Effective Communication Through the Invisible Boundaries of
Global Business
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A Working Definition of Culture
— P NXILENX

12 “The collective programming of the human
mind, obtained in the course of life, which is
common to the members of one group as
opposed to another...”
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[E[{RAY KLU Draw your own iceberg
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“+L Put 5 most important values at the bottom of the iceberg
« KLt EEBIRESTKWLFENIITH
» Put corresponding behaviors at the top of the iceberg
© IR—ATEMAZTTRIINBU ZEFTER
 Compare with one or two people to understand similarities
and differences
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What have you learned so far?
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FTR& S Tricks simulation

2L Debrief
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L The Culture Map - Erin Meyer X
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Low Context Communication
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For global team work 25 E fRE|FAMEBYIR 7R

When forming the team spend time at the beginning
developing low context processes. More verbal recaps. More
written recaps. Focus on explicit, simple communication.

Build repetition and verbal/written clarification into the work
process at the beginning.

Everyone can help their global teams understand the reasons
behind the style of their counterparts.




When working with low context cultures:

IRAEIE SR A MERIETIR B L DR

The quality of your communication is judged based on how clear you are:

a) Atthe end of a phone call or meeting recap next steps/ action items
0) Feel free to again recap in writing
c) Presentations: tell them what you are going to tell them, tell them, etc.




When working with hi h context cultures:
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a) Ask for clarification frequently.
0) Repeat yourself less (both verbally and in writing).

c) Use a “cultural bridge” who can help you pick up the messages
between the lines.

d) Work on increasing your ability to “read the air”.







EERIATEX ? What is the Trust Equation?
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“+% Do we evaluate Trust through our cultural lenses? Back to
the iceberg. When we say a word, do we mean the same

thing?

My Singapore Colleague and her English Husband

* What is the Trust equation?




We had 2 weeks of meetings in China to explore a potential JV. At the
beginning we had difficulty getting the information we needed. There was a
feeling the Chinese counterparts were not willing to cooperate.

After the first week we discussed our frustrations with our Chinese consultant.
He told us our approach was wrong. We were going too fast. We argued back
that we had been very detailed, open, and patient. The consultant said “It is
not a problem of how you are approaching them from a business perspective
but of the relationship perspective. You are not going to get what you want
unless you develop “Guanxi” with them.”

What does the Chinese consultant mean?

What steps do you suggest the UK team take to improve their chances of
success?




We then took the consultants advice and invited the Chinese counterparts for a
dinner over the weekend with the presence of various hierarchical levels from
their organization. It was an excellent dinner during which we had time to
socialize. We toasted several times in sign of our respect for them. In addition
we emphasized how glad we were to be there with them and to begin a long
term relationship.

We re-started the meetings the following Monday and the Chinese willingness
to cooperate had changed completely. They were now very enthusiastic and
we began to work well as a team. We were then able to satisfactorily
accomplish our work week two.




TASK-BASED TRUSTING RELATIONSHIP-BASED
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Strate ies for workin 7g}W1th relatlonshlp oriented cultures
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* Invest significantly more time building relationships when working globally. More
lunches, dinners, coffee, drinks. More time spent not talking about work.

* Practice exposing yourself more than you are used to and working on blending your
personal self with your professional self. Seek to build deeper friendships then you
might be used to doing at work.

 Use more non-work talk to pad your emails and telephone calls.




Strategies for working with task-orient cultures

IRIES S RVMERNRIIETR

 Get down to business. Try shorter lunches, less non-work related talk.
+ Be friendly but efficient. Keep scheduling tight.

* Or explain why you want to invest the time — (“in order for me to work with someone
well | need to spend time to know them. In Brazil we do this by. ..").
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[s 1t important for a manager to have at hand precise answers

to mkq)st of the questions that subordinates may raise about their
work
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Study conducted at INSEAD
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Low power distance cultures:

B AER

High power distance cultures:

=X NEE

It's ok to disagree with the boss openly
even in front of others.

