Lectures

Hofstede’s Tour of Management around the world

· Hofstede wrote in the 70’s asking “do management theories apply globally?”

· created controversy
Germany

· Origins of business systems are the elements of the mediaeval guild system – very effective apprenticeship

· Managers are expected to assign tasks and be experts in resolving technical problems (not focus on motivation)

· Native German management theories focus on formal systems

· Up to very recently did not have MBA programs in Germany, students would go abroad to study in the US or elsewhere in Europe.

· Joint engineering and management training programs in Germany that are very innovative, hybrid programs
Japan

· Core of the Japanese enterprise is the permanent worker group

· Hierarchy of seniority

· Group consultation

· Japanese are to a large extent controlled by their peer group rather than by their managers

· Japanese PM theory of leadership (performance and maintenance)

France

· Management/labor class distinctions

· Managers are “cadres”

· Cadres become cadres by attending certain schools (le grande ecoles)

· Management theories: clarity of authority and the chain of command

· INSEAD is American management style based MBA program located in France
Overseas Chinese

· Family based enterprises largely small

· Networks and personal relationships

· Confucian virtues (thrift and persistence)

· Lee Kah Shing’s success was largely in cultivating good contacts with the mainland.  Buy it for cheap and sell for more.  Need to be able to move fast.
Globalization

· Importance of trade to culture

· Culture embodied in consumption: at least the superficial part

· Trade in cultural products (Movies, Television shows, information)

· Lower costs of communication/transportation

· How Globalization is reflected in Canada:

· Multiethnic

· Openness to Immigration

· Melting Pot (US) VS Mosaic (Canada)

Culture

· Definition: the way people understand their world and make sense of it, a shared system of meanings.

· Culture is learned it is not imprinted at birth.

· Values: principals or ideas that guide your actions and decisions according to Matt, Ilan says not necessarily.

· Values are about right and wrong.  You either justify your actions by your values or avoid doing it.  We tend to do the right thing.  If we don’t society punishes us.

· Associating pain with bad behavior is part of socialization.

· Beliefs: how you believe the world is, how the world is operating.
· And example of belief in a higher authority such as God.

· In religion if you behave badly in this world you will be punished in the next, maybe even in this world.  This is an example of a belief.

· Fatalism a belief that you can’t do anything.

· Some beliefs based on science, some on myth, some on stories on how things work.

Cultural Classifications

Hofstede

· Hofstede did pioneering work in this area
· Four Power Dimensions

1. power distance

2. uncertainty avoidance

3. individualism/collectivism

4. femininity/masculinity

· Studied 100,000 IBM’ers from 50 countries yet people had the opinion they were all the same because of IBM training and policy.  Same corporate culture so finding differences in them then they are really solid differences.  The study was done in 1981.

· Acceptance of distances (power distances) is what matters not the actual distance

· Ilan doesn’t like the terminology of femininity/masculinity.  Femininity is based on life style and nurturing ie Scandinavian countries.  Canada is more nurturing than the US.  Masculinity has to do with achievement.

· Masculinity/Femininity: Values concerning work goals and assertiveness (masculinity) as opposed to personal goals (getting along, having friendly atmosphere) and nurturance (femininity)
· Criticism of Hofstede is he imbedded Western culture into his questionnaire that he then distributed to various cultures that made up IBM employees.
· Bond did not find Uncertainty Avoidance when he did his study, but instead got a new dimension, which he called Confucian Dynamism it had elements of Confucian values.
Bond

· He conducted this study because Hofstede had put the dimensions he was looking to find into his survey, so Bond sought to remove that bias in his study.

· What you ask in the questionnaire makes a difference as it is culturally bound.

· The dimension Bond identified were: Power Distance, Assertiveness (Masculinity/Femininity), Individualness/Collectiveness were all there, but didn’t find Uncertainty Avoidance, but found a new dimension based on persistence, ordering relationships by status and observing the order, thrift, and having a sense of shame.

· High in Bond’s fourth criteria

· Persistence

· ordering relationships

· thrift

· having a sense of shame

· Low in Bond’s fourth criteria

· Protecting one’s face

· respect for tradition

· reciprocation of gifts and favours

· Bond called this Confucian Dynamism this was due to whether the future and taking action was more important than the tendency towards inactivity and stability or the status quo

· His results were based on factor analysis and were consistent with Hofstede’s studies.  Economic growth was correlated with high Confucian Dynamism.

Trompenaars
· Universalism/Particularism
· Universalism is the belief that ideas and practices can be applied everywhere without modification.

· Particularism is the belief that circumstances dictate how ideas and practices should be applied.
· Neutral Vs. Affective

· A neutral culture is own where emotions are held in check (repressed).

