and expectations about how people “should” think and act is the basis for success.

The Impact of Culture on Business

Take a look at the new breed of international managers, educated according to the most modern management philosophies. They all know that in the SBU, TQM should reign, with products delivered JIT, where CFTs distribute products while subject to MBO, AI, and tested through MVPs. If this is not done appropriately, we need to BPR. (SBU = strategic business unit; TQM = total quality management; JIT = just-in-time; CFT = customer first team; MBO = management by objectives; AI = artificial intelligence; MVP=Minimum Viable Product; BPR = business process reengineering.)

But just how universal are these management solutions? Are these “truths” about what effective management really is: truths that can be applied anywhere, under any circumstances?

Even with experienced international companies, many well-intended “universal” applications of management theory have turned out badly. For example, pay-for-performance has in many instances been a failure on the African continent because there are particular, though unspoken, rules about the sequence and timing of rewards and promotions. Similarly, management-by-objectives schemes have generally failed within subsidiaries of multinationals in southern Europe, because managers have not wanted to conform to the abstract nature of preconceived policy guidelines.

Even the notion of human-resource management is difficult to translate to other cultures, coming as it does from a typically Anglo-Saxon doctrine. It borrows from economics the idea that human beings are “resources” like physical and monetary resources. It tends to assume almost unlimited capacities for individual development. In countries without these beliefs, this concept is hard to grasp and unpopular once it is understood.

International managers have it tough. They must operate on a number of different premises at any one time. These premises arise from their culture of origin, the culture in which they are working, and the culture of the organization that employs them.

In every culture in the world such phenomena as authority, bureaucracy, creativity, good fellowship, verification, and accountability are experienced in different ways. That we use the same words to describe them tends to make us unaware that our cultural biases and our accustomed conduct may not be appropriate or shared.

There is a presumption that internationalization will create, or at least lead to, a common culture worldwide. This would make the life of international managers much simpler. People point to McDonald’s or Coca-Cola as examples of tastes, markets, and hence cultures becoming similar everywhere. Indeed, many products and services are becoming common to world markets. What is important to consider, however, is not what they are and where they are found physically, but what they mean to the people in each culture. As we will describe later, the essence of culture is not what is visible on the surface. It is the shared ways groups of people understand and interpret the world. So the fact that we can all communicate with iPhones, listen to iTunes and Spotify, and eat hamburgers tells us that there are some novel products that can be sold on a universal message, but it does not tell us what eating hamburgers or listening to iTunes and Spotify means in different cultures. Dining at McDonald’s was at one time a show of status in Moscow, whereas it is a fast meal for a fast buck in New York. If businesspeople want to gain understanding of and allegiance to their corporate goals, policies, products, or services wherever they are doing business, they must understand what those and other aspects of management mean in different cultures.

In addition to exploring why universal applications of Western management theory may not work, we will also try to deal with the growing dilemma facing international managers known as “glocalization.”

As markets globalize, the need for standardization in organizational design, systems, and procedures increases. Yet managers are also under pressure to adapt their organization to the local characteristics of the market, the legislation, the fiscal regime, the sociopolitical system, and the cultural system. This balance between consistency and adaptation is essential for corporate success.

Paralysis Through Analysis: The Elixir of the Management Profession

Peters and Waterman in In Search of Excellence hit the nail on the head with their critique of “the rational model” and “paralysis through analysis.” Western analytical thinking (taking a phenomenon to pieces) and rationality (reckoning the consequences before you act) have led to many international successes in fields of technology. Indeed, technologies do work by the same universal rules everywhere, even on the moon. Yet the very success of the universalistic philosophy now threatens to become a handicap when applied to interactions between human beings from different cultures.

The human being is a special piece of technology, and the results of our studies, extensively discussed in this book, indicate that the social world of the international organization has many more dimensions to deal with.

Some managers, especially in Japan, recognize the multidimensional character of their company. They seem able to use a logic appropriate to machines (analytic-rational) and a logic more appropriate to social relations (synthetic-intuitive), switching between these as needed.

In the process of internationalization the Japanese increasingly take the functioning of local society seriously. They were not the first to observe “Si fueris Romae, Romano vivito more” (“When in Rome, do as the Romans do”), but they seem to act on this more than Westerners do. The Japanese have, moreover, added another dimension: “When in Rome, understand the behavior of the Romans, and thus become an even more complete Japanese.”

