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Developing Cross-Cultural Effectiveness

Cultural differences may be difficult to comprehend and measure, however, they are very important. It is thus important for individuals to appreciate and account for the differences in culture so as to avoid embarrassing blunders and lags in business performances. Culture distinguishes different groups of people. Recently, there has been an increased trend of globalization and internationalization. Companies have decided to start doing business in the global market. One challenge that such businesses face is managing their operations across international borders. Root (1994) as cited in Deari, Kimmel & Lopez (2008) states that the global economy has moulded a business environment where companies have to see beyond their inherent thinking in their home market, and start looking at business from a global perspective. It is thus important for individuals in business to first recognize their cultural characteristics, and then compare it with another so that they can try to be accommodative. As Ghemawat & Reiche (2011) remarks: “Culture is not obtained by birth but rather acquired through a process of socialization. 

Cross-cultural differences come from the different cultural backgrounds. The differences in cultures can be observed in the workplace, and factors such as meeting deadlines, attaining sales target, and working on tight budgets may cause conflicts (Kawar, 2012). It is thus important for individuals to be culturally effective. According to Walker, Brake, & Sullivan (1992) there are three steps individuals can follow to develop cross-cultural effectiveness. They include, “self-awareness, cross-cultural understanding, and adapting your professional skills.”
	Parameter 
	Value=1 
	Value=5
	Your score (from 1 to 5)

	Time focus 
	Monochromic 
	Polychromic 
	5

	Time orientation
	Past 
	Future 
	1

	Space 
	Private 
	Public 
	3

	Power 
	Equally 
	Hierarchy
	5

	Structure 
	Individualism
	Collectivism 
	5

	Competition 
	Co-operative
	Competitive 
	3

	Communication 
	Low-context
	High-context
	5

	Action 
	Being 
	Doing 
	3


Step 1: Self-awareness 

Table 1: Personal Culture Profile (Chinese Culture)

Monochromic/Polychromic

Our cultural orientation affects how we carry out tasks in our daily lives. Ghemawat & Reiche (2011) points out that it would be impossible to figure out the amount of millions lost as a result of failure of monochromic and polychromic individuals to understand one another. Monochromic individuals do one thing at a time while polychromic individuals multi-task. Communication is more important to polychromic individuals. The Chinese are polychromic. In my culture, we tend to lean more on nurturing relationships than working on a precise time frame. We are flexible according to the changing environment.

Past/Future orientation

Cultures are either past or future oriented. Past or future orientation implies that events happening now or that happened in the future are likely to influence the current events. The Chinese are past-oriented. Past oriented cultures are more concerned with their traditional values. As a result, they value their traditions highly and tend to be conservative and slow to change how they do their things. The past is a source of inspiration. They will probably prefer an old person to a youth, an old habit to a new one and ancient architecture to modern ones (Du & Lee, 2007).  In a working environment, the Chinese respect advice from the elderly in the organization, and decisions made have to correspond to their traditional heritage.

Private/Public

Space orientation also differs among different cultures. Space implies an individual territory, and the partition between private space and public space, personal distance, and body contact. In an organization, the space factor is relevant. It can distinguish between what information to share with the public and what is entitled as a heritage asset (Du & Lee, 2007). Depending on the kind of situation, the Chinese can either be private or public oriented.

Equally/ Hierarchy

In the workplace, the aspect of power distance is evident as some cultures tend to promote equality while others work on hierarchical systems. Inequality is acceptable in some culture while in others it is considered as an undesirable trait (Kawar, 2012). According to Hofstede cultural dimension of power distance, the Chinese score the highest in power distance. Since their childhood, the Chinese are taught how to consent to harsh authority without raising questions. The Chinese culture respect hierarchy, more so, in a business setting. For instance, during a business meeting, the subordinates should remain silent while their superior is talking. A subordinate from another country talking directly to the Chinese superior will be considered disrespectful

Individualism/ Collectivism

Individualism-collectivism describes the importance of individual goals as compared to collective goals. The Chinese people are collective. They are group-oriented. Assignments are assigned to a group, and recognition is awarded to the group rather than on an individual basis (Broda, n.d.).

