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“When Teams Collide should become required reading for anybody managing people in the globalized workplace… Richard Lewis’s “insider’s perspective” is reflected in well-researched comparative case studies and a remarkable set of 24 profiles of hypothetical individuals from as many countries. Rarely does one come across a business textbook that can just as easily serve as entertaining and rewarding bedtime reading, with its blend of entertaining stories and profound lessons.”
Tim Cullen, Programme Director, Oxford Programme on Negotiation, Saïd Business School, Oxford

“Because we serve many of the world’s largest multinational companies, we know that the ability to build effective global teams is an important skill of an executive. At Deloitte, we ascribe much value to this skill set, and have made it an important component of Deloitte’s Next Generation CFO Academy curriculum, the foundation of which is built upon the three pillars of success – Leadership, Influence, and Competence. Knowing how to team and make decisions in an international environment is critical to the development of ‘next generation’ CFOs. Richard Lewis’s book, When Teams Collide, explores these concepts in a very effective and engaging manner, providing meaningful, real-life examples to illustrate the international dimensions of building effective teams. This book is an educational resource for both aspiring and current CFOs.”
William J. Ribaudo, Managing Partner and Dean, The Next Generation CFO Academy, Deloitte & Touche LLP

“Richard Lewis has outdone himself, no small feat. When Teams Collide synthesizes much of his earlier, excellent work while also furthering those efforts by grounding his LMR framework firmly within real life, real people, and real situations… The insights are almost innumerable.”
Tim Flood, PhD, Associate Professor, Management and Corporate Communication, University of North Carolina

“Richard Lewis has written an extraordinarily useful book. A main quality of the book is the many business cases and individual stories and examples illustrating how our cultural lenses impact our understanding of social processes. These cases are conveyed with great insight, warmth and humor.”
Atle Jordahl, International Director, Norwegian School of Economics (NHH)

“This book is a MUST for every business team leader who plans to start doing business in a new cross-cultural environment… The old saying “Do in Rome as the Romans do” is still very valid when added to Richard Lewis’s own cross-cultural experiences over 50 years and in 150 countries. This book will help you to avoid major and costly mistakes as team leader.”
Markku Vartiainen OBE, President, Finnish-British Chamber of Commerce


When Teams Collide

[image: image]


To
Dr. Francesco Ingrassia


When Teams Collide

[image: image]

Managing the International Team

Richard D. Lewis

[image: image]


First published in the UK by
Nicholas Brealey Publishing in 2012



	



	Carmelite House

	Hachette Book Group




	50 Victoria Embankment

	53 State Street




	London EC4Y ODZ

	Boston, MA 02109, USA




	Tel: 020 3122 6000

	Tel: (617) 523-3801





www.nicholasbrealey.com

© Richard D. Lewis, 2012
The right of Richard D. Lewis to be identified as the author of
this work has been asserted in accordance with the
Copyright, Designs and Patents Act 1988.

ISBN 978-1-904838-35-7
eISBN 978-1-90483-837-1

Library of Congress Cataloging-in-Publication Data

Lewis, Richard D.

 When teams collide : managing the international team / Richard D. Lewis.

     p. cm.

 Includes index.

 ISBN 978-1-904838-35-7

 1. Teams in the workplace. 2. Multinational work teams. 3. Intercultural communication. I. Title.

  HD66.L484 2012

  658.4’022--dc23

2012005950

British Library Cataloguing in Publication Data
A catalogue record for this book is available from the British Library.

All rights reserved. No part of this publication may be reproduced, stored in a retrieval system, or transmitted, in any form or by any means, electronic, mechanical, photocopying, recording and/or otherwise without the prior written permission of the publishers. This book may not be lent, resold, hired out or otherwise disposed of by way of trade in any form, binding or cover other than that in which it is published, without the prior consent of the publishers.

Printed in the UK by Clays Ltd, St Ives plc


Contents

Foreword

Introduction

Categorizing cultures

Organizing the team

Speaking the language

Leading the team

Profiling team members

Recognizing speech styles

Communicating in English

Using humor

Making decisions

Behaving ethically

Building trust

1     Categorizing Cultures

Diversity and compatibility

Diversity – bonus or drawback?

