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l. INTRODUCTION

The latest book written by Maznevski (2004) is entitled "A Guide to Managing Complexity" which contains a
"guide" to understand the management of complex international organizations. Actually, this book is the result
of research that focuses on the dynamics of teamwork - "high team" - or in the context of global complexity.
Martha Maznevski also helped develop the Cultural Perspectives Questionnaire (CPQ) as an instrument to
measure individual cultural orientation, this instrument has been tested and then widely used as a diagnostic tool
in global organizational teams. Before joining IMD, Professor Maznevski taught at the University of Virginia
(USA) and the University of Western Ontario (Canada), also as a visiting researcher at the Stockholm School of
Economics (Sweden). She earned a bachelor's degree in education from the University of Toronto (Canada),
earned a doctorate in anthropology and business administration at the University of Western Ontario.

Theoretical Basis of Cultural Dimensions

Culture and Individuals : In essence, the concept of cultural orientation dimensions built by Maznevski is
based on the theoretical framework of Kluckhon and Strodtbeck but is conceptualized and operationalized for
analysis at the individual level. For the purposes of the research, Maznevski took several countries, namely;
Canada, Mexico, the Netherlands, Taiwan, and the United States. Maznevski emphasized that “the basis of our
research still uses the results of Kluckhohn and Strodtbeck’s research but we add some new perspectives that are
expressed in critical questions so that we get information about cross-cultural management.

*) Most of this manuscript is adapted from sources: Maznevski, Martha L.; DiStefano; Gomez, Carolina B.
Joseph J.; Noorderhaven, Niels G. and Pei-Chuan Wu, (2002). Cultural Dimensions at the Individual Level of
Analysis - The Cultural Orientations Framework, SAGE Publications, (London, Thousand Oaks, CA and New
Delhi). The results of discussions between the authors are sourced from the book by Alo Liliweri, Basic
Configuration of Intercultural Communication Theories, 2016, Nusa Media Publisher, Jakarta.

We also build theoretical assumptions by including cultural perspectives because we consider culture to be
defined as a phenomenon at the group level that greatly influences individual perceptions, values and behavior,
especially regarding social interactions carried out by individuals. Now there are many cross-cultural
management studies that start with this last basic premise, 'culture affects everything related to the individual”.

Limitations and Recommendations for Future Research : Martha Maznevski begins her theoretical
framework by analyzing various previous studies, including studies by Triandis (1988), Schwartz and Bilsky
(1990), Triandis and Schwartz (Schwartz, 1992, 1994), Kim et al. (1994) and Triandis et al., (1995). These
studies have shown several main elements of the cultural approach at the individual level, for example the issue
of the dimensions of individualism vs. collectivism. According to her, culture includes many other dimensions
beyond individualism and collectivism, meaning that there are still many aspects and characteristics of
individuals that are outside of their personal values, these elements may be related to psychological and social
phenomena even though these connections cannot be captured by the approaches recommended by experts when
they conduct research. Maznevski's argument that the cultural orientation framework of Kluckhohn and
Strodtbeck has continued to experience criticism and development as stated by Parsons and Shils when
discussing general system theory and social action theory (Parsons and Shils, 1951), a time span of 10 years
from Kluckhohn's cultural orientation theory.
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Whatever the argument, according to Maznevski, the cultural orientation framework of Kluckhohn and
Strodtbeck is very valuable because it has contributed to the study of cultural orientation for the younger
generation studying anthropology and society in the future. This is because Kluchohn and Strodtbeck believe
that the "traditional” emphasis of anthropological studies on culture is actually like a rather static painting.
Therefore, according to Maznevski, only by studying various cultures can researchers understand the very
complex cultural changes that of course automatically expand the scope of anthropology.

Maznevski also found that previous researchers had also proposed a set of specific questions to explore
information about ‘cultural orientation’, where each society is expected to answer these questions operationally,
effectively and cooperatively, while also answering other questions that are not included in the main question
list. This also means that researchers are given the opportunity to add variations to the various questions that
have been compiled. One of the important and basic questions asked to all samples from all cultures studied is:

How do | think about humans?

How do | see the world?

How do | relate to others?

How do | use my time? (Adler, 1997).

NS

What was put forward by Andrel (1997) is similar to what has been put forward by Kluckhohn and Strodtbeck
who have identified a set of cultural orientations consisting of six types of value orientations that can be
identified after respondents answer the following questions:

1. What are the main human traits: are they good, bad or "gray"” (a mixture of good and bad)?

2. How is the relationship between humans and nature: do humans surrender themselves completely to nature,
humans are in harmony with nature, or do humans manage nature?

3. How are the relationships between humans? Is it lineal (a position of commanding others in a group), is it a
collegial/collateral relationship (a relationship based on the principle of prioritizing common goals - the
welfare of the group), or individualistic (prioritizing the individual)?

4. What is the main mode of human activity; orientation being-becoming, doing/reflecting?

How do humans view time: do humans direct their focus on the past, present, or future?

6. How do humans think about space: do they prioritize public space, private space, or a mixture of private and
public space? This framework is shown in the following table (Adler, 1997; Stefano and Maznevski, 2000;
Lane et al, 2000).

o

1. DIMENSIONS AND CULTURAL ORIENTATIONS ACCORDING TO
KLUCKHOHN AND STRODTBECK
Human nature
1. Good/Evil: the basic nature of humans is good (high score) or evil (low score).
2. Changeable/unchangeable: the basic nature of humans changes (higher score) or does not change (lower
score).