Cooperative/ competitive

Some organizations encourage competition among employees so that they can be more creative and responsible. However, this is not the case in all cultures. In Other cultures, employees prefer to work in a conducive environment. In such an environment, competition is not highly valued; instead the employees prefer cooperation. Chen, Xie, & Chang (2011, p.375) states: “The current study challenges the Western view of cooperation and competition as opposing ends of a continuum and demonstrates that the Chinese people tend to reconcile the seemingly contradictory notion of cooperation and competition and develop both cooperation and competition orientation simultaneously.” The Chinese culture, therefore, encourages both competition and cooperation in their organizations. Due to their collective nature, cooperation can be encouraged as people working as a group will require this trait

High context/ low context

High context and low context denotes how much speakers rely on other things other than words to explain and interpret meanings (Jeffrey, 2010). In every culture, individuals have specific filters that enable them to process a dialogue. Low context cultures pay greater attention to the precise meaning of words. The Chinese are a high context culture where the vital part of the information is hidden or coded. Jeffrey (2010) suggests that when individuals from the two different cultures collaborate, difficulties occur as they exchange information.

Being/doing

In a “doing culture,” the focus is on attaining measurable and time-framed actions. While in a “being culture” the company tries to achieve the vision of the company. According to Brake, Walker & Sullivan, (1992) during a meeting, the decision of the boss is unquestionable in a “being culture” while in a “doing culture” every attendant has a role to play in the meeting. As a result, the Chinese are a “being culture” since, in such a situation, the bosses’ decision cannot be questioned.
Step 2:   Cross-Cultural Understanding 

Table 2.0 Comparison of China & Germany cultures 

Company Chosen: Huawei Germany Branch

	Parameter 
	Value=1 
	Value=5
	Your score 
	Other score

	Time focus 
	Monochromic 
	Polychromic 
	5
	1

	Time orientation
	Past 
	Future 
	1
	5

	Space 
	Private 
	Public 
	3
	3

	Power 
	Equally 
	Hierarchy
	5
	1

	Structure 
	Individualism
	Collectivism 
	5
	1

	Competition 
	Co-operative
	Competitive 
	2
	5

	Communication 
	Low-context
	High-context
	5
	1

	Action 
	Being 
	Doing 
	2
	4


Monochromic/Polychromic 

Unlike the Chinese who are polychromic, the Germans are monochromic. People from Germany fail to understand how an individual in a meeting would consider picking phone calls while the meeting is on-going. They find this behaviour insulting and disrespectful. A Chinese manager sees nothing wrong with picking a phone call. Moreover, the Chinese value nurturing their relationships with the people they are doing business with. The Germans might get impatient as they work on a precise time frame and have no business with nurturing relationships. Therefore, as a result, there would be difficulties and differences between the two countries due to different cultural practices in time (Kosiu, Troncy, & Gölzhäuser, 2003). 

Past/Future 

The Chinese are past oriented. They value their traditions and acquire inspiration from their heritage. On the other hand, according to the guardian, the future orientation index identified Germany to be “the most forward thinking nation” (Sedghi, 2013). People in Germany think about their future and normally orientate their ways of doing things in the future. Individuals in Germany begin to work at the age of 16 as this is the period when they start planning their future. The Chinese are slow in adapting new change while the Germans welcome the new change. Germans seek every opportunity that presents itself for change. They look at the long-term benefits rather than short-term (Kosiu, Troncy, & Golzhauser, 2005). In a situation where I would be involved in decision making in the organization about a new product, difficulties may arise as my culture is slow to adapt to new changes. 

Private/Public 

On the issue of space, there is a similarity between the Germans and Chinese. Just like the Chinese, the Germans view work as public space and family as private space. However, there are instances where a Chinese would invite an individual whom they are doing business with to their homes.  This would not be an odd situation to a German as they have similar characteristics when it comes to space (LeBaron, 2003).   

Equally/Hierarchy

In Hofstede model of cultural differences, china scored 80% in power distance while Germany scored 35% (The Hofstede centre, n.d). Unlike the Chinese, the Germans culture is based on equality. Leadership is challenged and the subordinates can participate and communicate directly to their superiors. In china, the subordinate-superior relationship is rather polarized and the superiors can abuse their power unquestionably. Huawei being a Chinese company, one may at one time have to answer to their superiors in china. If the Germany group sends a subordinate as their representative, who has to meet with the Chinese superiors, differences may occur as the Chinese may consider this act as disrespectful.  