Finding cultural anchorages

Case study: DaimlerChrysler

Case study: KONE

2     Organizing the Team

The chair

Integration

Heaven and hell

Case study: Rolls-Royce Marine

3     Speaking the Language

Global English

The spread of English

Case study: Leibur

4     Leading the Team

Leading the meeting

Managing the priorities

Leaders’ self-image

The Asian concept of leadership

Changing notions of leadership

Case study: Land Rover

5     Team Members’ Profiles

The durability of culture

Australia: Leslie Perkins

Belgium: Emile Bindels and Dirk Pienaar

Brazil: Paulo da Silva

Canada: Jim Patterson

China: Kong Dehai

Denmark: Knud Rasmussen

The Netherlands: Dick Egberts

England: Robert Bradley

Finland: Tauno Tähtinen and Ritva Vaulamo

France: Yves Martin

Germany: Hans Stollmeyer

Hong Kong: Andy Chen

India: Sachin Dravid

Ireland: Ronald Morgan

Italy: Franco Tonelli

Japan: Hiroshi Tanaka

Norway: Terje Riise

Russia: Vladimir Kosov

Singapore: Lee Huang

South Africa: Arthur Rhodes

Spain: Luis Rueda

Swedish: Lars Svensson

Switzerland: Robert Ziegler

USA: Jack Lowe

Case study: Social glue

Case study: Ostracism

Case study: Tall poppies

Case study: A compromise

6     Speech Styles and Meeting Procedures

Managing speech styles

Toleration of styles

Quality of communication

National speech styles

Team members and silence

Procedural style and tone

Case study: oneworld

7     Communicating in English

Coded speech

American English

Political correctness

Listening habits

High- and low-context listeners

Case study: BMW-Rover

8     Team Humor

Case study: Boots

9     Decision Making

Compromise

The nationality factor in decision making

Brainstorming

Disagreement

Case study: Pfizer–Upjohn-Pharmacia

Case study: INA/CIGNA and AIG

10   Behaving Ethically

Steering a course

Case study: The 2002 World Cup

11   Trust in the Team

Intercultural communication problems affecting trust

Diversity of cognitive processes and concepts of truth

Language and thought

Case study: Kraft

Case study: G100

Case study: Nokia

Appendix: Cultural Spectacles

Bibliography

Index

Acknowledgments

About the Author


Foreword

Working in a team has been a challenge since time immemorial. While it is not easy in a familiar – monocultural or narrowly technical – environment, the challenge grows exponentially when borders are crossed and varying cultures and personalities enter into a collision course.

The inevitability of this challenge is actually a blessing, as unpleasant as dealing with it might be (the truth will set you free, but first it will make you really mad). This is not only because of the goals that will be achieved, but mainly because of the resulting personal and professional growth, as well as organizational maturation. While solving their (mostly manmade) problems, individuals and groups ultimately transcend the limitations imposed by their upbringing and social conditioning, and learn to know and utilize each other’s way of thinking and doing things.

The paradox here is that in order to succeed we need to go beyond culture. Before that, though, we obviously need to understand what cultural differences entail.

Richard D. Lewis, one of the leading authorities in the field of applied cross-cultural studies, became acutely aware of the issues with respect to intercultural communication and interaction through personal experiences during his career-long investigation of how people with striking differences get along. His insights were reflected in the hugely popular When Cultures Collide, where he furthered the ideas of E.T. Hall and proposed an original framework for assessing the cultural preferences of individuals, teams, groups, nations, and regions.

During the application and validation of the Lewis Model in various settings around the world, Lewis and his colleagues gained an enormous amount of evidence about what it takes to work and lead across cultures. It was only natural to summarize this evidence in a book dedicated to teams: When Teams Collide.

The title of this book leads to three immediate expectations: it is about teams of all kinds that have to deal with the invariably different work preferences of their members; it is about a practical approach to diversity beyond culture; and it is about a broader context of successful cooperation across and beyond borders. In other words, this book is a robust attempt to depict, explain, and offer a concrete way of dealing with the complexity of human interaction in professional settings.

How many attempts of this kind have we known? Quite a few. A basic internet search would inevitably produce a myriad of papers, articles, chapters, and books dedicated to the subject of working in a team, managing a team, surviving in a team, etc. Most of the attempts to tackle the “team issues” are either fragmented (one issue at a time) or narrowly specialized (e.g., the Belbin approach), which is normal for any kind of research, but seems insufficient for those who need practical guidance for daily challenges, either in small (team) or large (organizational) settings.

Lewis found a way to approach the challenge. He chose a holistic scan of the ingredients of teams’ success, which takes into account team members, team leaders, the operating context, and, most importantly, the reality of cross-cultural business conduct.