Relationships between humans

1. Individual: responsible for themselves and their families.

2. Collective: responsible for groups that can be expanded to include society.

3. Hierarchical: power and responsibility are naturally uneven in society; those in higher positions in the
hierarchy have greater power and responsibility than those with lower status

Relationships with the environment

1. Humans “master” or “manage” nature: control, manage, and change nature/the environment directly.

2. Humans surrender or submit to nature: humans do not have to change the basic direction of the environment,
humans must allow themselves to be influenced by natural or supernatural elements.

3. Harmony with nature: humans try to maintain balance between environmental elements, including
maintaining the balance of nature with themselves.

Activity

1. Doing: humans are involved in activities to complete real tasks.

2. Thinking: humans think rationally before taking certain actions.

3. Being: humans carry out activities spontaneously, also carry out all activities according to time.
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Time

1. Past: humans make decisions based on tradition or those guided by the experiences of others in the past.

2. Present: decision criteria are guided by urgent needs that are in accordance with the situation and short-
term needs.

3. Future: decision criteria are guided by predictions of future, long-term needs.

Space

1. Public: the space around the individual belongs to everyone so that everyone can use the space.

2. Private: the space around the individual belongs to that person so that it cannot be used by others without
permission. (Lane et.al.2000) (See the full text of Kluckhohn and Strodtbeck in this book).

Maznevski provides some notes on the dimensions of cultural orientation that are sourced from various previous
research; First, although the Kluckhohn and Strodtbeck framework displays six types of cultural orientation
with 16 variations, our team only took four dimensions as indicators for our research, namely: the dimensions of
human nature orientation, relations between humans, relations between humans and the environment, and the
dimensions of activity orientation; while the other two dimensions, namely the dimensions of time and space
orientation, were not taken as indicators because they had been measured by Edward T. Hall (Hall, 1966, 1973).
This classification also shows that if we want to get more variations in the dimensions of cultural orientation, we
should create more varied questions, including choosing more cultures to compare with each other.

Second, previous researchers obtained their data with a psychometric model, this model is only adequate for
initial research but not for further research. Maznevski's team found various statistical measurement errors that
resulted in a decrease in the validity of the orientation dimension measurement tool. How to overcome this can
be done by updating the measuring instrument such as updating the construct validity or content validity (all
indicators should contain the structure & elements of the theory to be tested), for example including indicators
on cross-cultural equality issues can only be obtained from international management concepts. As Mullen
(1995) and Singh (1995) said, the updated construct validity can be said to be equivalent if all questionnaire
items submitted to two (or more) cultural samples must "carry" the burden of the same significant factors. Or
according to Cheung and Rensvold (1997), although the questionnaire items are different, they must contain the
same factors in two (or more) different cultures. This change in validity is easy to do in connection with the
development of technology that supports research methodology so that researchers can change better steps when
measuring cultural dimensions from more diverse cultures.

Third, to obtain more valid measures, all questionnaire items should be contextualized as much as possible into
business situations, meaning that respondents should come from samples that are truly actors or involved in
business. Because researchers must connect theoretical dimensions that apply to the wider population with the
cultural context in which businesses operate. This sample selection error must be prevented because researchers
found "oddities" in the research results on the dimensions of cultural orientation of Dutch people where the
samples taken were students who were involved part-time in business so that they had less understanding of the
real Dutch business culture context. As a result, the research results on the dimensions of Dutch cultural
orientation describe the validity of the construct or content that contains confusion because what was asked to
the sample of part-time business students did not understand the orientation of business culture in the context of
Dutch culture. Fourth, further research should include or "pull" several other variables such as cultural
perceptions, beliefs, values, and cultural behaviors to enrich the construct and content of the dimensions of
cultural orientation, thus enriching the validity of the measurement tool of the dimensions themselves. This
means that all questionnaires in subsequent research must be more comprehensive, for example, paying
attention to the content variations of cultural dimensions that contain all concepts so that they can measure
individual responses from all samples from different cultures.

Assumptions for Compiling Cultural Orientation Patterns : Based on the analysis of all procedures and
methodological steps from previous research, the Maznevski team proposed several concepts of cultural
orientation patterns as follows. First, the target of future research must focus on "individuals" because
individuals determine "preferences” for all variations or dimensions of defined cultural patterns. This is
important because the concept of "individual" can be confused in the analysis of research results considering the
range of cross-cultural differences in the concept of individuals between cultures that emphasize individualism
and collectivism.
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Second, all dimensions of cultural orientation that may be found in all societies must be able to be reorganized
so that researchers can use them as conceptual and scientific reasons when analyzing the dynamics of each
culture. This is because researchers do not have the "power" to hold back the rate of socio-cultural change
because they have to adapt from time to time.

Third, the dimensions of cultural orientation proposed for research must truly be independent concepts. For
example, the dimension of relationships-individual orientation must be free from the dimension of activity-
being, or relationships-individual must be free from the concept of individual - collective, also activity-doing
must be free from activity being. Researchers are advised to explore this independence seriously for the depth of
cultural analysis that is so complex that it is almost impossible to analyze by looking at respondents' answers
when choosing the framework of orientation dimensions displayed bipolarly in the questionnaire.

This proposed framework is to complement the research framework of Triandis et al. in the conceptualization of
individualism vs. collectivism and allocentrism - ideocentrism (Kim et al., 1994; Triandis, 1972, 1988; Triandis
et al., 1995), also about values (Schwartz, 1992, 1994).