Individualism/Collectivism 

The Chinese are collective. The assignments are assigned to a group and recognition is awarded to the group rather than on an individual basis. According to the hofspede model, the Chinese score is at 20% indicating a collective culture, while the Germans score 67% denoting an individualistic culture (The Hofstede centre, n.d). While the Chinese may expect group assignment of tasks to the employees, the Germans will give individual assignments. The differences in this two are that the group assignment may take longer to accomplish than individual assignments due to disagreements between the employees that may delay the entire project.  

Co-operative/Competitive 

As a result of collective and individual orientation, the Chinese people tend to be more co-operative as they normally work in groups. The Germans on the other hand are competitive as every individual works to be the best. However, a coalition between the two cultures will yield good results since as Chen, Xie, & Chang (2011) stated, the Chinese people encourage both competition and cooperation. 

Low-context/High-context

As earlier stated, the Chinese have a high context culture where the most important information in a conversation is hidden. The Germans are a low context culture and they mean exactly what they say. There are no hidden meanings behind their words. Employees from china would only share extensive and specific information with some chosen few while those in Germany limit their communication to a larger group. The Germans must therefore be keen not to misinterpret information from the Chinese. 

Being/Doing

The Chinese are a “being culture” while the Germans are a “doing culture”. In a business meeting, the two cultures can collide since the Germans expect every member present to contribute to the discussion. This may not go well with the Chinese as they do not expect some of the subordinates to air out their views. The Chinese may consider this as disrespectful. 

Step 3: Adapt Your Professional Skills

Planning

The Germans concentrate more on accomplishing the task at hand and making a time-frame to guide them in accomplishing the task. In the instance where the management is devising a plan the focus is more on the long-term benefits that will be derived from the implemented plan. Every employee is expected to participate in the decision making process as their ideas on how to achieve the desired organizational goals are welcome. The management encourages the employees to be innovative and give participate in accomplishing the plan implementation within the desired time frame. The objectives of the organization should be measurable and be realized within the set time frame.    

Management strategies

The Chinese culture does not encourage employees to participate in decision making and also it focuses more on building relationships than working towards a specified time frame. To adapt to these new culture, one should accommodate the German culture and allow the employees to give their ideas so as to avoid making conservative goals that may take longer than the desired time frame. As a Chinese manager, one should be ensure that the employees are involved and get to give their opinions. 

Organizing

The Germans use a flexible structure where tasks and responsibilities for every employee are detailed. Every employee is designated a particular task and time frame are set. The goals to be achieved are long-term whatsoever, the employees should constantly report to the manager and report on their achievement. The managers support the employees by motivating them to accomplish their goals.

Management strategies

The Chinese rely more on assigning tasks to a group rather than to individuals. It is thus important to adapt to the Germans individualistic nature and concentrate on individual performance rather than group performance for specific tasks. Assigning different tasks to different individuals ensures that employees endeavour to give their best for the sake of recognition.   

Staffing

In Germany employment criteria focuses on the ability to accomplish tasks independently whilst at the same time being a team player. The employees selected are trained on how to accomplish the goals of the organization. For instance, an accountant is trained on how to ensure that proper books of accounts are kept as they will help the company determine how to increase sales in the future. Employees that meet the requirements of the task are hired. 

Management strategies

Individuals to be hired should not only meet the current qualifications but should also possess social characteristics so that they can remain in the organization for longer periods. This will ensure eventual long-term organizational goals are met since the employee will have stuck in the organization long enough to learn every aspect of the organization.

Directing

The Germans are not flexible. They follow the directives given to the core, however, employees have a right to disagree and question some directives given by their superiors. The managers motivate the employees by rewarding performance.

Management strategies

The Chinese people strictly follow the directives of their managers without raising any questions. One would therefore have to adapt to responding to the employees when they feel the directives given are questionable. As a manger from china, one will have to get involved with the employees and ensure that they are fully involved in the decision making process. Moreover, a Chinese manager should also show gratitude to the employees by initiating a reward strategy.      

Controlling

The employees in Germany have a close working relationship with their managers as they prefer to be guided along the way just in case mistakes occur. 

Management strategies

The Chinese are more concerned with directing how tasks are to be accomplished rather than taking the role of assisting employees in ensuring that they do accomplish the roles. A Chinese manager would thus have to adapt to the Germans kind of way and work together with the employees ensuring that problems are tackled along the way as they appear.
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