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Preface

In the late 1960s Geert accidentally became interested in national cultural differences—and got access to rich data for studying them. His research resulted in the publication in 1980 of a book called Culture’s Consequences. It was written for a scholarly readership; it had to be, because it cast doubts on the universal validity of established theories in psychology, organization sociology, and management theory: so it should show the theoretical reasoning, base data, and statistical treatments used to arrive at the conclusions. A 1984 paperback edition of the book left out the base data and the statistics but was otherwise identical to the 1980 hardcover version.

Culture’s Consequences appeared at a time when the interest in cultural differences, both between nations and between organizations, was sharply rising, and there was a dearth of empirically supported information on the subject. The book provided such information, but maybe too much of it at once. Many readers evidently got only parts of the message. For example, Geert lost count of the number of people who claimed that Geert had studied the values of IBM (or “Hermes”) managers. The data used actually were from IBM employees, and that, as the book itself showed, makes quite a difference.

In 1991, after having taught the subject to many different audiences and tested his text on various helpful readers, Geert published a book for an intelligent lay readership—the first edition of Cultures and Organizations: Software of the Mind. The theme of cultural differences is, of course, not only—and even not primarily—of interest to social scientists or international business students. It pertains to anyone who meets people from outside his or her own narrow circle, and in the modern world this is virtually everybody. The new book addressed itself to any interested reader. It avoided social scientific jargon where possible and explained it where necessary; a Glossary was added for this purpose. Slightly updated paperback editions appeared in 1994 and 1997.

In the meantime the worlds of politics, of business, and of ideas kept changing fast. In 2001 Geert published a rewritten and updated version of Culture’s Consequences that included a discussion of the many replications by other researchers that had appeared since 1980. Anybody whose purpose is research or academic scrutiny is referred to this source.

In 2005 Geert issued a rewritten and updated version of Cultures and Organizations: Software of the Mind. Gert Jan Hofstede joined him as a coauthor. After having majored in biology and taught information systems at Wageningen agricultural university, Gert Jan had started to use his father’s work in his own teaching and research. In 2002 he had already published his own book, Exploring Culture: Exercises, Stories and Synthetic Cultures, which included contributions from Paul B. Pedersen and from Geert. Gert Jan contributed experience with the role of culture in international networks, hands-on experience in teaching the subject through simulation games, and insight into the biological origins of culture.

Ever since his first cross-cultural research studies, Geert has continued exploring alternative sources of data, to validate and supplement his original, accidental IBM employee data set. In the past three decades the volume of available cross-cultural data on self-scored values has increased enormously. Geert used to say that if he had to start his research again, he would use a choice from these new databases. About ten years ago, Geert got into e-mail contact with a researcher in Sofia, Bulgaria, who seemed to be engaged in exactly that: scanning available databases and looking for structure in their combined results. The name of this researcher was Michael Minkov, and we learned to call him Misho. In 2007 Misho published his analyses in a book, What Makes Us Different and Similar: A New Interpretation of the World Values Survey and Other Cross-Cultural Data, bringing the kind of progress in insight we had been hoping for. In addition, Misho, as an East European, brought insider knowledge about a group of nations missing in Geert’s original database and of great importance in the future of the continent.

For this new, 2010, third edition of Cultures and Organizations: Software of the Mind, Misho has joined Gert Jan and Geert as a third coauthor. The division of labor in our team is that Gert Jan has substantially contributed to Chapter 1 and entirely written Chapter 12. Misho has contributed to Chapters 2, 4, and especially 7 and has entirely written Chapter 8. In addition, each of us has commented on the work of his colleagues. Geert takes responsibility for the final text.

On a trip around the world several years ago, Geert bought three world maps. All three are of the flat kind, projecting the surface of the globe on a plane. The first shows Europe and Africa in the middle, the Americas to the west, and Asia to the east. The terms the West and the East were products of a Euro-centered worldview. The second map, bought in Hawaii, shows the Pacific Ocean in the center, Asia and Africa on the left (and Europe, tiny, in the far upper left-hand corner), and the Americas to the right. From Hawaii, the East lies west and the West lies east! The third map, bought in New Zealand, was like the second but upside down: south on top and north at the bottom. Now Europe is in the far lower right-hand corner. Which of these maps is right? All three, of course; Earth is round, and any place on the surface is as much the center as any other. All peoples have considered their country the center of the world; the Chinese call China the “Middle Kingdom” (zhongguo), and the ancient Scandinavians called their country by a similar name (midgardr). We believe that even today most citizens, politicians, and academics in any country feel in their hearts that their country is the middle one, and they act correspondingly.

These feelings are so powerful that it is almost always possible, when reading a book, to determine the nationality of the author from the content alone. The same, of course, applies to our own work—Geert and Gert Jan are from Holland, and even when we write in English, the Dutch software of our minds will remain evident to the careful reader. Misho’s East European mind-set can also be detected. This makes reading the book by others than our compatriots a cross-cultural experience in itself, maybe even a culture shock. That is OK. Studying culture without experiencing culture shock is like practicing swimming without water. In Asterix, the famous French cartoon, the oldest villager expresses his dislike of visiting foreigners as follows: “I don’t have anything against foreigners. Some of my best friends are foreigners. But these foreigners are not from here!”

In the booming market for cross-cultural training, there are courses and books that show only the sunny side: cultural synergy, no cultural conflict. Maybe that is the message some business-minded people like to hear, but it is false. Studying culture without culture shock is like listening only to the foreigners who are from here.

Geert in 1991 dedicated the first edition of this book to his first grandchildren, the generation to whom the future belongs. For the second edition Gert Jan’s eldest daughter, Liesbeth, acted as our documentation assistant, typing among other things the Bibliography. This time her sister Katy Hofstede was our indispensable help, especially in preparing the tables and figures.

From our academic contacts we thank in particular Marieke de Mooij, who was our guide in the worlds of marketing, advertising, and consumer behavior, where culture plays a decisive role. References to her work are found at many places in the book. For Chapter 12, which was an entirely new venture, Gert Jan was inspired by David Sloan Wilson, and he benefited very much from comments by his proofreaders Duur Aanen, Jose-phie Brefeld, Arie Oskam, Inge van Stokkom, Arjan de Visser and Wim Wiersinga.

The first edition appeared in seventeen languages (English with translations into Bulgarian, Chinese, Czech, Danish, Dutch, Finnish, French, German, Japanese, Korean, Norwegian, Polish, Portuguese, Romanian, Spanish, and Swedish). The second edition has appeared so far in Chinese, Czech, Danish, Dutch, German, Hungarian, Polish, and Swedish. We hope that this new edition will again reach many readers through their native language.


PART I
THE CONCEPT OF CULTURE


1 The Rules of the Social Game

11th juror: (rising) “I beg pardon, in discussing . . .”

10th juror: (interrupting and mimicking) “I beg pardon. What are you so goddam polite about?”

11th juror: (looking straight at the 10th juror) “For the same reason you’re not. It’s the way I was brought up.”

—Reginald Rose, Twelve Angry Men

Twelve Angry Men is an American theater piece that became a famous motion picture, starring Henry Fonda. The play was published in 1955. The scene consists of the jury room of a New York court of law. Twelve jury members who never met before have to decide unanimously on the guilt or innocence of a boy from a slum area, accused of murder. The quote cited is from the second and final act when emotions have reached the boiling point. It is a confrontation between the tenth juror, a garage owner, and the eleventh juror, a European-born, probably Austrian, watchmaker. The tenth juror is irritated by what he sees as the excessively polite manners of the other man. But the watchmaker cannot behave otherwise. Even after many years in his new home country, he still behaves the way he was raised. He carries within himself an indelible pattern of behavior.

Different Minds but Common Problems

The world is full of confrontations between people, groups, and nations who think, feel, and act differently. At the same time these people, groups, and nations, just as with our twelve angry men, are exposed to common problems that demand cooperation for their solution. Ecological, economical, political, military, hygienic, and meteorological developments do not stop at national or regional borders. Coping with the threats of nuclear warfare, global warming, organized crime, poverty, terrorism, ocean pollution, extinction of animals, AIDS, or a worldwide recession demands cooperation of opinion leaders from many countries. They in their turn need the support of broad groups of followers in order to implement the decisions taken.

Understanding the differences in the ways these leaders and their followers think, feel, and act is a condition for bringing about worldwide solutions that work. Questions of economic, technological, medical, or biological cooperation have too often been considered as merely technical. One of the reasons why so many solutions do not work or cannot be implemented is that differences in thinking among the partners have been ignored.

The objective of this book is to help in dealing with the differences in thinking, feeling, and acting of people around the globe. It will show that although the variety in people’s minds is enormous, there is a structure in this variety that can serve as a basis for mutual understanding.

Culture as Mental Programming

Every person carries within him- or herself patterns of thinking, feeling, and potential acting that were learned throughout the person’s lifetime. Much of it was acquired in early childhood, because at that time a person is most susceptible to learning and assimilating. As soon as certain patterns of thinking, feeling, and acting have established themselves within a person’s mind, he or she must unlearn these patterns before being able to learn something different, and unlearning is more difficult than learning for the first time.