1. DISCUSSION ON SOME FINDINGS

Based on several new assumptions that were then incorporated into the questionnaire items, Maznevski's team
found two main conclusions. First, it appears that the items developed to represent the cultural orientation
framework still show reasonable, although not ideal, preferences in following internal consistency steps.
Second, when we compare findings between one country and another, several new aspects always emerge that
must be explained, for example three important aspects emerge: (1) a comparison of the findings of the cultural
orientation dimensions of Maznevski's team with previous research; (2) an examination of the observed cultural
patterns in the light of the convergence or divergence debate; and (3) an exploration of the cultural transitions
obtained from the variation of the research area as reflected in the data. Various findings from Martha
Maznevski's team have been published, one of which | (always) quote is the discussion based on country
clusters, individualism-collectivism, hierarchy (power distance), and Chinese cultural characteristics.

Clusters by Country. Ronen and Shenkar (1985) identified eight clusters of “country cultures” (nations), based
on a meta-analysis of previous attitude and perception studies. Although the Netherlands was not included in the
analysis, four other countries were analyzed, namely Canada, the United States, Mexico and Taiwan, with
Canada and the United States in the Anglo cluster, Mexico in a cluster with Latin America, and Taiwan
representing the Far Eastern cluster. For example, in the spatial analysis it was found that there was a relative
similarity in the orientation of “physical proximity” when communicating culture” between Latin American and
Eastern Taiwanese cultures even though in terms of geographical location these two cultures are far apart by
continents and oceans, this is similar to the cultural similarity in terms of “physical proximity” between Anglo
(the United States) and Germany. Meanwhile, the Canadian and American samples showed differences in only
one of the 11 dimensions, suggesting that the two countries have “very” similar cultural patterns. The Mexican
and Taiwanese samples only differed in three of the 11 variations with relative preferences between them in the
orientation of relationships and activity but not the same in the orientation for human relations with the
environment. On the other hand, two countries such as Anglo have one difference with Mexico, or differ from
Taiwan on nine variations. Correspondence research from Ronen and Shenkar (1985) through the meta-analysis
provides some initial support for establishing other validity in the cultural orientation framework.

Patterns of Individualism - Collectivism. On the issue of individualism — collectivism it seems consistent with
previous research from Hofstede (1980) and O'Grady and Lane ((1996), where the data showed that on average
respondents from the United States and Canada were in the most individualistic position while respondents from
Mexico and Taiwan were in the least individualistic position. Here we can get more information when we
separate individualism from collectivism rather than expecting an explanation derived from the
conceptualization seen in bipolar choices (cf. Triandis et al., 1995). For example, respondents from Mexico and
Taiwan preferred collectivism to individualism, while in other countries both variations were equally preferred
by respondents.

In general, the research results show that there is no statistical difference in collectivism orientation across the
five countries, this may be due to measurement error or very high variance between individuals. On the other
hand, this finding reminds us to be careful when analyzing the answers of respondents from Canada, the
Netherlands, and the United States who are pro-individualism as if they have to be anti-collectivism towards
respondents from Mexico and Taiwan.
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This discrepancy is similar to most domestic management practices where most studies on the United States
show their involvement in teams (Cohen and Bailey, 1997), let alone at the international level, all teams studied
have performed at world level.

Hierarchy. This dimension is similar to the concept of the power distance (PD) dimension from Hofstede. The
results of the study (1980) showed consistency where Canadian and American respondents admitted their power
distance at a "low" level when compared to Mexico and Taiwan which had high PD levels. What about the
Netherlands? Hofstede's research showed that the Dutch PD score was "very low" when compared to our sample
(Maznevski's team) which showed the Dutch score was "very high", this difference in score was apparently
caused by our respondents coming from a group of students who were a subculture of new business people in
the Netherlands.

East Asian Culture. Most ethnic groups originating from East Asia are often characterized as very different
from people in the West (read: “Chinese Culture Connection, 1987) where Eastern culture is certainly strongly
influenced by religious and philosophical thoughts of Confucianism, Taocism and Buddhism (Chew and Putti,
1995; Redding, 1993). This influence can be seen in the relationship between hierarchy - collectivism, harmony
- managing the environment, and the relationship between the model of “thinking” - activity. (Bond and Hwang,
1986; Hwang, 1985; Oh, 1991; Yau, 1988).

So if we observe carefully, it appears that the Taiwanese response is not entirely as expected where Taiwanese
respondents interpret collectivism as relationships so that they have the lowest score for hierarchy, but
Taiwanese preferences for hierarchy are relatively higher than respondents from Canada and the United States.
Meanwhile, Taiwanese respondents also showed a definite and strong preference for harmony rather than
mastery of nature, also relying on "thinking" higher than the "activity” mode. Some of the facts explained above
are consistent with previous research findings, therefore changes are needed to expand the variety of content
from each dimension of cultural orientation so that we can produce findings to improve understanding of the
cultural behavior of various nations in the world.