It's ok to email or call people several
levels below or above you

People are more likely to move to action
without getting the bosses okay

If meeting with client or supplier less
focus on matching hierarchical levels

With clients or partners you will be
seated & spoken to in no specific order

An effort is made to defer to the boss’s
opinion especially in public

Communication follows the hierarchical
chain

People are more likely to get the boss’s
approval before moving to action

If you send your boss they will send their
boss. If your boss cancels their boss also
may not come.

With clients or partners you may be seated
& spoken to in order of position LJ-"
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CONSENSUAL DECIDING
KL IR

TOP-DOWN
MLEET

Decision made by the group
(slow to make then fixed)

Decisions made by one individual
(quick to make then flexible)




Consensual process &

2 Decision

L:‘ ‘ :
Consensus Building Implement

(no more changes)

Top-down process M EZET

decision

Boss makes Implement
decision (decisions may be revisited and changed)
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the CULTURE MAP

‘ ~ Select Cultures to Map l ‘ Read Descriptions of Culture Map Dimensions l

® UK @ China

x Direct Negative Feedback

Egalitarian

Task-based

Confrontational

Linear-time

G8 COMMUNICATING cn -context
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D Ee I DING CN Top-down
TRUSTING [ cn onship-based

DISAGRE s NG cn  Avoids Confrontation

SCHEDULING Flexible-time
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What have you learned so far?
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Cultural Expectations and Behaviors for Communicating Cultural
Orientation with a Client or Superior Orientation
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Low Context
Communication

If you can not do
something an honest and
open NO is the most
appropriate and
appreciated response.

Yes means “| agree “or I
will do as you ask”.

If you cannot do
something it is best to
explain or suggest at the
difficulty without saying
NO directly.

Yes means “| am
listening to you” or “| hear

you”.

High Context
Communication




'
P &
Cultural Expectations and Behaviors for Cultural
Orientation Training Delivery Orientation
< >
Egalitarian The trainer is a facilitator | The trainer is the expert | Hierarchical

of discussion rather then
a deliverer of
information. The trainer
is a peer & partner in
class discussions.
Trainees participate in
the program as equals.

and expected to “run the
show”. Participants look
to the trainer for
directions, answers, and
solutions.




Peach
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Country Mapping: http://erinmeyer.com/product/7-days-free/
Password code: Wellington2017
Personal Assessment: www.erinmeyer.com/tools
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x “Chinese people think from macro to micro where as western
e people think from micro to macro. For example when writing

an address the Chinese write in sequence of province, city,
district, block, gate number. The westerners do just the
opposite. Chinese put the sir name first whereas the
westerners do the other way around. Chinese put year before
month and date. Again the opposite in the west. So during
discussion, the sequence of thinking may cause difficulty or
misunderstanding. A typical example is the westerners may
think that the Chinese are going all around the key points with
out addressing them deliberately.”

=Quote from Willy Li, a Chinese MBA student at INSEAD




In a good meeting:

»The majority of Americans polled responded: (79%)
113 “A decision is made”

* The majority of French polled responded (54%):
“We debate and share various view points”

*The majority of Japanese polled responded (82%):

“We put a formal stamp on a decision that has
been made before the meeting in informal pre-
meetings”




HIGH COMFORT WITH SILENCE LOW COMFORT WITH SILENCE




Strategies- Leading Global Team Meetings

Explain in advance what type of reflection or preparation you expect from each group member so
that participants can discuss with their team members and prepare their feedback.

Use a system where each country speaks in order. Call on quiet participants regarding questions
you have asked them to prepare for.

If some are talking a lot and some others are quiet take a break and tell the group you will ask
each person for input after the break. When you come back call on each person to speak.

At the end of a meeting go around and ask each person for feedback or refection

As the meeting moderator, set a relaxed tone with lots of silence and time for thought/ reflection
built in. Ask specific questions of individuals in the group (reinforcing the topics you have asked
them to prepare for).

Hold informal pre-meetings with small groups and individuals. Formal team meetings are viewed
as the place to put a stamp on what has already been decided. (Asia)

Take time to build relationships. Time spent relaxing together after work will pay off in trust and
involvement from your teams.