In opposition we have our Western approach, based on American business education, which treats management as a profession and regards emotionally detached rationality as “scientifically” necessary. This numerical, cerebral approach dominates not only American business schools, but also other economic and business faculties. Such schools educate their students by giving them the right answers to the wrong questions. Statistical analysis, forecasting techniques, and operational studies are not “wrong.” These are important technical skills. The mistake is to assume that technical rationality should characterize the human element in the organization. No one is denying the existence of universally applicable scientific laws with objective consequences. These are, indeed, culture-free. However, the belief that human cultures in the workplace should resemble the laws of physics and engineering is a cultural, not a scientific, belief. It is a universal assumption that does not win universal agreement, or even come close to doing so.

The internationalization of business life requires more knowledge of cultural patterns. Pay-for-performance, for example, can work out well in the cultures where we have had most of our training: the USA, the Netherlands, and the UK. In more communitarian cultures like France, Germany, and large parts of Asia it may not be so successful, at least not the Anglo-Saxon version of pay-for-performance. Employees may not accept that individual members of the group should excel in a way that reveals the shortcomings of other members. Their definition of an “outstanding individual” is one who benefits those closest to him or her. Customers in more communitarian cultures also take offense at the “quick buck” mentality of the best salespeople; they prefer to build up relationships carefully and maintain them.

How Proven Formulas Can Lead to Wrong Result

Why is it that many management processes lose effectiveness when cultural borders are crossed?

Many multinational companies apply formulas in overseas areas that are derived from, and are successful in, their own culture. International management consulting firms of Anglo-Saxon origin are still using similar methods to the neglect of cultural differences.

An Italian computer company received advice from a prominent international management consulting firm to restructure to a matrix organization. It did so and failed; the task-oriented approach of the matrix structure challenged loyalty to the functional boss. In Italy bosses are like fathers, and you cannot have two fathers.

Culture is like gravity: you do not experience it until you jump six feet into the air. Local managers may not openly criticize a centrally developed appraisal system or reject the matrix organization, especially if confrontation or defiance is not culturally acceptable to them. In practice, though, beneath the surface, the silent forces of culture operate a destructive process, biting at the roots of centrally developed methods that do not “fit” locally.

The flat hierarchy, SBUS, MBO, matrix organizations, assessment centers, TQM, BPR, AI, MVP, and pay-for-performance are subjects of discussion in nearly every bestseller about management, and not only in the Western world. Reading these books (for which managers happily do not have much time anymore) creates a feeling of euphoria. “If I follow these Ten Commandments, I’ll be the modern leader, the change master, the champion.” A participant from Korea told us in quite a cynical tone that he admired the USA for solving one of the last major problems in business—how to get rid of people in the process of reengineering. The idea of the “one best way” is a management fallacy that is dying a slow death.

Although the organizational theory developed in the 1970s introduced the environment as an important consideration, it was unable to kill the dream of the one best way of organizing. It did not measure the effects of national culture, but systematically pointed to the importance of the market, the technology, and the product for determining the most effective methods of management and organization.

If you study similar organizations in different cultural environments, they often turn out to be remarkably uniform by major criteria: number of functions, levels of hierarchy, degree of specialization, and so on. Instead of proving anything, this may mean little more than that uniformity has been imposed on global operations, or that leading company practices have been carefully imitated, or even that technologies have their own imperatives. Research of this kind has often claimed that this “proves” that the organization is culture-free. But the wrong questions have been asked. The issue is not whether a hierarchy in the Netherlands has six levels, as does a similar company in Singapore, but what the hierarchy and those levels mean to the Dutch and Singaporeans. Where the meaning is totally different—for example, a “chain of command” versus “a family”—then human-resource policies developed to implement the first will seriously miscommunicate in the latter context.

In this book we examine the visible and invisible ways in which culture impacts on organizations. The more fundamental differences in culture and their effects may not be directly measurable by objective criteria, but they will certainly play a very important role in the success of an international organization.

Culture Is the Way in Which People Solve Problems

A useful way of thinking about where culture comes from is the following: culture is the way in which a group of people solves problems and reconciles dilemmas.1 The particular problems and dilemmas each culture must resolve will be discussed below. If we focus first on what culture is, perhaps it is easiest to start with this example.

Imagine you are on a flight to South Africa and the pilot says, “We have some problems with the engine, so we will land temporarily in Burundi” (for those who do not know Burundi, it is next to Rwanda). What is your first impression of Burundi culture once you enter the airport building? It is not “what a nice set of values these people have,” or even “don’t they have an interesting shared system of meaning.” It is the concrete, observable things like language, food, or dress. Culture comes in layers, like an onion. To understand it you have to unpeel it layer by layer.