Collaboration and Cultural Intelligence : In the global economy, the principle of "collaboration™ is like a
high-flying airplane that is highly dependent on the cultural intelligence of the pilot (alw's metaphor). In recent
decades, there have been many types of intelligence added to the review of intelligence itself, Maznevski said
the "intelligence family" is growing like emotional intelligence (EQ), and cultural intelligence (CQ). Cultural
intelligence (CQ) is a development of the previous approach, namely cultural competence, for example, the
school of Do's and Taboo's which makes value orientation the basis of national cultural schools. The CQ
approach really allows people to understand how culture works or how culture adapts in different cultural
contexts. (1)

Professor Martha Maznevski describes CQ as “emotional intelligence that crosses all contexts". Unlike
emotional intelligence which is concerned with forming and maintaining positive relationships with different
individuals, CQ is concerned with forming and maintaining positive relationships with different social and
cultural groups. EQ can be said to be an important prerequisite for CQ.

According to Maznevski, a simple working definition of CQ can be followed through the following story; "CQ
is the ability to form and maintain productive intercultural relationships by making adaptations according to
differences between cultures. CQ is not only useful for travelers, but also useful for employees in today's
workplace because most people work and collaborate across cultures without traveling even across geographical
space. New communication technologies allow us to interact with colleagues around the world, and even those
who work only domestically need to form productive relationships across cultures.

What are the key elements of CQ?

1. Mindset, is a person's way of looking at things, which; (1) respects different values, beliefs and behaviors,
and (2) is open to seeing, thinking and doing different things.

2. Knowledge, the contents of the "head" that begins to understand different perspectives on task-relationship
focus or individual-group orientation; how different views affect assumptions, interpretations and
behavior.

3. Adaptive skills, the ability to analyze cross-cultural interactions, decide how to adapt, implement the
chosen adaptation, what processes occur, and what kinds of adaptations are needed (Maznevski &
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Nicholas, and Zander, 2000).
1IV. CULTURAL MAPPING IN INTERNATIONAL MANAGEMENT

Culture and Management : Maznevski emphasized that it is very important for us to understand culture
because many concepts and aspects of management are in culture, both for the sake of understanding the culture
of our own country/nation and other countries in multinational positions and cooperation. The cultural
background of society turns out to influence their assumptions about how the organization works and how to
interact with others in order to perpetuate the cooperation. The influence of culture is indeed felt so deeply,
although most are not visible so that we are involved in a scale of conflict that is difficult to understand. On the
other hand, there is so much potential for differences in understanding how to communicate between
management from different cultures where people do not utilize all of them optimally. (2)

Our research team was quite successful in presenting a lot of information about;

1. Profile of corporate culture operating around the world

2. How cultural similarities and differences have influenced work in organizations, which has an impact on
creating higher work effectiveness in multinational teams and global companies

3. How can everyone communicate so that they can better understand others in other cultures

We at IMD have provided a questionnaire to measure cultural orientation, this CPQ has provided a well-tested
tool for understanding management behavior and characteristics related to culture. This can be used to diagnose
and solve problems, or to identify ways to improve performance. We collected data on collaborations with
universities and large global companies, and we also conducted surveys in more than 50 countries in 20
different languages. The results of this data analysis combined with previous research and experience, have
enabled us to write a large and important book that can be used as teaching material or that can be used by
practitioners. (3)

Issues in Cultural Mapping : The issues discussed here are a guide to making a cultural "map" as has been
mentioned in several essays by Maznevski & DiStefano. We simply want to say that with the increasing global
activity of domestic and multinational companies, every manager needs to understand cultural differences well.
The cultural background of a society turns out to influence their assumptions about how they work and interact
with others. Cultural influences, although profound, often come unnoticed. This can lead to deep and difficult
conflicts, but it should also be seen as untapped potential.

What is Culture? : Culture is a system of values, beliefs, assumptions and norms, shared among a group of
people, which may be a country, region, religion, profession, organization, even a generation or a social club
such as a sport. The cultural system of the group is a general agreement among its members about what is
important and how they will do things. The more fundamental a grouping, the more fundamental its culture, and
the greater its influence on the values and beliefs of its members; in fact, it seems that the fewer members are
aware of the influence of culture. (Note: for this theme read: Maznevski, Martha L.; DiStefano, Yoseph; 2003).

Religious and state cultures, for example, are learned early in life, with extensive reinforcement from the family,
the media, and the educational, political and legal systems. When learning culture fundamentally, most people
have little awareness of other cultures. Like fish in water, that is the relationship between culture and humans,
we do not distinguish our own environment from others. We usually become aware of our own culture only
when we travel to other places, forcing us to see our own culture differently.

Culture serves two purposes when it comes to global management. First, culture provides the software for
people to interact within a group; it is like the oil or grease of a society. A shared cultural system allows
members to interact with each other efficiently without questioning every motive or action, and with the flow of
interaction, everything goes smoothly. Culture provides a guide in the form of basic criteria that do not need to
be discussed at length in order to make decisions. Culture also provides a script for each person's behavior so
that people know what to expect from each other and how to respond to that behavior, even in terms of how to
express and resolve conflict even though it is available in the culture we are studying. Managers should (if not to
say should) learn culture because it is from culture that they will gain knowledge so that they will be able to
resolve internal cultural differences more easily before they deal with other cultures.
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Second, culture provides us with a source of identity for each and every person in a culture. This identity often
appears when people describe who they really are; "I am French” or "I am American”, "I am Jewish", "I am
Arab". Here we can see that identity becomes more important when we feel threatened or uncomfortable in the
company of people from other cultures. Every cultural identity provides a kind of “boundary” to draw others
into our culture to “be” together, and to push us together with others, culture as an identity protects us from
outsiders. This function of culture is a source of motivation to facilitate or thwart cooperation with people from
other cultures.