Using the analogy of the way computers are programmed, this book will call such patterns of thinking, feeling, and acting mental programs, or, as per the book’s subtitle, software of the mind. This does not mean, of course, that people are programmed the way computers are. A person’s behavior is only partially predetermined by his or her mental programs: he or she has a basic ability to deviate from them and to react in ways that are new, creative, destructive, or unexpected. The software of the mind that this book is about only indicates what reactions are likely and understandable, given one’s past.

The sources of one’s mental programs lie within the social environments in which one grew up and collected one’s life experiences. The programming starts within the family; it continues within the neighborhood, at school, in youth groups, at the workplace, and in the living community. The European watchmaker from the quote at the beginning of this chapter came from a country and a social class in which polite behavior is still at a premium today. Most people in that environment would have reacted as he did. The American garage owner, who worked himself up from the slums, acquired quite different mental programs. Mental programs vary as much as the social environments in which they were acquired.

A customary term for such mental software is culture. This word has several meanings, all derived from its Latin source, which refers to the tilling of the soil. In most Western languages culture commonly means “civilization” or “refinement of the mind” and in particular the results of such refinement, such as education, art, and literature. This is culture in the narrow sense. Culture as mental software, however, corresponds to a much broader use of the word that is common among sociologists and, especially, anthropologists:1 this is the meaning that will be used throughout this book.

Social (or cultural) anthropology is the science of human societies—in particular (although not only) traditional or “primitive” ones. In social anthropology, culture is a catchword for all those patterns of thinking, feeling, and acting referred to in the previous paragraphs. Not only activities supposed to refine the mind are included, but also the ordinary and menial things in life: greeting, eating, showing or not showing feelings, keeping a certain physical distance from others, making love, and maintaining body hygiene.

Culture is always a collective phenomenon, because it is at least partly shared with people who live or lived within the same social environment, which is where it was learned. Culture consists of the unwritten rules of the social game. It is the collective programming of the mind that distinguishes the members of one group or category of people from others.2

Culture is learned, not innate. It derives from one’s social environment rather than from one’s genes.3 Culture should be distinguished from human nature on one side and from an individual’s personality on the other (see Figure 1.1), although exactly where the borders lie between nature and culture, and between culture and personality, is a matter of discussion among social scientists.4

Human nature is what all human beings, from the Russian professor to the Australian aborigine, have in common: it represents the universal level in one’s mental software. It is inherited within our genes; within the computer analogy it is the “operating system” that determines our physical and basic psychological functioning. The human ability to feel fear, anger, love, joy, sadness, and shame; the need to associate with others and to play and exercise oneself; and the facility to observe the environment and to talk about it with other humans all belong to this level of mental programming. However, what one does with these feelings, how one expresses fear, joy, observations, and so on, is modified by culture.

FIGURE 1.1 Three Levels of Uniqueness in Mental Programming

[image: image]

The personality of an individual, on the other hand, is his or her unique personal set of mental programs that needn’t be shared with any other human being. It is based on traits that are partly inherited within the individual’s unique set of genes and partly learned. Learned means modified by the influence of collective programming (culture) as well as by unique personal experiences.

Cultural traits have often been attributed to heredity, because philosophers and other scholars in the past did not know how to otherwise explain the remarkable stability of differences in culture patterns among human groups. They underestimated the impact of learning from previous generations and of teaching to a future generation what one has learned oneself. The role of heredity is exaggerated in pseudotheories of race, which have been responsible, among other things, for the holocaust organized by the Nazis during World War II. Ethnic strife is often justified by unfounded arguments of cultural superiority and inferiority.

In the United States there have been periodic scientific discussions on whether certain ethnic groups, in particular blacks, could be genetically less intelligent than others, in particular whites.5 The arguments used for genetic differences, by the way, make Asians in the United States on average more intelligent than whites. However, it is extremely difficult, if not impossible, to find tests of intelligence that are culture free. Such tests should reflect only innate abilities and be insensitive to differences in the social environment. In the United States a larger share of blacks than of whites has grown up in socially disadvantaged circumstances, which is a cultural influence no test known to us can circumvent. The same logic applies to differences in intelligence between ethnic groups in other countries.

Symbols, Heroes, Rituals, and Values

Cultural differences manifest themselves in several ways. From the many terms used to describe manifestations of culture, the following four together cover the total concept rather neatly: symbols, heroes, rituals, and values. In Figure 1.2 these have been pictured as the skins of an onion, indicating that symbols represent the most superficial and values the deepest manifestations of culture, with heroes and rituals in between.

FIGURE 1.2 The “Onion”: Manifestations of Culture at Different Levels of Depth

[image: image]

Symbols are words, gestures, pictures, or objects that carry a particular meaning that is recognized as such only by those who share the culture. The words in a language or jargon belong to this category, as do dress, hairstyles, flags, and status symbols. New symbols are easily developed and old ones disappear; symbols from one cultural group are regularly copied by others. This is why symbols have been put into the outer, most superficial layer of Figure 1.2.

Heroes are persons, alive or dead, real or imaginary, who possess characteristics that are highly prized in a culture and thus serve as models for behavior. Even Barbie, Batman, or, as a contrast, Snoopy in the United States, Asterix in France, or Ollie B. Bommel (Mr. Bumble) in the Netherlands have served as cultural heroes. In this age of television, outward appearances have become more important in the choice of heroes than they were before.

Rituals are collective activities that are technically superfluous to reach desired ends but that, within a culture, are considered socially essential. They are therefore carried out for their own sake. Examples include ways of greeting and paying respect to others, as well as social and religious ceremonies. Business and political meetings organized for seemingly rational reasons often serve mainly ritual purposes, such as reinforcing group cohesion or allowing the leaders to assert themselves. Rituals include discourse, the way language is used in text and talk, in daily interaction, and in communicating beliefs.6

In Figure 1.2 symbols, heroes, and rituals have been subsumed under the term practices. As such they are visible to an outside observer; their cultural meaning, however, is invisible and lies precisely and only in the way these practices are interpreted by the insiders.

The core of culture according to Figure 1.2 is formed by values. Values are broad tendencies to prefer certain states of affairs over others. Values are feelings with an added arrow indicating a plus and a minus side. They deal with pairings such as the following:

[image: image] Evil versus good

[image: image] Dirty versus clean

[image: image] Dangerous versus safe

[image: image] Forbidden versus permitted

[image: image] Decent versus indecent

[image: image] Moral versus immoral

[image: image] Ugly versus beautiful

[image: image] Unnatural versus natural

[image: image] Abnormal versus normal

[image: image] Paradoxical versus logical

[image: image] Irrational versus rational

Figure 1.3 pictures when and where we acquire our values and practices. Our values are acquired early in our lives. Compared with most other creatures, humans at birth are very incompletely equipped for survival. Fortunately, our human physiology provides us with a receptive period of some ten to twelve years, a span in which we can quickly and largely unconsciously absorb necessary information from our environment. This includes symbols (such as language), heroes (such as our parents), and rituals (such as toilet training), and, most important, it includes our basic values. At the end of this period, we gradually switch to a different, conscious way of learning, focusing primarily on new practices.

FIGURE 1.3 The Learning of Values and Practices

[image: image]

Culture Reproduces Itself

Remember being a small child? How did you acquire your values? The first years are likely gone from your memory, but they are influential. Did you move about on your mother’s hip or on her back all day? Did you sleep with her, or with your siblings, or were you kept in your own cot or pram? Did both your parents handle you, or only your mother, or other persons? Was there noise or silence around you? Did you see tacit people, laughing ones, playing ones, working ones, tender or violent ones? What happened when you cried?

Then, memories begin. Who were your models, and what was your aim in life? Quite probably, your parents or elder siblings were your heroes, and you tried to imitate them. You learned which things were dirty and bad and how to be clean and good. For instance, you learned rules about what is clean and dirty in regard to bodily functions such as spitting, eating with your left hand, blowing your nose, defecating, or belching in public, along with gestures such as touching various parts of your body or exposing them while sitting or standing. You learned how bad it was to break rules. You learned how much initiative you were supposed to take and how close you were supposed to be to people, and you learned whether you were a boy or a girl, who else was also a boy or a girl, and what that implied.

Then when you were a child of perhaps six to twelve, schoolteachers and classmates, sports and TV idols, and national or religious heroes entered your world as new models. You imitated now one, then another. Parents, teachers, and others rewarded or punished you for your behavior. You learned whether it was good or bad to ask questions, to speak up, to fight, to cry, to work hard, to lie, to be impolite. You learned when to be proud and when to be ashamed. You also exercised politics, especially with your age-mates: How does one make friends? Is it possible to rise in the hierarchy? How? Who owes what to whom?

In your teenage years, your attention shifted to others your age. You were intensely concerned with your gender identity and with forming relationships with peers. Depending on the society in which you lived, you spent your time mainly with your own sex or with mixed sexes. You may have intensely admired some of your peers.

Later you may have chosen a partner, probably using criteria similar to that of other young people in your country. You may have had children—and then the cycle starts again.

There is a powerful stabilizing force in this cycle that biologists call homeostasis. Parents tend to reproduce the education that they received, whether they want to or not. And there is only a modest role for technology. The most salient learning in your tender years is all about the body and about relationships with people. Not coincidentally, these are also sources of intense taboos.

Because they were acquired so early in our lives, many values remain unconscious to those who hold them. Therefore, they cannot be discussed, nor can they be directly observed by outsiders. They can only be inferred from the way people act under various circumstances. If one asks people why they act as they do, they may say they just “know” or “feel” how to do the right thing. Their heart or their conscience tells them.