· An affective country is one in which emotions are openly and naturally expressed.

· Don’t be diverted by crisis when you negotiate with affective people.

· Specific Vs. Diffuse

· In specific cultures people tend to have a larger public area and small private area.  They prefer to keep private life separate.

· In diffused cultures the private space is usually larger while the public area is smaller and more guarded.  People come across as cool initially the private space is more accessible.

· Achievement vs. Ascription

· Achievement: people are accorded status based on how well they perform their functions.

· An ascription culture in on in which status is attributed based on who or what a person is.

Cross Border Negotiations and Communication

· Biases can arrive in the interpretation, or bias in the channel.  Electronic channel affects things, lack of expressions, pauses, gestures etc.

· Translations can affect communication

· Language provides you a framework for thinking, different ideas are harder to express in different languages.

· High-context VS Low-context 

· Different uses of silence in say Finland and North America

· Silence = Wisdom in China

· Silence in bargaining can often result in lowering price downward

· Collectivistic culture there is always a preference to go outside and find a third party, an arbitrator to solve the problem.
· In making a concession, can be interpreted as showing weakness.  An example is compromising in Arab cultures in the Middle East, concessions by Israeli president viewed as showing weakness and Infadah started.

· Four stages in Negotiation Process:

1. Non-task sounding and relationship building

2. Task related exchange of information

3. Persuasion

4. Making concessions and reaching agreements
Leadership

· Bring out the best in others – motivate, want followers to grow and realize potential

· Building the group, group maintenance

· Strong sense of values and adherence to those values.

· Charismatic, who can co-ordinate groups and delegate tasks – structure activities

· Set a positive example – role model

· A person who is likable but also has credentials that people respect

· Accepts responsibility
· Empowering the people you are going to be leading – servant leadership

· Charisma is the ability to get people to follow you, do things they would not do beyond their own benefits.  Magnetize.  

· Is Charisma universal?  Not necessarily.  

· Power comes from the barrel of a gun.  – Mao Tse Tung

· Leadership is the process of being perceived as a leader.
Ethics

· Western point of view vs. Japanese point of view.
· Utilitarian view of ethics, as exposed by Jeremy Bentham versus Voltaire’s mockery of rationalism
· Utilitarianism gives rise to Consequentialism gives rise to Eugenics and what would you do with Stephan Hawkins?

· Pain can not be compared.

· Existentialism – Jean Paul Sartre: every person is unique and ethics is a completely individual matter.

· Kant: A critique of pure reason.

Japan

· relationship is very important: inside (うち：裡 )/outside (そと：外) I’m not so sure about the Kanji 
· gift giving versus bribes is a grey area

· Loyalty may be sometimes more important than the law.
Cases

Ilan’s summary of Alpha Gearing case

· Sometimes you accept the local culture if it is the most efficient, but sometimes you want to adjust the local culture for instance if they are lazy or do not work as hard as expected

· JV don’t always work out, most end up in ‘divorce’, sometimes they are more amicable sometimes they less.  A big reason is someone wants more in a negotiation and it breaks the JV

· Julie ignored the fact Excel was only 20% of the negotiation, she did not show enough respect to San Yu by treating Excel better.

· Importance of entertaining and the opulence of the entertainment is a big factor in negotiations in China

· Focus on the client needs, what does San Yu want?

· San Yu wants Cheap Mopeds, not quality focused

Ilan’s summary of Nora Sakari

· Why have negotiations failed?

1. Different objectives, Nora wants to possess the technology.  Nora wants to improve their homeland by providing citizens with a better communication network.  Nora wants to become player in South East Asian market.  Sakari wants to move into Asian region, due to huge population, growth opportunities.  Going to UK is closer (culturally and physically) and doesn’t require a Joint Venture.

2. Technology has attractive technology, which is modular and based on open standards.

3. Lack of preparation

4. Lack of understanding on the differences due to national culture, Sakari sent a Muslim engineer to do the negotiation, but had to send home their chief accountant.

5. Lack of Full Support at Sakari headquarters in Finland.

· Why JV?
1. Acquire Sakari’s switching technology, Why not license?  Nora wants to learn how to develop technologies in the future, they hope to learn from the Finns.

2. Entry into Malaysian market is restricted to foreigners thus the need to form a JV.

· As Zainal, what would you do to ensure Nora fulfills the TMB contracts?

1. Accept Sakari’s terms (which are unsustainable)

2. Forget JV with Sakari and consider other partners

3. Re-negotiate – look for a win-win solution
Readings

Economics, Demography and Cultural Implications of Globalization: The Canadian Paradox

· We show that Canada’s dependence on international trade has increased significantly in the past two decades more than other countries.