We will describe culture as a medium or way of “sharing” information about anything across cultures, although
it must be acknowledged that not every culture fully provides this way, but most cultural systems regulate how
information is shared. If culture does not provide a way for us to share together then it can influence us to be not
open to change, we become closed people, and unable to adapt to the changing environment. Many Aboriginal
cultural items almost died out in this way.

Soviet communism (as opposed to Chinese communism) and IBM in the 1980s provide examples of the
dissolution of governments and organizations. On the other hand, if the cultural system is not sufficiently
shared, or does not function well as software or as identity, then everyone will interact together in chaos with
some subgroups and will continue to develop into a situation of mutual destruction, such chaos is characterized
by cultural productivity. Note that most societies or organizations that go through a process of transition will go
through the merger path because they have this characteristic.

Four Cross-Cultural Arenas in International Management

One Way Many Ways

Individual Level IArena 1 - Expatriates /Arena 2 - Multicultural Teams

Managers as individuals to other|
countries to manage a business unit
or work in a particular area of

Groups from several countries who often work|
cross-functionally, managing activity units or
working on projects in several countries.

specialization.
IArena 3 - Export Systems

Organizational
Level

IArena 4 - Global Systems

Managers manage humanManagers develop human resource systems,
resources, information systems,organizational structures, organizational
activities or strategies from onejstrategies to be implemented in several countries.
country to another.

The table above shows four types of situations in which a manager needs to know about his or her own culture
and the cultural differences with others. In such situations, decisions must be made and implemented across
cultural boundaries. At the individual level (Arenas 1 and 2), managers must interact effectively with individuals
from other cultures.

People from different cultures will bring their different expectations to their interactions with managers, and the
effectiveness of decisions depends largely on how managers understand and build decisions based on these
differences.

At the organizational level (Arenas 3 and 4), managers must design interaction systems that guide coordinated
behavior across multiple people. It is important for managers to know whether these systems will be consistent
with or in conflict with the local cultural system. In one-way transactions (Arenas 1 and 3), managers need to
take something that has been developed in one culture and incorporate it into another culture. This will be
successful if managers understand how cultural issues can be interpreted in new contexts. Meanwhile in multi-
way transactions (Arena 2 and 4), managers must take into account many cultural systems at the same time, this
situation illustrates that if managers do not (lack) understanding of intercultural differences, it will push the
organization into a situation of conflict and disunity.

Cultural Orientation : Mazneski and DiStefano have developed The Cultural Perspectives Questionnaire
(CPQ) - a kind of survey method that measures cultural orientation, about: relationships with the environment,

[Volume 6 | Issue 5] WwWw.ijmcer.com | 125 |



Martha Maznevski on Cultural Dimensions in...

relationships between people, ways of doing things, human nature, concepts of time past, present and future.
This profile of individual and group cultural orientations can be applied to improve understanding in four cross-
cultural arenas. The best way to understand and predict how one culture differs from another is to create a
framework that compares several important dimensions. The cultural orientation framework identifies six basic
issues that all groups must address and resolve in order for management to function effectively. The six issues
are;

Relationships with the environment.
Relationships between people.
Mode of activity.

Human nature.

Time.

Space.

ouprwdE

Everyone in society always handles this problem in different ways based on their respective cultural system
patterns. The cultural arena that can be built then is by identifying the combination. We will describe the
dimensions and give examples of some impacts on it.

Relationships with the Environment : What kinds of relationships do we have with the world around us? How
do we see ourselves in relation to the environment, and what is our role in relation to it? There are three
common ways of viewing these relationships: harmony with nature, mastery of nature, and submission to nature.
In harmony cultures, such as the Japanese, people do not see themselves as separate from the natural
environment but as part of a unified, holistic system of nature-the cosmos. The role of humans here is to help
maintain the balance of the system.

In mastery cultures, such as the US, people see themselves as having to dominate the environment. It is
considered normal and good to shape the environment - including work and life - according to one's own needs
or desires. In subjugation cultures, such as most Muslims, people have a strong belief that the environment or
supernatural beings determine the outcome of people or events (in Arabic this is expressed as "insya'Allah™ or
"Allah-willing"). One may not believe that this style is subject to nature, that nature controls every detail of
human life, but one does believe that it directs the major patterns and events in which people act in accordance
with their lives with nature. We have used three examples (Japan, the United States, and Islam) of cultures that
have elements in their way of relating to the environment. It is important to remember that all variations in all
cultures can occur at all times or at all times; however, each culture has a clear pattern that stems from its own
pattern of cultural preferences, which we call “cultural orientation.”

For example, the cultures of the United States and Japan have all three elements in them harmony, mastery, and
submission to nature. However, while Americans prefer mastery to harmony (the Americans say: “We can fix
the problems we have created by planting trees by getting rid of trash more efficiently”), the Japanese prefer
harmony to mastery (the Japanese say: “The way to fix this system is to plant trees to get more things in
balance”). These differences, in relation to the environment, influence which projects and objectives are
prioritized, as well as what causes are related to problems, undesirable outcomes that may arise as shown in the
following table.