No Group Can Escape Culture

There normally is continuity in culture. But if you were caught in a gale at sea and found yourself stranded on an uninhabited island with twenty-nine unknown others, what would you do?7 If you and your fellow passengers were from different parts of the world, you would lack a common language and shared habits. Your first task would be to develop an embryonic common language and some shared rules for behavior, cooperation, and leadership. Role divisions would emerge between young and old, men and women. Conflicts would arise and somehow be handled. Whose responsibility would it be whether two people mate? Who would take care of the sick, the dead, and the children born on the island?

The point of this example is to show that no group can escape culture. Creating shared rules, even if they are never written down, is a precondition for group survival. This pioneer group of thirty people united at random will have to create a new culture. The particulars of that culture will largely depend on chance, inheriting from existing values, particularly those of the most prominent group members. However, once the culture is set, and supposing children are born into the group, that culture will reproduce itself.

Values and the Moral Circle

From 1940 to 1945, during World War II, Germany occupied the Netherlands. In April 1945, German troops withdrew in disorder, confiscating many bicycles from the Dutch population. In April 2009, the Parish Council of the Saint-Catharina church in the Dutch town of Nijkerk received a letter from a former German soldier who, on his flight to Germany from the advancing Canadians, had taken a bike that was parked in front of the church. The letter’s author wished to make amends and asked the Parish Council to trace the owner or his heirs, in order to refund the injured party for the damage.8

It is perplexing that human beings possess magnificent skills of reflection, empathy, and communication but are nonetheless capable of waging intergroup conflicts on massive scales over just about anything. Why is intergroup conflict still with us if it is so obviously destructive? Apparently, we do not use the same moral rules for members of our group as we do for others. But who is “our group”? This turns out to be a key question for any group, and from childhood on we learn who are members of our group and who are not, as well as what that means. People draw a mental line around those whom they consider to be their group. Only members of the moral circle thus delineated have full rights and full obligations.9

The German soldier in our story has probably spent long years revisiting his war experiences. In his old age he has redefined himself as belonging to the same moral circle as the churchgoer whose bicycle he took sixty-four years before, and he has come to see his confiscation of the bike as a theft for which he wants to make amends.

Our mental programs are adapted to life in a moral circle. We take pride in the achievements of our children; we are happy when our favorite sports team wins; many of us sing patriotic or religious songs with feeling and pledge allegiance to our national flag. We are ashamed of the failures of members of our group, and we feel guilty about our crimes. There are differences among groups in the fine-tuning of these emotions: in some societies a woman can get killed by male family members based on rumors that she slept with the wrong man, and in others a man can be punished by law for having paid sex. Nevertheless, moral, group-related emotions are universal. We have these emotions even about frivolous things such as sports, song festivals, and TV quiz shows. The moral circle affects not only our symbols, heroes, and rituals but also our values.

There may be dissent in societies regarding who within the group is good and who is bad. Politics serves to sort out the difference. In societies that are politically pluralistic, right-wing parties typically protect the strong members, left-wing parties protect the weak members, green parties protect the environment, and populist parties brand parts of the population as bad guys. Leaders such as former U.S. president George W. Bush try to promote internal group cohesion by creating enemies: they make the moral circle smaller, in the same way that populists and dictators often do. The perception of a threat makes people close ranks behind their current leader. Leaders such as U.S. president Barack Obama strive to enlarge the moral circle by creating friends, in the same way that diplomats and negotiators do. In doing so, however, they risk achieving fission in their own moral circle. President Anwar el-Sadat, of Egypt (1918–81), and Prime Minister Yitzhak Rabin, of Israel (1922–95), were both assassinated by one of their own people after reconciling with the traditional enemy.

The moral circle, in many guises and on scales from a single marriage to humanity as a whole, is the key determinant of our social lives, and it both creates and carries our culture.

Boundaries of the Moral Circle: Religion and Philosophy

Philosophy, spirituality, and religion are ways of sorting out the difference between good and bad. For 2,500 years, philosophers in the East and West have taught the Golden Rule: “Do to others as you would wish them to do to you”—which reads like an affirmation of the moral circle.10 Religious prescriptions such as “Love thy neighbor as thyself” serve the same purpose. Religious sects tend to draw their moral circle around members of their own community. Moral rights and duties, as well as rewards in the afterlife, are granted only to members of the faith. Religion, in essence and whatever the specific beliefs of a particular one, plays an important role in creating and delineating moral circles.

Nations and religions can come into competition if they both attempt to delineate a society-level moral circle in the same country. This has frequently happened during our history, and it is still happening today. The violence of these conflicts testifies to the importance of belonging to a moral circle. It also shows how great a prerogative it is to be the one who defines its boundaries. Through visits and speeches, new leaders typically take action to redefine the boundaries of the moral circle that they lead.

Some societies and religions have a tendency to expand the moral circle and to consider all humans as belonging to a single moral community. Hence the Universal Declaration of Human Rights,11 and hence calls for development aid. Indeed, animals can be drawn into the moral circle: people form associations or even political parties to protect animal rights, and pet animals are solemnly buried. However, in such a vast moral circle, rights and duties are necessarily diluted. Historically, religions that were tolerant of religious diversity have lost out against those that were more closed on themselves. Most empires have disintegrated from the inside.

Rules for dealing with bad people and with would-be newcomers also differ across societies, of which we shall see examples in subsequent chapters. We humans are continually negotiating the boundaries of our moral circles, and we do it in ways that differ across cultures. Culture is about how to be a good member of the moral circle, depending on one’s personal or ascribed properties, about what to do if people are bad, and about whom to consider for admission.

Beyond Race and Family

Gert Jan once took a night train from Vienna to Amsterdam. An elderly Austrian lady shared his compartment and offered him some delicious homegrown apricots. Then a good-looking young black man entered. The lady seemed terrified to find herself within touching distance of a black man, and Gert Jan set to work trying to reestablish a pleasant atmosphere. The young man turned out to be a classical ballet dancer from the Dutch National Ballet, with Surinamese origins, who had performed in Vienna. But the lady continued to be out of her wits with fear—xenophobia, in a literal sense. She could not get beyond the idea that when the dancer and Gert Jan talked music, they must mean African tam-tam. Luckily, the dancer was well traveled and did not take offense. The three arrived in Amsterdam safely after some polite chitchatting in English.

Humans whose ancestors came from different parts of the world look different. Some of our genetic differences are visible from the outside, even though our genetic variation as a species is small—smaller, for instance, than that of chimpanzees. Biologists call the human genome well mixed. We certainly are one single species, and it is becoming morally preferable to say that we are one human race.12 Still, biologically speaking, there are races in our species that can be identified through visual and genetic means. However, genetic differences are not the main basis for group boundaries. There is continuity in our genomes, but there is discontinuity in our group affiliations. Millions of migrants live in other continents than their ancestors. It takes an expert observer to guess both ethnic origin and adoptive nationality just by looking at somebody. And yet recognizing group identity matters a lot. Religion, language, and other symbolic group boundaries are important to humans, and we spend much of our time establishing, negotiating, and changing them. People can unite or fight over just about any symbolic matter, from good-old family feuds to territorial fights, defense of honor in response to an insult, or the meaning of a book.

The historical expansion of human societies to millions of individuals has changed the nature of relatedness. Today, many people feel related to people with whom they share a symbolic group membership, not necessarily a genetic one. We fight and die for our country, sometimes even for our soccer team. We form ecstatic crowds of millions that feel united in admiration of a pop star, a gripping politician, or a charismatic preacher. We are active on computer-mediated social networks with people all across the world, and these relationships can be meaningful even with people whom we have never met face-to-face. We have laws that allocate rights and duties to people regardless of family ties, except in special cases such as birth and inheritance. Family loyalty is still important and will no doubt continue to be so, but it is part of a larger societal framework. We live in societies that are so large that blood ties cannot be the only, or even the most important, way to determine moral rights and duties. That said, there is no doubt that blood is still thicker than water, and this is more so in some societies than in others, as we shall see in Chapter 4.

We and They

Social scientists use the terms in-group and out-group. In-group refers to what we intuitively feel to be “we,” while out-group refers to “they.” Humans really function in this simple way: we have a persistent need to classify others in either group. The definition of in-group is quite variable in some societies, but it is always noticeable. We use it for family versus in-laws (“the cold side of the family”), for our team versus the opponents, for people looking like us versus another race. In one experiment, U.S. researchers tested affective reactions of African-American and European-American participants to pictures of members of their own and of the opposite ethnic group.13 Both African-American and European-American participants showed more emotional and physiological reactions when viewing pictures of people of their own race than when viewing people of the other race. They were more emotionally involved with in-group members. While the experiment supported in-group empathy, it did not find a general out-group antipathy.

Gender also plays a role in we-they dynamics, as we might expect in a species in which gender roles have historically been very different regarding crossing group boundaries. Women have usually come into other groups as young adults, to live as loyal members of the new group. Men have frequently come to new groups to dominate or to fight them. Both males and females can easily learn to overcome fear of an unfamiliar-looking female, but they tend to remain scared of faces of out-group males.14 Of course, this depends on which faces are thought of as out-group, and that in turn depends on exposure in infancy.