On the outer layer are the products of culture, like the soaring skyscrapers of Manhattan, pillars of private power, with congested public streets between them. These are expressions of deeper values and norms in a society that are not directly visible (values such as upward mobility, “the more, the better,” status, material success). The layers of values and norms are deeper within the “onion” and are more difficult to identify.

But why do values and norms sink down into semi-awareness and unexamined beliefs? Why are they so different in different parts of the world?

A problem that is regularly solved disappears from consciousness and becomes a basic assumption, an underlying premise. It is not until you are trying to get rid of the hiccups and hold your breath for as long as you possibly can that you think about your need for oxygen. These basic assumptions define the meaning that a group shares. They are implicit.

Take the following discussion between a medical doctor and a patient. The patient asks the doctor: “What’s the matter with me?” The doctor answers: “Pneumonia.” “What causes pneumonia?” “It is caused by a virus.” “Interesting,” says the patient, “what causes a virus?” The doctor shows signs of severe irritation and the discussion dies. Very often that is a sign that the questioner has hit a basic assumption, or in the words of Collingwood, an absolute presupposition about life.2 What is taken for granted, unquestioned reality: this is the core of the onion.

National, Corporate, and Professional Culture

Culture also presents itself on different levels. At the highest level is the culture of a national or regional society, the French or west European versus the Singaporean or Asian. The way in which attitudes are expressed within a specific organization is described as a corporate or organizational culture. Finally, we can even talk about the culture of particular functions within organizations: marketing, research and development, personnel. People within certain functions will tend to share certain professional and ethical orientations. This book will focus on the first level, the differences in culture at a national level.

Cultural differences do not only exist with regard to faraway, exotic countries. In the course of our research it has become increasingly clear that there are at several levels as many differences between the cultures of West Coast and East Coast America as there are between different nations (although for the purposes of this book most American references are averaged). All the examples show that there is a clear-cut cultural border between the northwest European (analysis, logic, systems, and rationality) and the Euro-Latin (more person-related, more use of intuition and sensitivity). There are even significant differences between the neighboring Dutch and Belgians.

The average Belgian manager has a family idea of the organization. He or she experiences the organization as paternalistic and hierarchical, and, as in many Latin cultures, father decides how it should be done. The Belgian sees the Dutch manager as overly democratic: what nonsense that everybody consults everybody. The Dutch manager thinks in a way more consistent with the Protestant ethic than the Belgian, who thinks and acts in a more Catholic way. Most Dutch managers distrust authority, while Belgian managers tend to respect it.

Nearly all discussions about the unification of Europe deal with techno-legal matters. But when these problems are solved, the real problem emerges. Nowhere do cultures differ so much as inside Europe. If you are going to do business with the French, you will first have to learn how to lunch extensively. The founder of the European Community, Jean Monnet, once declared: “If I were again facing the challenge to integrate Europe, I would probably start with culture.”3 Culture is the context in which things happen; out of context, even legal matters lack significance.

On this last point we need to consider that it has therefore become very popular to say that culture eats strategy for breakfast. True. But please also consider the truth of the fact that strategy eats culture for lunch. We strongly believe that culture and strategy should have dinner together.

The Basis of Cultural Differences

Every culture distinguishes itself from others by the specific solutions it chooses to certain problems that reveal themselves as dilemmas. It is convenient to look at these problems under three headings: those that arise from our relationships with other people; those that come from the passage of time; and that which relate to the environment. Our research, to be described in the following chapters, examines culture within these three categories. From the solutions different cultures have chosen to these universal problems, we can further identify seven fundamental dimensions of culture. Five of these come from the first category.

Relationships with People

There are five orientations covering the ways in which human beings deal with each other. We have taken Parsons’s five relational orientations as a starting point.4


Universalism versus particularism. The universalist approach is roughly: “What is good and right can be defined and always applies.” In particularist cultures far greater attention is given to the obligations of relationships and unique circumstances. For example, instead of assuming that the one good way must always be followed, the particularist reasoning is that friendship has special obligations and hence may come first. Less attention is given to abstract societal codes.

Individualism versus communitarianism. Do people regard themselves primarily as individuals or primarily as part of a group? Furthermore, is it more important to focus on individuals so that they can contribute to the community as and if they wish, or is it more important to consider the community first since that is shared by many individuals?

Neutral versus emotional. Should the nature of our interactions be objective and detached, or is expressing emotion acceptable? In North America and northwest Europe business relationships are typically instrumental and all about achieving objectives. The brain checks emotions because these are believed to confuse the issues. The assumption is that we should resemble our machines in order to operate them more efficiently. But further south and in many other cultures, business is a human affair and the whole gamut of emotions is deemed appropriate. Loud laughter, banging your fist on the table, or leaving a conference room in anger during a negotiation is all part of business.