Interhuman Relations with the Environment, Impact on Organizations

Harmony with Nature Managing Nature Submitting to Nature

Priority Maintaining  the  entireMonitoring certain parts,Understanding the highest goal,
system, focusing on theffocusing on establishedifocusing on  implementation
connections between parts |problems according to God's will
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Tracking the sourceThe entire system that isElements in the[There are no unwanted problems,
of the problem not taken into account or isenvironment that are notGod knows all about what is
out of balance close to being controlled fhappening

Relationships with People: What kinds of relationships between or with other people are considered most
natural or effective? To whom are we accountable, to whom should we look out for, and to whom should we
obey? There are three general patterns of relationships between people: collective, individualistic, and
hierarchical.

In collectivistic cultures, such as Latin Americans, all members of the group care for each other, maintain, and
enhance the welfare of the group as a whole. The group may be a family, with many generations and lateral
relationships, or it may be an entire society or peer group. In individualistic cultures, such as Australians, people
are responsible primarily for themselves and their families. Parents are responsible for children, but only until
they reach adulthood. Finally, in hierarchical cultures, such as Indians, those at the top of the hierarchy have
dual responsibility and authority over those below them. The hierarchy may be individual or group, but the
principles for organizing the hierarchy (e.g., age, caste, gender, wealth) remain stable over time.

Harmony vs. Control. How do Americans value “purpose”? Americans, emphasize control and mastery, while
Chinese are most concerned with maintaining balance so as to ensure the overall system is harmonious. If you
want to know how Americans value “goals,” then a “meeting” is the best forum for decision making, because it
is the most formal forum for developing all the relevant arguments, both spoken and written.

If you do not speak up in a meeting, you are considered to have made no contribution to the decision, and you
are viewed negatively. On the other hand, if you disagree with the boss — because you are right — then you must
show courage and help the boss reach a decision. What constitutes a “meeting” is very different from what is
happening in Asia in general. In most cases, the participants are familiar with each other, including the subject
matter of the decision-making process. If you disagree with the boss (all leaders are considered seniors) it is
considered inappropriate, the most important thing in a meeting is to create a harmonious atmosphere.

Individuality vs. Collectivity. There are differences between cultures in how they treat teams. In all collective
cultures, such as India or China, the role of the team is very important because the presence of the team is like a
lubricant that smooths the way towards cooperation and decision making. If they have to accept gifts from the
organization, they prefer gifts to be given to the group/team because they consider gifts to individuals as if they
make that person a golden child.

On the other hand, in individualistic cultures, they do not place much importance on the role of the team because
each individual thinks rationally, is confident to work alone, for example the US, England. Meanwhile, in mixed
cultures, such as Germany, Russia, Italy or Brazil, role preferences are balanced in certain cases, meaning
working with rational and individual considerations but still accommodating cooperation with the group. Mixed
cultures require all roles to be clearly divided so that they are carried out firmly so that each individual can
contribute to the organization, communication takes place feedback from superiors to subordinates and vice
Versa.

Hierarchy. Why is an individual "title" or job title something that is very valuable to Germans or Italians?
Many non-Germans experience how Germans are very hierarchical because they emphasize individual titles
(such as bachelor's degree, profession, expertise, etc.) and individual job titles (such as chief, chairman,
commander, police or military job titles, etc.). Basically, a title is something formal that should be respected.
This is because often a person's status and position are determined/or at least indicated by a title.

Managers from other countries when working with Germans very often make this mistake, and find that their
authority is not recognized because they cannot prove their expertise. The same thing happens in Italy, but in
Italy, all forms of authority are always automatically equipped with formal power that has certain job titles.
There is even a relationship between hierarchy and individual orientation and collectivism. For example, in
many Latin, Arab and Chinese cultures, the values of protecting the group (collectivism) or the individual
(individualism) are determined by one's position or standing in the system (hierarchy). The following chart
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shows the cultural orientation towards human relations that is associated with leadership and team preferences.

Interhuman Relations, Impact on Organizations

Kolektivisme Individu Hirarki

Leadership A leader who is liked is one[The leader  empowersThe leader gives orders to
who displays a personalityjsubordinates to makejsubordinates and continues
that is attentive and caresdecisions. to direct the members of the
about subordinates. community.

Tiem \Working towards alldentifying individual roleslLeaders assign roles, and
common goal, all rolesto contribute or reward those/determine team structure.
become fluid, rewardingwho excel both individually,
the group and as a group

Activity Mode

Analysis vs. Action. The budgeting process takes a long time for Brazilians. Of course, all managers analyze
and take action, but the emphasis varies from country to country. Note that Indian and Brazilian managers of
global companies are often frustrated when dealing with Russians when they are late in submitting their
projections, and then fail to fully comply with the established parameters. Americans and Western Europeans
tend to see this delay as laziness, or at least a lack of awareness. But for CFOs in these places, budgeting has a
different purpose - it is an opportunity to take a closer look at the current business situation. They are less
interested in deadlines and budget control. For Americans, Italians and Germans, on the other hand, the
approved budget defines the company's obligations for the coming year.

Switzerland - The ideal mixed culture? If we look at all the cultural orientation research graphs about
Switzerland, it shows that most orientations are close to zero. In other words, Swiss managers, significantly
more than managers from other countries in the world, have a balanced perspective on all questions of cultural
orientation. Many see this as a consequence of Switzerland's cultural diversity.

Our research shows that attitudes on these issues are quite similar across Switzerland, including the issue of the
value of balance among business people. They ask a lot of questions about the situation and the context before
formulating their response, not only that, Switzerland has always shown a politically neutral attitude, we can
also say that it is a neutral culture (but not without culture!). Perhaps this is why Switzerland has the best banks
in the world, it is not surprising that many wealthy people around the world, global and multinational companies
keep their money in Switzerland, especially supported by tax regulations that are very favorable to foreign
investors. This statement about the mixed culture of the Swiss is not entirely accepted by Swiss business people
working in other countries, this is certainly related to the cultural configuration.