In we-versus-they experiments, physiological measurements can be used alongside questionnaires to measure fear. People’s bodies can tell stories that their minds feel as taboo. These results confirm that family in a very wide sense is linked to human social biology and that ethnic characteristics are important as a quick aid in determining who belongs. People are we-versus-they creatures. In infancy they can learn to consider anyone, or any kind of face, as “we,” but after a few months their recognition is fixed. Later in life it becomes hard for people to change intuitive we-they responses to racial characteristics. Physiological reactions to a we-they situation can be based on any distinction among groups—even that among students from different university departments.15

Ideologies as Group Markers

If you could make three statements about yourself, what would you say? Would you mention individual characteristics such as the color of your eyes, your favorite sports or food, or the like? More likely, you would mention group membership attributes such as gender, profession, nationality, religion, which sports team you favor, and which role you fulfill in society. Even if you mention only personal attributes, they are probably attributes that are esteemed among people who matter to you. Much of people’s social activity is spent explicitly maintaining symbolic group ties. Most people most of the time are busy being good members of the groups to which they belong. They show it in their clothes, their movements, their way of speaking, their possessions, and their jobs. They spend time with these groups in rituals that strengthen them: talking, laughing, playing, touching, singing, fighting playfully, eating, drinking, and so forth. These activities all aim at reinforcing the moral circle. On a conscious level, however, few would look at their daily lives that way. Instead, people describe what they do in terms of its ritual justification. They go to work, they make strategic plans, they do team building, they attend church services, they serve their country, they celebrate a special occasion.

So, most people see differences where an anthropologist or a biologist sees similarities. These differences are important because we are continually defining and redefining who belongs to what group and in what role. Creating groups and changing membership is one of people’s core activities in life. Every society has different rules about how bad it is to leave one group and to join another. It is not surprising that many groups have strong prohibitions against leaving, sometimes backed up by severe penalties. It is never easy to be of a minority religion, for instance, whatever the country one lives in. The degree to which groups penalize deviant symbolic identities and behaviors differs enormously across societies, as shall be discussed in subsequent chapters.

Layers of Culture

In the course of our lives, each of us has to find his or her place in many moral circles. Every group or category of people carries a set of common mental programs that constitutes its culture. As almost everyone belongs to a number of different groups and categories at the same time, we unavoidably carry several layers of mental programming within ourselves, corresponding to different levels of culture. In particular:

[image: image] A national level according to one’s country (or countries, for people who migrated during their lifetimes)

[image: image] A regional and/or ethnic and/or religious and/or linguistic affiliation level

[image: image] A gender level, according to whether one was born as a girl or as a boy

[image: image] A generation level, separating grandparents from parents from children

[image: image] A social class level, associated with educational opportunities and with a person’s occupation or profession

[image: image] For those who are employed, organizational, departmental, and/or corporate levels according to the way employees have been socialized by their work organization

The mental programs from these various levels are not necessarily in harmony. In modern society they are often partly conflicting: for example, religious values may conflict with generation values; gender values may conflict with organizational practices. Conflicting mental programs within people make it difficult to anticipate their behavior in a new situation.

Culture Change: Changing Practices, Stable Values

If you could step into a time machine and travel back sixty years to the time of your parents or grandparents, you would find the world much changed. There would be no computers, and television sets would rarely be seen. The cities would appear small and provincial, with only the occasional car and no big retail chain outlets. Travel back another sixty years and cars would disappear from the streets as well, as would telephones, washing machines, and vacuum cleaners from our houses and airplanes from the air.

Our world is changing. Technology invented by people surrounds us. The World Wide Web has made our world appear smaller, so that the notion of a “global village” seems appropriate. Business companies operate worldwide. They innovate rapidly; many do not know today what products they will manufacture and sell next year or what new job types they will need in five years. Mergers and stock market fluctuations shake the business landscape.

So, on the surface, change is all-powerful. But how deep are these changes? Can human societies be likened to ships that are rocked about aimlessly on turbulent seas of change? Or to shores, covered and then bared again by new waves washing in, altered ever so slowly with each successive tide?

A book by a Frenchman about his visit to the United States contains the following text:

The American ministers of the Gospel do not attempt to draw or to fix all the thoughts of man upon the life to come; they are willing to surrender a portion of his heart to the cares of the present. . . . If they take no part themselves in productive labor, they are at least interested in its progress, and they applaud its results.

The author, we might think, refers to U.S. TV evangelists. In fact, he was a French visitor, Alexis de Tocqueville, and his book appeared in 1835.16

Recorded comments by visitors from one country to another are a rich source of information on how national culture differences were perceived in the past, and they often look strikingly modern, even if they date from centuries ago.

There are many things in societies that technology and its products do not change. If young Turks drink Coca-Cola, this does not necessarily affect their attitudes toward authority. In some respects, young Turks differ from old Turks, just as young Americans differ from old Americans. In the “onion” model of Figure 1.2, such differences mostly involve the relatively superficial spheres of symbols and heroes, of fashion and consumption. In the sphere of values—that is, fundamental feelings about life and about other people—young Turks differ from young Americans just as much as old Turks differ from old Americans. There is no evidence that the values of present-day generations from different countries are converging.

Culture change can be fast for the outer layers of the onion diagram, labeled practices. Practices are the visible part of cultures. New practices can be learned throughout one’s lifetime; people older than seventy happily learn to surf the Web on their first personal computer, acquiring new symbols, meeting new heroes, and communicating through new rituals. Culture change is slow for the onion’s core, labeled values. As already argued, these were learned when we were children, from parents who acquired them when they were children. This makes for considerable stability in the basic values of a society, in spite of sweeping changes in practices.

These basic values affect primarily the gender, the national, and maybe the regional layer of culture. Never believe politicians, religious leaders, or business chiefs who claim they will reform national values. National value systems should be considered given facts, as hard as a country’s geographical position or its weather. Layers of culture acquired later in life tend to be more changeable. This is the case, in particular, for organizational cultures, which the organization’s members joined as adults. It doesn’t mean that changing organizational cultures is easy—as will be shown in Chapter 10—but at least it is feasible.

There is no doubt that dazzling technological changes are taking place that affect all but the poorest or remotest of people, but people put these new technologies to familiar uses. Many of them are used to do much the same things as our grandparents did: to make money, to impress other people, to make life easier, to coerce others, or to seduce potential partners. All these activities are part of the social game. We are attentive to how other people use technology, what clothes they wear, what jokes they make, what food they eat, and how they spend their vacations. And we have a fine antenna that tells us what choices to make ourselves if we wish to belong to a particular social circle.

The social game itself is not deeply changed by the changes in today’s society. The unwritten rules for success, failure, belonging, and other key attributes of our lives remain similar. We need to fit in, to behave in ways that are acceptable to the groups to which we belong. Most changes concern the toys we use in playing the game.

More about cultural change, including its origins and dynamics, will be found in Chapter 12.

National Culture Differences

The invention of nations, political units into which the entire world is divided and to one of which every human being is supposed to belong—as manifested by his or her passport—is a recent phenomenon in human history. Earlier, there were states, but not everybody belonged to one of these or identified with one. The nation system was introduced worldwide only in the mid-twentieth century. It followed the colonial system that had developed during the preceding three centuries. In this colonial period the technologically advanced countries of Western Europe divided among themselves virtually all territories of the globe that were not held by another strong political power. The borders between the former colonial nations still reflect the colonial legacy. In Africa in particular, most national borders correspond to the logic of the colonial powers rather than to the cultural dividing lines of the local populations.

Nations, therefore, should not be equated to societies. Societies are historically, organically developed forms of social organization. Strictly speaking, the concept of a common culture applies to societies, not to nations. Nevertheless, many nations do form historically developed wholes even if they consist of clearly different groups and even if they contain less integrated minorities.

Within nations that have existed for some time there are strong forces toward further integration: (usually) one dominant national language, common mass media, a national education system, a national army, a national political system, national representation in sports events with a strong symbolic and emotional appeal, a national market for certain skills, products, and services. Today’s nations do not attain the degree of internal homogeneity of the isolated, usually nonliterate societies studied by field anthropologists, but they are the source of a considerable amount of common mental programming of their citizens.17

On the other hand, there remains a tendency for ethnic, linguistic, and religious groups to fight for recognition of their own identity, if not for national independence; this tendency has been increasing rather than decreasing since the 1960s. Examples are the Ulster Roman Catholics; the Belgian Flemish; the Basques in Spain and France; the Kurds in Iran, Iraq, Syria, and Turkey; the ethnic groups of former Yugoslavia; the Hutu and Tutsi tribes in Rwanda; and the Chechens in Russia.

In research on cultural differences, nationality—the passport one holds—should therefore be used with care. Yet it is often the only feasible criterion for classification. Rightly or wrongly, collective properties are ascribed to the citizens of certain countries: people refer to “typically American,” “typically German,” and “typically Japanese” behavior. Using nationality as a criterion is a matter of expediency, because it is immensely easier to obtain data for nations than for organic homogeneous societies. Nations as political bodies supply all kinds of statistics about their populations. Survey data (that is, the answers people give on paper-and-pencil questionnaires related to their culture) are also mostly collected through national networks. Where it is possible to separate results by regional, ethnic, or linguistic group, this is useful.

A strong reason for collecting data at the level of nations is that one of the purposes of cross-cultural research is to promote cooperation among nations. As argued at the beginning of this chapter, the (more than two hundred) nations that exist today populate one single world, and we either survive or perish together. So, it makes practical sense to focus on cultural factors separating or uniting nations.