This book is built on the proven foundation depicted in When Cultures Collide. Moreover, it has been applied thousands of times in institutions in various domains – private, governmental, international, nonprofit, and academic. The continuity here is not just a matter of sticking to your guns or understanding only what you know (which unfortunately, especially in the area of cross-cultural studies, is often the case). It provides a way to reflect on the fundamental differences in world cultures and their individual variations.

The Lewis Model is intuitive and easily comprehensible. It offers a dynamic, tripartite cultural categorization in which linear-active, multi-active, and reactive features of a person or a team become a roadmap to a better understanding of self and others. The explanatory power of the model is considerably enhanced by a carefully crafted framework of cultural universals and their variations: communication and interaction patterns, leadership styles, meeting patterns, empathy, trust, and business ethics. The visuals – a trademark of the Lewis approach to knowledge creation and dissemination – make it so much easier to navigate the often muddy waters of intercultural relations.

The richness of the context, the power of the visuals, and the detailed nature of the case studies make the book appealing to a wide audience. The seamless narrative style means that it is readable and easily accessible to those without a deep background in international business or cross-cultural issues.

Lewis offers 11 “items of knowledge” that must be acquired and utilized for successful teamwork across cultures. While most items seem intuitive enough, this is the first time they have been compiled as a matrix of mutual understanding and successful business conduct.

Each item (or area), from cultural categorization of team members (and the team itself!) to team organization, communication, leadership, ethics, and trust, is backed by thorough case studies. The storytelling (much revered nowadays in leadership education) is exemplary and makes the reading not just enjoyable but truly educational – one feels that one is having a conversation with the author, who shares valuable information and passes on wisdom. There are no simulations, hypothetical situations, or made-up characters. The whole story is a mirror of the life-long learning of a gifted observer.

In essence, the book sets out what we must do and why. Most importantly, it offers a way to do it (which is where most authors fall short).

Throughout the book, Lewis offers both generalized and specific observations about different cultures, which suits both types of curiosity: epistemological and practical. Therefore, readers who are looking for specific behavior in an unfamiliar cultural setting will be rewarded as much as those looking for eternal answers to eternal questions.

As trivial as it sounds, it is not a challenge for different people to interact, unless they have a common business to attend to. That is when goodwill and presuppositions of cultural awareness swiftly disappear. The grip of one’s cultural identity is too strong; the desire to elude it is too irresistible… As S. Johnson put it, “the chains of habit are too weak to be felt until they are too strong to be broken.”

To reach out to our colleagues and counterparts, we must aim beyond cultural borders; to succeed, though, we must start with culture(s) – learning about self, others, and self and others together. Richard Lewis offers us an invaluable route for negotiating the difference.

Dr. Iouri Bairatchnyi,
Former Director, Cross-Cultural Programme,
World Bank, Washington, DC


Introduction

The expansion of multinational organizations, conglomerates, and even medium-sized firms into as many as 200 markets worldwide means that international teams are rapidly becoming the central operating mode for global enterprises. Estimates put the number of such teams at between 2 and 3 million at the beginning of the twenty-first century.

Mergers, acquisitions, the opening of foreign subsidiaries, and exploiting fresh markets are heavily dependent on newly created teams. Thousands of new projects require the creation of teams to meet different challenges, develop new products, resolve persistent conflicts, or examine the latest techniques, and many of these teams possess technical expertise in a variety of fields, especially in R&D. Others deal with sales and marketing, accounting and reporting, finance and budgeting. Teams may be large or small, homogeneous or diverse, mobile or static, real or virtual.

The responsibilities and the sheer number of important tasks entrusted to teams mean that their members need to be equipped with a plethora of qualities and characteristics. To begin with, they must be quick off the mark. They need to make fast decisions, particularly since they are often mobile teams that may be together for only two or three days at a time. They are expected to be innovative or even avant garde: they may be breaking new ground, and dealing with colleagues, partners, or opponents who have unorthodox, atypical, or unsettled views and attitudes (new Russians, debuting Chinese, ex-Soviet – perhaps Islamic – entrepreneurs from countries such as Kazakhstan or Azerbaijan). They get involved in alliances that have the potential for significant profits and a significant degree of friction. They have to meet new challenges with enthusiasm and have enough confidence to deal with chaos. They must acquire international experience fast (if they succeed, they become company stars).