Specific versus diffuse. When the whole person is involved in a business relationship there is a real and personal contact, instead of the specific relationship prescribed by a contract. In many countries a diffuse relationship is not only preferred but necessary before business can proceed.

In the case of one American company trying to win a contract with a South American customer (see Chapter 7), disregard for the importance of the relationship lost the deal. The American company made a slick, well-thought-out presentation that it thought clearly demonstrated its superior product and lower price. Its Swedish competitor took a week to get to know the customer. For five days the Swedes spoke about everything except the product. On the last day the product was introduced. Though somewhat less attractive and slightly higher priced, the diffuse involvement of the Swedish company got the order. The Swedish company had learned that to do business in particular countries involves more than overwhelming the customer with technical details and fancy slides.

Achievement versus ascription. Achievement means that you are judged on what you have recently accomplished and on your record. Ascription means that status is attributed to you by birth, kinship, gender, or age, but also by your connections (who you know) and your educational record (a graduate of Tokyo University or Haute Ecole Polytechnique).

In an achievement culture, the first question is likely to be “What did you study?” while in a more ascriptive culture the question will more likely be “Where did you study?” Only if it is a lousy university or one they do not recognize will ascriptive people ask what you studied; and that will be to enable you to save face.



Attitudes with Regard to Time

The way in which societies look at time also differs. In some societies what somebody has achieved in the past is not that important. It is more important to know what plan the person has developed for the future. In other societies you can make more of an impression with your past accomplishments than those of today. These are cultural differences that greatly influence corporate activities.

With respect to time, the American Dream is the French Nightmare. Americans generally start from zero, and what matters is their present performance and their plan to “make it” in the future. This is nouveau riche for the French, who prefer the ancien pauvre; they have an enormous sense of the past and relatively less focus on the present and future than Americans.

In certain cultures like the American, Swedish, and Dutch, time is perceived as passing in a straight line, a sequence of disparate events. Other cultures think of time more as moving in a circle, the past and present together with future possibilities. This distinction makes for considerable differences to planning, strategy, investment, and views on home-growing your talent, as opposed to buying it in.

Attitudes with Regard to the Environment

An important cultural difference can also be found in the attitude to the environment. Some cultures see the major focus affecting their lives and the origins of vice and virtue as residing within the person. Here, motivations and values are derived from within. Other cultures see the world as more powerful than individuals. They see nature as something to be feared or emulated.

The then chairman of Sony, Mr. Morita, explained how he came to conceive of the Walkman. A lover of classical music, he wanted to have a way of listening to recordings on his way to work without bothering any fellow commuters. The device was a way of not imposing on the outside world, but of being in harmony with it. Contrast that to the way most Westerners think about such technology: “I can listen to music without being disturbed by other people.”

Another obvious example is the use of face masks that are worn over the nose and mouth during the Corona crisis. In Tokyo you see many people wearing them in great numbers. When you inquire why, you are told by the majority that when people have a virus, they wear them so they will not likely infect other people by breathing on them. In London or New York masks are worn by the majority of people who do not want to be infected by others.

Structure of the Book

This book will describe why there is no “one best way of managing,” and how some of the difficult dilemmas of international management can be mediated. Throughout, it will attempt to give readers more insight into their own culture and how it differs from others.

For this fourth edition we have structured the book in five main sections:


Section I: National Culture and Personal Values (Chapters 2–12)

Section II: Corporate Cultures and Change Management (Chapters 13–15)

Section III: Reconciling Cultural Dilemmas (Chapters 16–17)

Section IV: Culture in Practice (Chapters 18–20)

And finally Appendices A and B for an extensive overview of the tools: apps, questionnaires and other supporting digital means. This is followed by the technical aspects of our databases.



Section I. National Culture and Personal Values

Chapters 2 through 8 will initiate the reader into the world of cultural diversity in relations with other people. How do cultures differ in this respect? In what ways do these differences impact on organizations and the conduct of international business? How are the relationships between employees affected? In what different ways do they learn and solve conflicts?

Chapters 9 and 10 discuss variations in cultural attitudes to time and the environment, which have very similar consequences for organizations.

Chapter 11 discusses a new approach to measuring intercultural competence that overcomes many of the limitations of other methods—including the researchers’ own earlier frameworks. The reader is introduced to four aspects of Intercultural Competence:


1. Recognition: How competent is a person to recognize cultural differences around him or her?

2. Respect: How respectful is a person about those differences?

3. Reconciliation: How competent is a person to reconcile cultural differences?

4. Realization: How competent is a person to realize the necessary actions to implement the reconciliation of cultural differences?