National Identities, Values, and Institutions

Countries and regions differ in more than their cultures. Figure 1.4 distinguishes three kinds of differences between countries: identity, values, and institutions, all three rooted in history. Identity answers the question “To which group do I belong?” It is often rooted in language and/or religious affiliation, and it is visible and felt both by the holders of the identity and by the environment that does not share it. Identity, however, is not a core part of national cultures; in the terminology of Figure 1.2, identity differences are rooted in practices (shared symbols, heroes, and rituals), not necessarily in values.

Identities can shift over a person’s lifetime, as happens among many successful migrants. A common experience for second-generation immigrants is to identify with their country of origin while they live in the adoptive country of their parents but, in contrast, to feel that they belong to their new country when they visit their parents’ country of origin. This is because they are likely to live by a mix of cultural (hidden) rules from both societies while emotionally needing a primary group with which to identify. To no surprise, they often seek comfort with one another.

FIGURE 1.4 Sources of Differences Between Countries and Groups

[image: image]

Identity is explicit: it can be expressed in words, such as “a woman,” “a bicultural individual,” “an American citizen.” In fact, the same person could report being any of these three things, depending on the setting in which you asked. The degree to which identities can be multiple depends on culture. It relates to the individualism-collectivism distinction, which we will meet in Chapter 4. Individualistic environments such as modern cities, academia, and modern business allow people to have several identities and to easily change their identity portfolios. In collectivistic societies, in which most of the world’s population still lives, one conceives as oneself much more as belonging to a community, whether this be ethnic, regional, or national, and one’s sense of identity derives mainly from that group affiliation.

Values are implicit: they belong to the invisible software of our minds. Talking about our own values is difficult, because it implies questioning our motives, emotions, and taboos. Our own culture is to us like the air we breathe, while another culture is like water—and it takes special skills to be able to survive in both elements. Intercultural encounters are about that, and Chapter 11 will be devoted to them.

In popular parlance and in the press, identity and culture are often confused. Some sources refer to cultural identity to describe what we would call group identity. Groups within or across countries that fight each other on the basis of their different identities may very well share basic cultural values; this was or is the case in many parts of the Balkans, for the Catholics and Protestants in Northern Ireland, and for the Flemish and French speakers in Belgium. On the other hand, persons with different cultural backgrounds may form a single group with a single identity, as in intercultural teams—in business, in academia, or in professional soccer.

Countries also obviously differ in their historically grown institutions, which comprise the rules, laws, and organizations dealing with family life, schools, health care, business, government, sports, media, art, and sciences. Some people, including quite a few sociologists and economists, believe these are the true reasons for differences in thinking, feeling, and acting among countries. If we can explain such differences by institutions that are clearly visible, do we really need to speculate about cultures as invisible mental programs?

The answer to this question was given more than two centuries ago by a French nobleman, Charles-Louis de Montesquieu (1689–1755), in De l’esprit des lois (The Spirit of the Laws).

Montesquieu argued that there is such a thing as “the general spirit of a nation” (what we now would call its culture), and that “the legislator should follow the spirit of the nation . . . for we do nothing better than what we do freely and by following our natural genius.”18 Thus, institutions follow mental programs, and in the way they function they adapt to local culture. Similar laws work out differently in different countries, as the European Union has experienced on many occasions. In their turn, institutions that have grown within a culture perpetuate the mental programming on which they were founded. Institutions cannot be understood without considering culture, and understanding culture presumes insight into institutions. Reducing explanations to either one or the other is sterile.

A country’s values are strongly related to the structure and functioning of its institutions and much less to differences in identity; therefore, in Figure 1.4 the horizontal arrows appear only between the “values” and the “institutions” blocks.

An important consequence of this fact is that we cannot change the way people in a country think, feel, and act by simply importing foreign institutions. After the demise of communism in the former Soviet Union and other parts of Eastern Europe, some economists thought that all that the former communist countries needed was capitalist institutions, U.S. style, in order to find the road to wealth. Things did not work out that way. Each country has to struggle through its own type of reforms, adapted to the software of its people’s minds. Globalization by multinational corporations and supranational institutions such as the World Bank meets fierce local resistance because economic systems are not culture free.

What About National Management Cultures?

The business and business school literature often refers to national “management” or “leadership” cultures. Management and leadership, however, cannot be isolated from other parts of society. U.S. anthropologist Marvin Harris has warned that “one point anthropologists have always made is that aspects of social life which do not seem to be related to one another, actually are related.”19

Managers and leaders, as well as the people they work with, are part of national societies. If we want to understand their behavior, we have to understand their societies. For example, we need to know what types of personalities are common in their country; how families function and what this means for the way children are brought up; how the school system works, and who goes to what type of school; how the government and the political system affect the lives of the citizens; and what historical events their generation has experienced. We may also need to know something about their behavior as consumers and their beliefs about health and sickness, crime and punishment, and religious matters. We may learn a lot from their countries’ literature, arts, and sciences. The following chapters will at times pay attention to all of these fields, and most of them will prove relevant for understanding a country’s management as well. In culture there is no shortcut to the business world.

Cultural Relativism

In daily conversations, in political discourse, and in the media that feed them, alien cultures are often pictured in moral terms, as better or worse. Yet there are no scientific standards for considering the ways of thinking, feeling, and acting of one group as intrinsically superior or inferior to those of another.

Studying differences in culture among groups and societies presupposes a neutral vantage point, a position of cultural relativism. A great French anthropologist, Claude Lévi-Strauss (1908–2009), has expressed it as follows:

Cultural relativism affirms that one culture has no absolute criteria for judging the activities of another culture as “low” or “noble.” However, every culture can and should apply such judgment to its own activities, because its members are actors as well as observers.20

Cultural relativism does not imply a lack of norms for oneself, nor for one’s society. It does call for suspending judgment when dealing with groups or societies different from one’s own. One should think twice before applying the norms of one person, group, or society to another. Information about the nature of the cultural differences between societies, their roots, and their consequences should precede judgment and action.

Even after having been informed, the foreign observer is still likely to deplore certain ways of the other society. If professionally involved in the other society, for example as an expatriate manager or development cooperation expert, he or she may very well want to induce changes. In colonial days foreigners often wielded absolute power in other societies, and they could impose their rules on it. In these postcolonial days, in contrast, foreigners who want to change something in another society will have to negotiate their interventions. Negotiation again is more likely to succeed when the parties concerned understand the reasons for the differences in viewpoints.

Culture as a Phoenix

During a person’s life, new body cells continually replace old ones. The twenty-year-old does not retain a single cell of the newborn. In a restricted physical sense, therefore, one could say we exist only as a sequence of cell assemblies. Yet we exist as ourselves. This is because all these cells share the same genes.

At the level of societies, an analogous phenomenon occurs. Our societies have a remarkable capacity for conserving their distinctive culture through generations of successive members and despite varied and numerous forces of change. While change sweeps the surface, the deeper layers remain stable, and the culture rises from its ashes like a phoenix.

But what do these deeper layers consist of? Although our genes give us the capacity to create and maintain culture, the evidence that is available so far suggests that culture is influenced far more by our experiences than by our genes. Culture is the unwritten book with rules of the social game that is passed on to newcomers by its members, nesting itself in their minds. In the following chapters we will describe the main themes that these unwritten rules cover. They deal with the basic issues of human social life.


2 Studying Cultural Differences

At the start a new candidate for paradigm may have few supporters, and on occasions the supporters’ motives may be suspect. Nevertheless, if they are competent, they will improve it, explore its possibilities, and show what it would be like to belong to the community guided by it. And if that goes on, if the paradigm is one destined to win its fight, the number and strength of the persuasive arguments in its favor will increase. More scientists will then be converted, and the exploration of the new paradigm will go on. Gradually the number of experiments, instruments, articles, and books based upon the paradigm will multiply. Still more men, convinced of the new view’s fruitfulness, will adopt the new mode of practicing normal science, until at last a few elderly holdouts remain. And even they, we cannot say, are wrong.

—Thomas S. Kuhn, The Structure of Scientific Revolutions

Thomas Kuhn (1922–96) was an American philosopher and historian of science. The citation here is from his well-known book in which he describes, with examples from various sciences, how scientific innovation is brought about. In a given period certain assumptions called paradigms dominate a scientific field and constrain the thinking of the scientists in that field. Kuhn called the work done within these paradigms normal science. Every now and then, normal science runs into limits: it is unable to explain new facts or unable to meet new challenges. Then, a paradigm change is initiated. As gradually more and more people move to the new paradigm, this then becomes a new type of normal science.

In this chapter we will describe the research process on which this book was based. It is based on a paradigm introduced by Geert in the 1980 edition of his book Culture’s Consequences, the dimensions approach, which since has acquired normal science status.

Measuring Values

As values, more than practices, are the stable element in culture, comparative research on culture starts from the measurement of values. Inferring values from people’s actions only is cumbersome and ambiguous. Various paper-and-pencil questionnaires have been developed that ask for people’s preferences among alternatives. The answers should not be taken too literally: in reality people will not always act as they have scored on the questionnaire. Still, questionnaires provide useful information, because they show differences in answers between groups or categories of respondents. For example, suppose a question asks for one’s preference for time off from work versus more pay. An individual employee who states that he or she prefers time off may in fact opt for the money if presented with the actual choice, but if in group A more people claim to prefer time off than in group B, this does indicate a cultural difference between these groups in the relative value of free time versus money.