What mode of activity is best and appropriate in cultural interaction? How should we engage in activities, how
should we rely on others to act? There are three variations, namely; “being”, “doing” and “thinking”. In the
“being culture” like most Latinos, they emphasize activities that are carried out spontaneously, all the time. In
this culture, “work as part of life, we do not live to work!” (one works to live, one does not live to work). All
our work is done, but not necessarily prioritized over other things; people who work a lot do it because they
want to do it, not because they think they have to. In some cultures, work is to express all emotions freely, they

work as something that is accepted and expected.

In a "doing culture” such as Canada or the US, work is a person's struggle to achieve, to achieve a certain
orientation. In this "doing" culture, people tend to see tasks and activities related to work as the center of their
existence, and even work as their identity. Meanwhile, in a "thinking culture™ such as Germany or France, it
emphasizes that all human actions must actually be based on strong rational thinking, so there is planning before
action. With a strong "thinking" orientation, that is what controls activities. People do not have to act
impulsively because they are driven or controlled by feelings, or compulsively by some hidden power of need.
Activity Model, Its Impact on Organizations
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Being Doing Thinking
Goals and Priority on activities to buildAll activities must be done/All activities to be done are
Priorities and maintain relationships &efficiently and effectively  always planned.
trust to address business
objectives
Schedule &All activities are arranged)All  activities must  beAll activities must be carried
Deadlines according to a schedule, thejachieved, if necessary theput rationally, thinking in
schedule can change accordingfresults achieved exceed what/detail, working hard
to conditions was planned, failure canaccording to the plan that
occur if no results arehas been prepared.
achieved.

Human Nature : This value involves how we think about the basic nature of human beings. It is not a belief
about how an individual will behave, but what the underlying nature of all of us as human beings is. One clue is
what we think about our nature when we are born, before we are subject to the influence of other people and
society. In some cultures, people believe that basic human nature is not determined, but is actually written on a
“blank slate.”

Human nature is believed to be entirely determined by the environment and events of each person’s life. Many
modern Western cultures fall into this category. In these cultures, there is a strong focus on training and
socialization, and the rehabilitation or training of people who have behaved badly. In some cultures it is
assumed that we start out basically good, and that if people do bad things in their lives it is an anomaly or
because something in their experiences and environment has made them bad. Muslims believe this. In such
cultures, people tend to trust others before there is any evidence that they are untrustworthy, as they often punish
people harshly or go against nature and harm others. There are also other cultures that assume that everyone
starts out bad (e.qg., the idea of original sin in Christianity), and that we should always be on guard against giving
in to our evil natures. People in these cultures tend to protect themselves and monitor others, and they also
respect others who live their lives their way, or respect others who do exceptionally good things.

Human Nature and Its Impact on Organizations

Baik Campuran  Baik/  BurukBuruk
(Hampa)
Control over activities is “low”,JAll activities are monitoredControl over activities is
Controll this style is preferred andbecause they are related to thefvery high”, this style is
expected to be applied to others orsituation preferred and expected to be
to oneself. applied to others or to
oneself.

“High” degree of confidence - it isConfidence in the activity to bef‘Low” degree of confidence -
Trust assumed that the individual iscarried out is very dependent onjit is assumed that the
\very confident in carrying out thetthe characteristics of  thefindividual is less confident in
activity, unless there is otherlindividual, the organization andicarrying out all activities,
evidence that could undermine thejthe situation. unless there is evidence to the
confidence contrary.

Time : The idea of time is very complex. Some cultures think of “linear time”, time is like a scale so that time
systematically moves from the past to the present and then to the future. The concept of time is called
monochronic, which explains that time can be detailed (or broken down) into segments of relatively equal size
(old-new, long-short, fast-slow etc.). Most industrial cultures view time in this way, they measure, record and
plan all events according to these segments. Things that are done must be based on time units. Cultural
orientation towards time greatly influences the way people think and work. Cultures with a past orientation tend
to see past experiences as the answer to solving current dilemmas, they highly value tradition and ancestors.
Cultures with a current time orientation always think about urgent needs at the moment,
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If there is an orientation then the orientation is short-term, focused on maintaining the situation with the modern
era that is being enjoyed. Meanwhile, future-oriented cultures always prioritize long-term plans, often
sacrificing anything today for security or success far into the future. There are also cultures that see time as
“parallel time”, we call them polychronic cultures. In polychronic cultures, people think of time as abundant and
flexible. Such people are naturally involved in several activities at once, and see time and activities as moving
smoothly, they say.... Time will come back, there is always tomorrow etc. Clocks and calendars are seen only
as guidelines and estimates, not to be obeyed as something real. The impact of different cultural views, between
linear time orientation and partial time orientation can be followed in the following chart.

Time, Impact on Organization

Monochronic Polychronic

Time moves linearly Time moves like a circle, flexible — time will come back
/Accustomed to doing several activities sequentiallyjagain

based on time sequences Can do several activities at the same time (parallel)

Measurable time, very strict in calculating time inDoesn't mind changes to scheduled times
seconds, minutes, hours, days, etc.