Chapter 12 considers how managers can prepare the organization for the process of internationalization through some specific points of intervention. This chapter is intended to deal in a creative way with the dilemmas of internationalization, as well as to repeat the message that an international future depends on achieving a balance between any two extremes.

What will emerge is that the whole centralization versus decentralization debate is really a false dichotomy. What is needed is the skill, sensitivity, and experience to draw upon all the decentralized capacities of the international organization.

Section II. Corporate Cultures and Change Management

Chapter 13 discusses how general cultural assumptions about mankind, time, and the environment affect the culture of organizations. It identifies the four broad types of organization that have resulted with their hierarchies, relationships, goals, and structures.

Chapter 14 offers a new way of looking at managing cultural change. The main message is focused around how to enrich the existing organizational culture by its opposite. For example, if the preference is short-term results, how can one contextualize that within the context of a long-term vision? And if you push your products and services, how can you do it in a way that involves the customer?

Chapter 15 reflects on some of the ways one can sustain an organizational culture such as introducing programs to embed yin and yang values and Values to Behavior programs.

Section III: Reconciling Cultural Dilemmas

Chapter 16 analyses the different steps that are needed to reconcile cultural dilemmas. This is explored through a case study that elicits the various problems that occur when professional people from different cultures meet.

Chapter 17 discusses the challenges of managing cultural integration in mergers, acquisitions, and strategic alliances. These are increasingly pursued, not only to implement globalization strategies, but as a consequence of political, monetary, and regulatory convergence. Realizing the business benefits and creating wealth in an integration process is not easy since it demands joining values that are not easily joined; two out of three deals still do not achieve anywhere near the benefits that were originally anticipated. It is assumed too often that delivering benefits simply requires the alignment of technical, operational, and financial systems and market approaches. An alternative is given in how to reconcile the cultural diversity of the organizations involved.

Section IV: Culture in Practice

In this last section we introduce a series of frequently occurring dilemmas in areas ranging from recruitment to digitalization. All of these areas are supported by our portfolio of apps that help users to diagnose the dilemmas they are facing ranging from personal and organizational values to risk avoidance and risk taking and to serving and leading.

Much has been written previously about the recruitment, selection, and retention of creative talent and separately about product and process innovation. Even more has been written about corporate culture and mechanistic and structural approaches to innovation in organizations. What is severely lacking is an overall framework that integrates these components and informs the HR professional to help the organization create a culture of innovation. Chapter 18 discusses the way HR can contribute to the sustainability of creative cultures.

Although much has been written and hypothesized about leadership competencies and styles, the advent of leadership in the digital age has further complicated the issue. In Chapter 19, we propose a model of reconciliation based on seven golden “dilemmas” that digital leaders face. The approaches to these dilemmas are culturally defined. The premise is that, by thinking and acting to reconcile these issues, leaders are better able to work digitally and cross-culturally.

Chapter 20 shows how different cultures might define integrity and ethical behavior differently. Some definitions might work in a single culture, but can be done when cultures meet in multicultural environments? People in all cultures, organizations, and institutions agree that great leaders can be respected across cultures and institutions. Indeed, they have integrity. In this article it is suggested that integrity is creating wholeness through the integration of opposites. This is something that is not taught at educational institutions.

What this book attempts to make possible is the genuinely transnational organization, in which each national culture contributes its own particular insights and strengths to the solution of worldwide issues and the company is able to draw on whatever it is that nations do best.


CULTURAL DATA

Throughout the book, we give examples of “stereotypical” responses to our basic cultural instruments from updated representative samples from major countries to illustrate the concepts being discussed based on our earlier cultural data. These serve to illustrate what we might describe as the underlying cultural norms of that country relevant to the development of business and management styles prior to the boom in globalization over the last 30 years. They are intended to help the reader reflect on the origins of cultural differences relevant to business rather than for modern day tourists.

The effects of globalization, immigration, and other socioeconomic shifts (e.g., European convergence) based on our more recent cultural data are given special consideration in Section IV. It is now too simplistic to try to describe the (single) culture of a country without taking into consideration the effects of immigration, the development of multicultural societies, age and generation differences, and corporate culture.

For this fourth edition, we have provided access links to more information and our online tools in a dedicated website. This includes the country culture scores for research purposes.

For a much more in-depth picture we also refer to very specific online tools such as the comprehensive detailed tips on doing business in 144 countries given in our Culture for Business app.

See: www.ridingthewavesofculture.com.
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