In interpreting people’s statements about their values, it is important to distinguish between the desirable and the desired: how people think the world ought to be versus what people want for themselves. Questions about the desirable refer to people in general and are worded in terms of right/wrong, should/should not, agree/disagree, important/unimportant, or something similar. In the abstract, everybody is in favor of virtue and opposed to sin, and answers about the desirable express people’s views about what represents virtue and what corresponds to sin. The desired, on the contrary, is worded in terms of “you” or “me” and what we want for ourselves, including our less virtuous desires. The desirable bears only a faint resemblance to actual behavior, but even statements about the desired, although closer to actual behavior, do not necessarily correspond to the way people really behave when they have to choose.

The desirable differs from the desired in the nature of the norms involved. Norms are standards for behavior that exist within a group or category of people.1 In the case of the desirable, the norm is absolute, pertaining to what is ethically right. In the case of the desired, the norm is statistical: it indicates the choices made by the majority. The desirable relates more to ideology, the desired to practical matters.

Interpretations of value studies that neglect the difference between the desirable and the desired may lead to paradoxical results. A case in which the two produced diametrically opposed answers was found in the IBM studies, to be described later on in this chapter. Employees in different countries were asked for their agreement or disagreement with the statement “Employees in industry should participate more in the decisions made by management.” This is a statement about the desirable. In another question people were asked whether they personally preferred a manager who “usually consults with subordinates before reaching a decision.” This is a statement about the desired. A comparison of the answers to these two questions revealed that in countries in which the consulting manager was less popular, people agreed more with the general statement that employees should participate in decisions, and vice versa; the ideology was the mirror image of the day-to-day relationship with the boss.2

Dimensions of National Cultures

In the first half of the twentieth century, social anthropology developed the conviction that all societies, modern or traditional, face the same basic problems; only the answers differ. American anthropologists, in particular Ruth Benedict (1887–1948) and Margaret Mead (1901–78), played an important role in popularizing this message for a wide audience.

The logical next step was that social scientists attempted to identify what problems were common to all societies, through conceptual reasoning and reflection on field experiences as well as through statistical studies. In 1954 two Americans, the sociologist Alex Inkeles and the psychologist Daniel Levinson, published a broad survey of the English-language literature on national culture. They suggested that the following issues qualify as common basic problems worldwide, with consequences for the functioning of societies, of groups within those societies, and of individuals within those groups:

[image: image] Relation to authority

[image: image] Conception of self—in particular:

[image: image] The relationship between individual and society

[image: image] The individual’s concept of masculinity and femininity

[image: image] Ways of dealing with conflicts, including the control of aggression and the expression of feelings3

Twenty years later Geert was given the opportunity to study a large body of survey data about the values of people in more than fifty countries around the world. These people worked in the local subsidiaries of one large multinational corporation: International Business Machines (IBM). At first it may seem surprising that employees of a multinational corporation—a very special kind of people—could serve for identifying differences in national value systems. However, from one country to another they represented almost perfectly matched samples: they were similar in all respects except nationality, which made the effect of nationality differences in their answers stand out unusually clearly.

A statistical analysis4 of the country averages of the answers to questions about the values of similar IBM employees in different countries revealed common problems, but with solutions differing from country to country, in the following areas:

[image: image] Social inequality, including the relationship with authority

[image: image] The relationship between the individual and the group

[image: image] Concepts of masculinity and femininity: the social and emotional implications of having been born as a boy or a girl

[image: image] Ways of dealing with uncertainty and ambiguity, which turned out to be related to the control of aggression and the expression of emotions

These empirical results covered amazingly well the areas predicted by Inkeles and Levinson twenty years before. The discovery of their prediction provided strong support for the theoretical importance of the empirical findings. Problems that are basic to all human societies should be reflected in different studies, regardless of their methods. The Inkeles and Levinson study had strikingly predicted what Geert found twenty years later.

The four basic problem areas defined by Inkeles and Levinson and empirically found in the IBM data represent dimensions of cultures. A dimension is an aspect of a culture that can be measured relative to other cultures. The four dimensions found will be described in Chapters 3 through 6. They have been named power distance (from small to large), collectivism versus individualism, femininity versus masculinity, and uncertainty avoidance (from weak to strong). Each of these terms existed already in some part of the social sciences, and they seemed to apply reasonably well to the basic problem area each dimension stands for. Together they form a four-dimensional model of differences among national cultures. Each country in the model is characterized by a score on each of the four dimensions.

A dimension groups together a number of phenomena in a society that were empirically found to occur in combination, regardless of whether there seems to be a logical necessity for their going together. The logic of societies is not the same as the logic of individuals looking at them. The grouping of the different aspects of a dimension is always based on statistical relationships—that is, on trends for these phenomena to occur in combination, not on iron links. Some aspects in some societies may go against a general trend found across most other societies. Because they are found with the help of statistical methods, dimensions can be detected only on the basis of comparative information from a number of countries—say, at least ten. In the case of the IBM research, Geert was fortunate to obtain comparable data about culturally determined values from (initially) forty countries, which made the dimensions within their differences stand out clearly.

The scores for each country on one dimension can be pictured as points along a line. For two dimensions at a time, they become points in a diagram. For three dimensions, they could, with some imagination, be seen as points in space. For four or more dimensions, they become difficult to imagine. This is a disadvantage of dimensional models. Another way of picturing differences among countries (or other social systems) is through typologies. A typology describes a set of ideal types, each of them easy to imagine. A common typology of countries in the second half of the twentieth century was dividing them into a first, second, and third world (a capitalist, communist, and former colonial bloc).

Whereas typologies are easier to grasp than dimensions, they are problematic in empirical research. Real cases seldom fully correspond to one single ideal type. Most cases are hybrids, and arbitrary rules have to be made for classifying them as belonging to one type or another. With a dimensional model, on the contrary, cases can always be scored unambiguously. On the basis of their dimension scores, cases can afterward empirically be sorted into clusters with similar scores. These clusters then form an empirical typology. More than fifty countries in the IBM study could, on the basis of their scores on the four dimensions, be sorted into twelve such clusters.5

In practice, typologies and dimensional models are complementary. Dimensional models are preferable for research, and typologies are useful for teaching purposes. This book will use a kind of typology approach for explaining each of the dimensions. For every separate dimension, it describes the two opposite extremes as pure types. Later on, some dimensions are plotted two by two, every plot creating four types. The country scores on the dimensions will show that most real cases are somewhere in between the extremes.

Using Correlations

Dimensions are based on correlations. Two measures (called variables) are said to be correlated if they vary together. For example, if we were to measure the height and weight of a hundred people randomly picked from the street, we would find the height and weight measures to be correlated: taller people would also usually be heavier, and shorter ones would also tend to be lighter. Because some people are tall and skinny and some are short and fat, the correlation would not be perfect.

The coefficient of correlation6 expresses the strength of the relationship. If the correlation is perfect, so that one measure follows entirely from the other, the coefficient takes the value 1.00. If the correlation is nonexistent—the two measures are completely unrelated—the coefficient is 0.00. The coefficient can become negative if the two measures are each other’s opposite—for example, a person’s height and the number of times he or she would meet someone who is still taller. The lowest possible value is —1.00; in this case the two measures are again perfectly correlated, only the one is positive when the other is negative, and vice versa. In the example of the height and weight of people, one could expect a coefficient of about 0.80 if the sample included only adults—and even higher if both children and adults were included in the sample, because children are extremely small and light compared with adults.

A correlation coefficient is said to be (statistically) significant if it is sufficiently different from zero (to the positive or to the negative side) to rule out the possibility that the similarity between the two measures is due to pure chance. The significance level, usually 0.05, 0.01, or 0.001, is the remaining risk that the similarity is still accidental. If the significance level is 0.05, the odds against an association by chance are 19 to one; if it is 0.001, the odds are 999 to one.7

If the correlation coefficient between two variables is 1.00 or —1.00, we can obviously completely predict one if we know the other. If their correlation coefficient is ±0.90, we can predict 81 percent of the differences (called the variance) in one if we know the other; if it is ±0.80, we can predict 64 percent of the variance, and so on. The predictive power decreases with the square of the correlation coefficient. If we have a lot of data, a correlation coefficient of 0.40 may still be significant, although the first variable predicts only 0.40 × 0.40 = 16 percent of the variance in the second. The reason we are interested in such relatively weak correlations is that often, phenomena in the social world are the result of many factors working at the same time: they are multicausal. Correlation analysis helps us to isolate possible causes.

In the case of three or more measures, we can choose one as our dependent variable and calculate the combined effect of the remaining, independent variables on this dependent variable. For example, we could measure not only the height but also the shoulder width of our hundred randomly picked test persons, and these two “independent” variables together would correlate with our “dependent” weight measure even more strongly than height alone. A statistical technique called regression allows us to measure the contribution of each of the independent variables separately. In our analysis we often use stepwise regression, a method to sort the independent variables step-by-step in order of their contribution to the dependent variable. This contribution is usually expressed as a percent of the variance in the independent variable. In a stepwise regression of the body measures of our imaginary hundred persons, we might find, for example, that height contributed 64 percent to the variance in weight, and height plus shoulder width contributed 83 percent.