A high-performance team generally consists of a small group of people with complementary skills who are committed to a common goal and working approach. When successfully integrated, its members also care for one another’s personal growth and success. They must know more than head office and be willing to take a stand if their recommendations are disregarded. They must familiarize themselves with local (marketing and ethical) conditions and adapt the company style accordingly. The team itself must be sufficiently diverse and its members must use their diversity to good effect, cultivating it and becoming its champions if challenged by a monocultural head office. In all of this they must be properly led and managed.

Managers of international teams should be key figures in the company as a whole. They should be experienced in cross-border business, adaptable, unbiased, flexible but fair, a motivator, an HR expert, and something of a psychologist. If they are linguists (with the multiple horizons that more than one language offers), all the better. They must be able to relate equally well to head office and to the different views and aspirations of team members; they must be chameleon-like in facing them (adapting to each personality); they need to be able to distinguish quickly between (internal) conflicts and pseudo-conflicts. Quite clearly, they have a difficult and sensitive task.

There is no simple way of training someone to manage an international team and leaders originate from many countries and cultures. Nevertheless, there are 11 basic items of knowledge that the leader of an international team must acquire and utilize. These are summarized below and are further elaborated in successive chapters of this book.

Categorizing cultures

The Lewis LMR model divides cultures into three categories:
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Linear-active people tend to be task-oriented, highly organized planners who complete action chains by doing one thing at a time, preferably in accordance with a linear agenda. Speech is for information and depends largely on facts and figures.

Multi-active people are loquacious, emotional, and impulsive and attach great importance to family, meetings, relationships, compassion, and human warmth. They like to do many things at the same time and are poor followers of agendas. Speech is for opinions.

Reactive people – good listeners – rarely initiate action or discussion, preferring first to hear and establish the other’s position, then react to it and formulate their own opinion. Reactives listen before they leap. Speech is for creating harmony.

Team managers need to distinguish early on which category each team member belongs to and adapt their own stance accordingly.

Depending on their nationality and upbringing, each team member is situated in a “cultural anchorage” in which they are comfortable. When the captain of a sailing vessel finds an anchorage that suits him, he is reluctant to leave it, irrespective of his plan. He is gratified if the anchorage is stable, safe, and unencumbered. One can say the same about people and cultures. Most people are satisfied with their cultural characteristics. Strangers may find Finnish culture dull, Italian too emotional, and Russian or Nigerian too volatile (possibly chaotic) – but that is the way these people like it. They live that way and have done for centuries. They don’t want to leave their cultural anchorage. This makes it difficult for the manager of an international team to convince a colleague to change anchorages, for instance to encourage an Italian to be as disciplined and systematic as a German, or a Japanese to speak out directly and make quick decisions like an American. Managers need to harness and synergize diversity rather than eliminate it.

Besides taking into account differences in cultural categories and national characteristics, managers would do well to recognize fault lines, which have considerable significance in some states. It is well known that northern and southern Italians are very different in character and behavior, for example. The cultural fault line is around the latitude of Rome. Some countries have several fault lines between regional behaviors, for instance Russia, China, Spain, and the USA, but it will suffice if the team manager can quickly identify the main “tectonic plates” between Parisians and les gens du Midi; Prussians and Bavarians; Castilians and Catalans; Flemings and Walloons; Finnish and Swedish Finns; New Yorkers and Southerners; and, particularly, the fault lines between the north and the south of England, as well as the Scots, Welsh, and Irish (north and south).

Sometimes fault-line preferences transcend national boundaries. For example, people in the north of England and Scotland empathize splendidly with Norwegians and Finns, those in the south of England with Danes, Dutch, and southern Swedes.

Organizing the team

Having identified its members’ cultural characteristics, the team must be organized from the outset to maximize the great potential that the cultural mix offers. National strengths, weaknesses, insights, and blind spots must be considered; taboos and cultural black holes must be taken into account. In addition, the raison d’être of the team must be clarified.

Speaking the language

Each team has a lingua franca – probably, but not necessarily, English. Whatever the choice, the team leader would do well to consider the possibilities offered by the medium of that language. These include clarity, politesse, humor, charisma, exactness, ambiguity, vagueness, expressiveness, exhortation, minimalism, understatement, hyperbole, euphemisms, and coded speech. Each language has its own strengths – English humor, French exactitude, Spanish vigor, German logic, Italian elegance, Japanese courtesy and face-saving mechanisms, Chinese ambiguity (leaving options open). Team leaders may legitimately exploit such traits. This book examines English as the most likely international medium, but Spanish, Chinese, French, Portuguese, Swedish, Russian, Arabic, and even Turkish may be convenient for some groupings. The team language, with native and nonnative speakers communicating in it and manipulating it, is one of the most interesting elements of international teamwork.