· It is now a society that encourages diversity and resists “American melting-pot policies,”

· Only 53.8% of Toronto’s population claim English as their mother tongue.

· When asked in 1999 what makes them different from Americans, multiculturalism came in second after the health care system.
Culture is Destiny

· What happened in the West over 200 years or more is happening here (East Asia) in about 50 years or less.

· I’m not intellectually convinced that one-man, one-vote is the best (democratic/governing system).

· When Japan becomes a separate player (no longer dependant on the US for national defense) it is an extra joker in the pack of cards.

· “Allowing Japan to send its force abroad is like giving liquor to an alcoholic.”

The Myth of Asia’s Miracle

· If there is a secret to Asian growth, it is simply deferred gratification, the willingness to sacrifice current satisfaction for future gain.

The Meanings and Dimensions of Culture

· Nature of Culture:

1. Learned

2. Shared

3. Transgenerational

4. Symbolic

5. Patterned

6. Adaptive

· Summary of Key Points:

1. Culture is acquired knowledge that people use to interpret experience and generate social behavior.  Culture also has the characteristics of being learned, shared, transgenerational, symbolic, patterned, and adaptive.  There are many dimensions of cultural diversity, including centralized vs. decentralized decision making, safety vs. risk, individual vs. group rewards, informal vs. formal procedures, high vs. low organizational loyalty, co-operation vs. competition, short-term vs. long-term horizons, and stability vs. innovation.
2. Values are basic convictions that people have regarding what is right and wrong, good and bad, important and unimportant.  Research shows that there are both differences and similarities between the work values and managerial values of different cultural groups.  Work values often reflect culture and industrialization, and managerial values are highly related to success.  Research shows that values tend to change over time and often reflect age and experience.
Beyond sophisticated stereotyping: Cultural sense making in context

· While this sophisticated stereotyping is helpful to a certain degree, in does not convey the complexity found within cultures.

· Expatriates may also form microcultures with specific members of the host culture.

· Avoid black-and-white thinkers in favor of people who exhibit cognitive complexity when selecting employees for overseas assignments

· The accuracy and depth of one’s cultural understanding is not always linked to the time one has spent in another country;

· Remember that some people are free spirits and this can override cultural group norms.

· Paradox is a central tenet of working in a cross-cultural environment.

· Words are imprecise.
Culture and Business in Asia Pacific

· He (Confucius) concluded that stability was the most important goal for society and taught that it could be achieved through the correct management of interpersonal relationships and the relationship between individual and society.

· Five Cardinal relationships identified by Confucius
1. Ruler to people

2. Husband to wife

3. Parent to child

4. Older to younger

5. Friend to friend

· Friends have a duty to be loyal, trustworthy, and willing to work to each other’s benefit.  Dishonesty between friends is a social crime and demands punishment.
· Korea is more deeply imbued with Confucian elements than any other country, including China.

· In Japan the highest premium is on maintaining harmony at all costs.
· Five major commandments of Buddhism:

1. Do not take life (this includes things like bugs)
2. Do not steal
3. Do not commit adultery
4. Do not tell untruths
5. Refrain from intoxicants
· Thailand is also overwhelmingly Buddhist, they sum up their beliefs with one phrase: “All life is suffering.”
· The term jinmyaku means a web of human beings, and this network is relied upon in almost all management actions.
· Personal connections are also a key element of doing business in Hong Kong.  However, this might be a difficult process foreigners because the Chinese possess a clan mentality under which those inside the clan work cooperatively and those outside the clan are seen either as inconsequential or as potential threats.
· The application of pao signifies a sort of special investment for which the donor expects repayment.  In the business context pao is used to foster guanxi (connections) in order to build one’s network of business relationships that are imperative for success in China.
· To cause a person to lose face is regarded as an act of aggression, while to protect another person’s face is seen as an act of consideration.

· Indonesians generally, and the Javanese in particular, cannot say ‘no’.
Understanding the bear: a portrait of Russian business leaders

· Traits of effective leaders in the US: 

1. leadership motivation

2. drive

3. honesty and integrity

4. self-confidence

· Leadership motivation includes:

1. The desire to exercise power and be recognized as influential and occupying a position superior to others

2. The willingness to assume responsibility

· Ambitious people have a strong desire to advance their careers and to demonstrate their abilities.

· Two often hear Russian refrains are life is a struggle and that one must be patient.

· As in any interpersonal interaction, integrity and honesty are crucial for developing a lasting and rewarding relationship with Russian business colleagues.