For readability reasons, correlation coefficients and regression results in this book are given in the endnotes; the text refers to the conclusions drawn from them and sometimes to percentages of variance explained. Readers interested in additional statistical proof are referred to Geert’s book Culture’s Consequences, 2001.

Replications of the IBM Research

In the 1970s, while IBM survey data continued to come in, Geert administered some of the same questions to an international population of non-IBM managers. These people, who came from different companies in fifteen countries, attended courses at a business school in Switzerland where Geert was a visiting lecturer.8 At that time, he did not yet have a clear concept of dimensions in the data, but the replication showed that on a key question about power (later part of the power distance dimension), the countries ranked almost exactly the same as in IBM. Other questions indicated country differences in what we now call individualism versus collectivism, again very similar to those in IBM. This was Geert’s first indication that the country differences found inside IBM existed elsewhere as well.

In later years many people administered the IBM questionnaire—or parts of it, or its later, improved versions, called Values Survey Modules (VSMs)—to other groups of respondents.9 The usefulness of replications increases with the number of countries included. The more countries, the easier it becomes to use statistical tests for verifying the degree of similarity in the results. As of this writing, along with many smaller studies, we count six major replication studies, each covering fourteen or more countries from the IBM database. Those six are listed in Table 2.1.

Four of the six replications in Table 2.1 confirm only three out of the four dimensions—and each time the one missing is different. For example, data obtained from consumers did not replicate the power distance dimension. We assume this is because the respondents included people in different jobs with different relationships to power or people without paid jobs at all, such as students and housewives.

Most of the smaller studies compared two or three countries at a time. It would seem too idealistic to expect confirmation of the IBM results in all these cases, but a review of nineteen small replications by the Danish researcher Mikael Søndergaard found that together they did statistically confirm all four dimensions.10 The strongest confirmation was for individualism. Most small replications start from the United States, which in the IBM studies was the highest scorer on individualism, and any comparison with the United States is likely to show a clear individualism difference.

The success of the replications does not necessarily mean that the countries’ cultures did not change since the IBM research, but if they changed, they changed together, so that their relative position remained intact.

TABLE 2.1 Six Major Replications of the IBM Research

[image: image]

1 Members of government, parliamentarians, labor and employers’ leaders, academics, and artists. These people were surveyed in 1984 via the Salzburg Seminar in American Studies. On the basis of the formulas in the VSM 82, their answers confirmed power distance, uncertainty avoidance, and individualism (Hoppe, 1990); using the VSM 94 they also confirmed masculinity (Hoppe, 1998).

2 Employees of six international corporations (but not IBM) from between 28 and 32 countries: Shane (1995); Shane & Venkataraman (1996). This study confirmed power distance, uncertainty avoidance, and individualism. It did not include questions about masculinity, which was judged politically incorrect(!).

3 Commercial airline pilots from 19 countries: Helmreich & Merritt (1998). Using the VSM 82 this study confirmed power distance and individualism; including other IBM questions judged more relevant to the pilot’s situation, it confirmed all four dimensions (Merritt, 2000).

4 Consumers from 15 European countries: de Mooij (2004); Culture’s Consequences (2001), pp. 187, 262, 336. Using the VSM 94 this study confirmed uncertainty avoidance, individualism, and masculinity. It did not confirm power distance, probably because the consumers were not selected on the basis of the jobs they did (or whether they had a paid job at all).

5 Top municipal civil servants from 14 countries: Søndergaard (2002); Mouritzen & Svara (2002). Using the VSM 94 they confirmed power distance, uncertainty avoidance, and masculinity and related the first two to the forms of local government in the countries.

6 Employees of an international bank in 19 countries: van Nimwegen (2002). This study confirmed power distance and individualism and also, but with a somewhat lesser fit, masculinity and long-term orientation, but not uncertainty avoidance.

Table 2.2 lists in alphabetical order all countries and regions for which dimension scores are presented in this book. Chapters 3 through 6, based on the IBM research and its replications, give scores for seventy-six countries and regions; Chapters 7 and 8, based on World Values Survey data, list scores for ninety-three cases each.

TABLE 2.2 Countries and Regions for Which Dimension Scores Are Available
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Extending the IBM Model: The Chinese Value Survey

In late 1980, just after Culture’s Consequences had been published, Geert met Michael Harris Bond, from the Chinese University of Hong Kong. Bond and a number of his colleagues from the Asia-Pacific region had just finished a comparison of the values of female and male psychology students from each of ten national or ethnic groups in their region.11 They had used an adapted version of the Rokeach Value Survey (RVS), developed by U.S. psychologist Milton Rokeach on the basis of an inventory of values in U.S. society around 1970. When Bond analyzed the RVS data in the same way that Geert had analyzed the IBM data, he also found four meaningful dimensions. Across the six countries that were part of both studies, each RVS dimension was significantly correlated with one of the IBM dimensions.12

The discovery of similar dimensions in completely different material represented strong support for the basic nature of what was found. With another questionnaire, using other respondents (students instead of IBM employees), at another point in time (data collected around 1979 instead of 1970) and in a restricted group of countries, four similar dimensions emerged. Both Michael and Geert were not just pleased but also puzzled. The survey results themselves demonstrated that people’s ways of thinking are culturally constrained. As the researchers were human, they were also children of their cultures; both the IBM questionnaire and the RVS were products of Western minds. In both cases, respondents in non-Western countries had answered Western questions. To what extent had this circumstance been responsible for the correlation between the results of the two studies? To what extent had irrelevant questions been asked and relevant questions been omitted?

Michael Bond, a Canadian having lived and worked in the Far East since 1971, found a creative solution to the Western bias problem. He asked a number of his Chinese colleagues from Hong Kong and Taiwan to help him compose a list of basic values for Chinese people. The new questionnaire was called the Chinese Value Survey (CVS). It was administered in translation to one hundred students, fifty men and fifty women, in each of twenty-three countries around the world. A statistical analysis of the CVS results yielded again four dimensions. Across twenty overlapping countries, three dimensions of the CVS replicated dimensions earlier found in the IBM surveys, but the fourth CVS dimension was not correlated with the fourth IBM dimension: uncertainty avoidance had no equivalent in the CVS. The fourth CVS dimension instead combined values opposing an orientation on the future to an orientation on the past and present.13 Geert labeled it long-term versus short-term orientation (LTO) and adopted it as a fifth universal dimension. Twenty years later Misho Minkov unraveled from the World Values Survey a dimension that was correlated with LTO and helped us to redefine it and extend it to many more countries. The full story will be told in Chapter 7.

Validation of the Country Culture Scores Against Other Measures

The next step was showing the practical implications of the dimension scores for the countries concerned. This was done quantitatively by correlating the dimension scores with other measures that could be logically expected to reflect the same culture differences. These quantitative checks were supplemented with qualitative, descriptive information about the countries. This entire process is called validation.

Examples, which will be elaborated upon in Chapters 3 through 8, are that power distance was correlated with the use of violence in domestic politics and with income inequality in a country. Individualism was correlated with national wealth (GNI per capita) and with mobility between social classes from one generation to the next. Masculinity was correlated negatively with the share of the gross national income that governments of wealthy countries spent on development assistance to the third world. Uncertainty avoidance was associated with Roman Catholicism and with the legal obligation of citizens in developed countries to carry identity cards. Long-term orientation was correlated with national savings rates.

Relationships between measurable phenomena in the world can be complex. The dimensions of national cultures described in the following chapters are meant to improve our understanding by reducing this complexity, but they cannot eliminate it. For each dimension, we describe with which phenomena it is most strongly correlated. Sometimes we need two, or rarely three, dimensions for our explanation, but our goal is to keep it as simple as our data permit.

Altogether, the 2001 edition of Culture’s Consequences lists more than four hundred significant correlations of the IBM dimension scores with other measures; in one out of six cases, we need two dimensions, and in one out of fifty, we need three.14 A striking fact of the various validations is that correlations do not tend to become weaker over time. The IBM national dimension scores (or at least their relative positions) have remained as valid in the year 2010 as they were around 1970, indicating that they describe relatively enduring aspects of these countries’ societies.

Culture Scores and Personality Scores: No Reason for Stereotyping

American social anthropologists in the first half of the twentieth century saw a close relationship between cultures and the personalities of the people in them. What we now call national culture was then called national character or modal personality; American pioneer anthropologist Ruth Benedict saw human cultures as “personality writ large.”15

A criticism of this viewpoint was that it led to the stereotyping of individuals. Stereotypes are literally printing plates; figuratively they are conventional notions that are usually associated uncritically with a person on the basis of his or her background. The accusation of stereotyping individuals has sometimes also been raised against the national culture dimensions paradigm.

The relationship between national culture and personality received new attention at the end of the twentieth century, due to the availability of better data. On the culture side, these came from our values research; on the personality side, from developments in personality testing. In a personality test an individual answers a number of questions about him- or herself. In the mid-twentieth century there used to be a confusing variety of competing personality tests, but in the 1990s a consensus was growing that a useful common denominator of most personality tests in most countries is a set of five dimensions of personality variation (the so-called Big Five):

O: Openness to experience versus rigidity

C: Conscientiousness versus undependability

E: Extraversion versus introversion

A: Agreeableness versus ill-temperedness

N: Neuroticism versus emotional stability

U.S. psychologists Paul T. Costa and Robert R. McCrae developed a self-scored personality test based on the Big Five, the Revised NEO Personality Inventory (NEO-PI-R). By the end of the century, it had been translated from American English into a number of other languages and used on samples of the same kind of people in many countries.