Based on schedules and calendars

Past Present Future
Based on the past, prioritizing|Prioritize important activities, must bePrioritize activities that benefit the
tradition done now future, sacrificing anything in the
Doing something very practicalMove quickly to face opportunitiesjpresent.
based on past experiences and challenges Think and work in the long term
Think and work in the short term. Collaborate through planning and
analysis

Space : Spatial orientation relates to a person's sense of ownership of space, or ownership of what is in a
particular area. Public orientation to space suggests that space is shared or intended for everyone, whereas
private orientation to space implies that space is only intended for a particular individual or group. In the context
of work, even small things you should pay attention to, such as closing doors, personal workspaces, table and
chair arrangements, meeting room arrangements, all indicate areas that reflect an individual's cultural orientation
to space or your distance from an object.

The concept of the "open door", in principle as the idea of openness in sharing information, or opening contact
to bring employees closer to managers so that information spaces are generally informal in order to reflect a
more general cultural orientation. Currently in organizations, information is an important aspect of this
dimension. In cultures with an open-oriented society, people assume that information should be shared openly,
whereas in private cultures you will see that the orientation to information is as something "owned", as a result
people with this culture do not expect others to share information openly.

Summary of All Cultural Orientations : The cultural orientation framework provides a valuable tool for
comparing one culture with another, essentially highlighting similarities and differences across cultures, and
also suggesting implications for management. This information is critical to implementing cross-cultural
strategies in international organizations. Managers who are aware of their own cultural systems can predict areas
of conflict and learning when working with people from other cultures. International organizational strategy and
system designers can take these differences into account, through practice after practice! This can create a more
synergistic approach to managing cultural diversity. The following chart summarizes all dimensions of the
cultural orientation framework, and you can use this framework to characterize your own cultural system and
interact with other cultures.
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Space: Impact on Organizations

Information can be shared if permitted

Information can

Private Public
Official Formal and highly individual Less formal and very open.
The office door is always closed \Workspace is always open
Office accessories become “property” that isOffice accessories become public property,
only used by the person themselves everyone can use them
Information Belongs to individuals or groups. Public information

be shared openly with anyone

One final reminder - no culture is static or completely homogeneous. Cultures change, and individuals within
cultures differ from one another. Cultural knowledge is essential so that we can treat cultural analysis as a
tentative guide to interacting and communicating with others at first, and when faced with new information. If
you are visiting Japan for the first time, you may be greeted by a Japanese manager.... He shakes hands and
bows.... note this dimension. Or your guest may be more like your own culture, all of which you need to
anticipate. On your first visit to Russia, you may be working with managers who are from the "old organization"
culture or with those who are being exposed to the "new" culture. In each of these cases, however, the cultural
orientation framework provides a way for us to identify the shared systems of values, beliefs, assumptions and
norms that guide our priorities and expectations within the culture.

Recapitulation of Cultural Orientation Framework

ORIENTATION

VARIATION

Relationship with the

environment

Harmony

Managing and Conserving
Nature (Mastery)

Submitting / submitting to
nature (Subjugation)

In essence, the role and
purpose of human life is to
maintain balance between

In essence, the role and
purpose of human life is to
control the environment and

In essence, human ideals,
goals, and roles are left to
nature, all life plans depend on

all elements of the naturalnature around it. nature and supernatural
environment, including powers.
ourselves.

Interpersonal Collectivism Individualism Hierarchy

relations

Individuals are responsible

Individuals are responsible to

Hierarchy is normal, it is good

to the group themselves and theirjif power and responsibility are|
immediate family. distributed equally in society.
Form of activity Being Doing Thinking

Individuals naturally prefer|
to do things on time.

Individuals naturally prefer to
do things that have visible
and felt results.

Individuals' activity modes are|
naturally oriented towards
good results, therefore think
rationally and plan every job
carried out.

Human nature

Bad

Mix of good & bad

Good

In essence, human nature is|

In essence, human nature is a

In essence, human nature is

bad, becoming a goodmixture of good and evil, ingood, it all depends on the
person requires effort. certain situations people arefassessment of the
good and in other situationsenvironment.
people become evil, it all
depends on the environment.
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Variety Gives Power

ORIENTATION VARIATION

Time Monochronic Polychronic

Linear time, time can be divided into more[Time is not linear/parallel
detailed sequences or units

Past Present Future

lexperience or past precedent.  [pressing needs. plans and anticipation.

Business decisions made today|Business decisions made todayBusiness decisions made today|
are always based on tradition,must be based on facts andare always based on long-term

Space Public Private

IAll spaces are open and can be used by everyone [Spaces are owned by individuals or groups.

A final example to illustrate this point. A global chemical company asked me for help, a project team had been
assembled to solve a pressing quality control problem. The team consisted of three people, one each from the
United States, China and Switzerland - and their efforts were failing miserably. The American wanted to tackle
the problem with his rational brain, the Chinese wanted to start by analyzing the entire system, and the Swiss
wanted to find a balance between the two approaches. Worst of all, each of them was convinced that his solution
was the only correct one. The end result was - no progress in solving the problem.

The cultural perspective questionnaire we created was intended to show, in a non-judgmental way, the
differences in the way people work. If we are aware of the differences, we will be able to harness the strengths
that come from each culture. Efficiency, for example, requires a “tall organization” while a “flat organization”
requires innovation. If every culture had the same set of values, we would surely lose variety, in other words,
variety actually gives us the power to adapt to new situations and to find entirely new solutions.***
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