Leading the team

Having built an international team whose members have suitably complementary strengths, the question then arises: Who leads it? Do some nationals take up the mantle of leadership more easily than others? This is a difficult question to answer. Certainly, some cultures produce individuals who relish the prestige and power of leadership. French, Spanish, and South American managers are good examples. They manage autocratically and tend to make irreversible decisions. Others, like Canadians, British, and Swedes, feel that they are good at arbitration and tend to seek agreement among those present rather than impose personal decisions. Americans are essentially people of action and see their role as maintaining momentum. Finns use facts skillfully and seek sensible conclusions. In the end, good leadership depends more on individual personality than a particular passport.

Profiling team members

Team members are often characterized by a considerable degree of easy internationalism, tolerance, and cultural sensitivity. They will, however, bring with them their own national values, taboos, and perspectives. By familiarizing themselves with their colleagues’ differing profiles and worldviews, team leaders can promote synergy among the individuals they seek to integrate and control.

Recognizing speech styles

Among the tasks of managers are the necessities of instructing, motivating, and leading their subordinates. They may often lead by example, but as far as motivation and issuing directives are concerned, their success will be heavily dependent on language. Different languages are used in various ways and with a variety of effects. Hyperbolic American and understated British English clearly both inform and inspire staff with a distinctive allure and driving force. Managers of all nationalities know how to speak to their compatriots to best effect, since there are built-in characteristics in their language that make it easy to convey ideas to its native speakers. In fact, they are only vaguely aware of their dependence on the linguistic traits that make their job easier, so becoming aware of them can make a real difference.

Communicating in English

Whatever the team members’ national communication style may be – reticent or loquacious, open or closed, formal or informal – it is likely that they will have to project that style into the team language, which as we have seen is most likely to be English. Even though individuals may possess linguistic competence, another minefield lies ahead: which English? British and American English have their own nuances and their own brand of self-expression. For speakers of other languages, the British are the harder to follow. This is not because their pronunciation is less clear, but on account of the hidden agendas in British speech.

Using humor

A sense of humor is a powerful weapon in a manager’s arsenal. Whether leaders consider themselves humorous or not, it will be a factor in controlling the team. However, humor crosses national boundaries with difficulty, especially when heading east, while in Anglo-Saxon countries humor is used systematically. Most international teams develop their own special brand of humor, which may signify their “coming of age” as a team.

Making decisions

Decisions often have to be taken rather quickly, as time may be limited. A decision-making process is clearly required. Yet, even what at first seem to be the most straightforward of discussions can run into dispute or deadlock. When such situations occur between nationals of the same culture, the momentum can usually be regained through the use of a well-tried mechanism. Deadlocks can be broken, for instance, by a change of negotiators, a shift in venue, an adjournment of the session, or a repackaging of the deal. Arab teams will take a recess of prayer and come back with a more conciliatory stance; Japanese delegations will bring in senior executives “to see what the problem is”; Swedish opponents will go out drinking together; and Finns will retire to the sauna. Such options are not always available in international teams. Moreover, cultural difference can mean that the nature of the deadlock is misconstrued by all parties.

Behaving ethically

International teams of several types – those promoting trade in different countries, launching new products, entering new markets in connection with joint ventures, sales and purchasing teams in general, or those involved in license procurement, patents, and expatriate placement – are frequently confronted with dilemmas in trying to achieve their objectives. In a diverse and multicultural team, managers will on occasion be in dire need of guidelines as to how to proceed through a veritable labyrinth of traditional, established ways of contracting business. These vary in every culture and there are no internationally accepted definitions of either ethical behavior or corruption. There are many gray areas such as child labor, abortion, treatment of immigrants, or genetic engineering, and one issue that an international team will have to meet head-on and with some frequency is facilitation payments.

Building trust

Trust is arrived at in different ways, often based on different criteria. Some people instinctively trust their own nationals, at least in general. This applies to Danes, Finns, Swedes, and Norwegians and, to a somewhat lesser extent, to Germans, Canadians, and Japanese. These nationalities also show reasonable trust in others until it is shown that the trust is misplaced. Most Latins and other multi-actives, on the other hand, only accord trust when they see that it is merited. Within a multinational team it is essential that the manager create trust quickly. It may help to know that reactives respond well to consistent courtesy, multi-actives to ready compassion, and linear-actives to word–deed correlation.
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