In a joint article, McCrae and Hofstede explored the relationship between personality dimension scores and national culture dimension scores. Mean scores on the five NEO-PI-R dimensions for comparative samples from thirty-three countries correlated significantly with all four IBM culture dimensions.16 We will meet some of these correlations in the following chapters. Our joint study showed that culture and personality are not independent. Refer again to Figure 1.1: while there is a wide range of different personalities within every country, the way these individuals describe themselves in personality tests is partly influenced by the national culture of the country.

The association between personality and culture, however, is statistical, not absolute. It does not justify the use of national culture scores as stereotypes for individuals from these nations. The range of personalities within each country is far too wide for that. National culture scores are not about individuals, but about national societies.

Other Classifications of National Cultures

The basic innovation of Culture’s Consequences, when it appeared in 1980, was classifying national cultures along a number of dimensions. As we argued at the beginning of this chapter, this represented a new paradigm in the study of culture—that is, a radically new approach. A paradigm is not a theory, but one step before a theory: a way of thinking that leads to developing theories. New paradigms invariably lead to controversy, as they reverse cherished truths but also open new perspectives. Since Culture’s Consequences, several other theories of national cultures have used the same paradigm, each suggesting its own way of classifying them.

An elaborate and widely known application of the dimensions paradigm was by the Israeli psychologist Shalom H. Schwartz. From a survey of the literature, he selected a list of fifty-six value items. A major inspiration for his list was the work of the American psychologist Milton Rokeach (1973), who compared different groups in the American population on eighteen “terminal values” (nouns describing desirable end states, such as equality) and eighteen “instrumental values” (adjectives describing ways to get there, such as honest). Respondents were asked to score the extent to which each item is important as “a guiding principle in your life,” on a nine-point scale from −1 = “opposed to values” and 0 = “not important” to 7 = “supreme importance.” In terms of the distinction cited in the section on measuring values earlier in this chapter, Schwartz’s value items are closer to the desirable than to the desired.17

Through a network of colleagues, Schwartz collected scores from samples of college students and elementary school teachers in more than sixty countries.18 He initially compared individuals and, through a statistical procedure (smallest space analysis), divided his values into ten dimensions. As with Geert before him, Schwartz went through a learning experience when he moved his analysis to the country level: contrary to his initial expectations, he found that at this level he needed a different set of dimensions. His seven country-level dimensions were labeled conservatism, hierarchy, mastery, affective autonomy, intellectual autonomy, egalitarian commitment, and harmony. There are significant correlations between Schwartz’s country scores and our scores, but mainly with individualism/collectivism; one reason may be that Schwartz’s country scores do not control for national wealth (see Chapter 4).19

Another large-scale application of the dimensions paradigm is the GLOBE (Global Leadership and Organizational Behavior Effectiveness) project, conceived by U.S. management scholar Robert J. House in 1991. At first House focused on leadership, but soon the study branched out into other aspects of national and organizational cultures. In the period 1994–97 some 170 voluntary collaborators collected data from about seventeen thousand managers in nearly one thousand local (nonmultinational) organizations belonging to one of three industries—food processing, financial services, and telecommunication services—in some sixty societies throughout the world. In the preface to the book describing the project,20 House writes, “We have a very adequate data set to replicate Hofstede’s (1980) landmark study and extend that study to test hypotheses relevant to relationships among societal-level variables, organizational practices, and leader attributes and behavior.”

For conceptual reasons GLOBE expanded the five Hofstede dimensions to nine. It maintained the labels power distance and uncertainty avoidance. It split collectivism into institutional collectivism and in-group collectivism, and masculinity-femininity into assertiveness and gender egalitarianism. Longterm orientation became future orientation. It added two more dimensions, also inspired by our masculinity-femininity distinction: humane orientation and performance orientation. The nine dimensions were covered by seventy-eight survey questions, half of them asking respondents to describe their culture (“as it is”) and the other half asking them to judge it (“as it should be”). GLOBE thus produced 9 × 2 = 18 culture scores for each country: nine “as is” dimensions and nine “as should be” dimensions. Also, GLOBE used two versions of the questionnaire: half of the respondents were asked about the culture “in this society” and the other half about the culture “in this organization.”

In an evaluation of the GLOBE project,21 Geert criticized GLOBE for having formulated the questions in researchers’ jargon, not reflective of the problems on the responding (mainly first-line) managers’ minds. GLOBE asked for the respondents’ descriptions and evaluations of their fellow citizens’ traits and behaviors, as well as for generalized descriptions and evaluations of their country’s cultures. This method yields meaningful results only when the issue is simple, such as family relations. For more abstract issues, it is difficult to know what the answers mean.22 An example is the following GLOBE item: “In this society, most people lead highly structured lives with few unexpected events.” How are managers supposed to answer such a question, which even expert social scientists would find difficult?

GLOBE’s “as is” questions are supposed to be descriptive, but many of them just produce national (character) stereotypes.23 GLOBE’s “as should be” questions, in terms of the distinction made earlier in this chapter, deal with the desirable. Unlike in the Hofstede research, none of the GLOBE questions deals with the personally desired.

Across countries, some GLOBE dimensions were strongly correlated among each other; “as is” and “as should be” dimensions often correlated negatively. In a reanalysis, Geert found that the eighteen dimensions on the basis of their country scores sorted themselves into five clusters. The strongest, grouping seven GLOBE dimensions, was highly significantly correlated with national wealth, and next with the Hofstede power distance, individualism, and uncertainty avoidance dimensions, in this order. Three more clusters were each significantly correlated with only one Hofstede dimension: respectively, uncertainty avoidance, individualism, and long-term orientation dimensions. The GLOBE questionnaire contained very few items covering masculinity in the Hofstede sense, but whatever there was belonged to the fifth cluster. In spite of the very different approach taken, the massive body of GLOBE data still reflected the structure of the original Hofstede model.

A complication in the comparison of GLOBE’s conclusions with ours is that the GLOBE report often uses the same terms we used but with quite different meanings. This is evident in the names of the dimensions; owing to the entirely different way of formulating the questions, GLOBE dimensions with the names “power distance” and “uncertainty avoidance” cannot even be expected to measure the same things as the Hofstede dimensions. We will show this in Chapters 3 through 7. Further, GLOBE uses the terms practices for answers about culture “as it is” and values for answers about culture “as it should be.” In Figure 1.2, as previously discussed, we used “practices” for symbols, heroes, and rituals visible to the outside observer, and we used “values” for what a respondent prefers for him- or herself, often unconsciously. Finally, GLOBE assumed that questions starting with “In this society” would reflect national culture and that the same questions starting with “In this organization” would yield organizational culture. GLOBE reports that in practice both types of answers were virtually the same, so the two sets of data were later combined. Geert and colleagues, in a large research project focusing solely on organizational cultures, to be introduced at the end of this chapter and extensively described in Chapter 10, found that organizational and national culture are very different phenomena and cannot even be measured with the same questions.

An author sometimes cited as having researched dimensions of national culture is the Dutch management consultant Fons Trompenaars. He distinguishes seven dimensions: universalism versus particularism, individualism versus collectivism, affectivity versus neutrality, specificity versus diffuseness, achievement versus ascription, time orientation, and relation to nature.24 However, these are not based on empirical research but rather are borrowed from conceptual distinctions made by American sociologists in the 1950s and 1960s,25 not specifically for describing countries. Trompenaars collected a database of survey items, also found in American mid-twentieth-century sociology literature,26 among his audiences and business contacts in a number of countries; on the Web he claimed it contained data from fifty-five thousand “managers.” Unfortunately, Trompenaars has no peer-reviewed academic publications, and he nowhere specifies what exactly his database contains; it is unclear what it contributes to his conceptual distinctions. The only peer-reviewed statistical analysis of Trompenaars’s data so far was done in the 1990s by British psychologists Peter Smith and Shaun Dugan. In the scores of some nine thousand respondents (managers and nonmanagers) from forty-three countries, they found two independent dimensions, one correlated with our individualism-collectivism dimension and the other primarily with our power distance dimension and secondarily again with individualism-collectivism.27 Trompenaars’s questionnaire did not cover other aspects of national cultures.

A Second Expansion of the Hofstede Dimensional Model: Minkov’s Exploration of the World Values Survey

In the early 1980s departments of divinity at six European universities, concerned with a loss of Christian faith, jointly surveyed the values of their countries’ populations through public-opinion survey methods. In the following years their “European Values Survey” expanded and changed focus: led by U.S. sociologist Ronald Inglehart, it grew into a periodic World Values Survey (WVS). Subsequent data-collection rounds took place in ten-year intervals; as of this writing, a fourth round is in process. The survey now covers more than one hundred countries worldwide with a questionnaire including more than 360 forced-choice items. Areas covered are ecology, economy, education, emotions, family, gender and sexuality, government and politics, happiness, health, leisure and friends, morality, religion, society and nation, and work. The entire WVS data bank, including previous rounds and down to the individual respondent scores, is freely accessible on the Web.28

Along with the WVS, many other rich value data sources have become accessible to anyone who has the courage to search the Web, including the European Social Survey and the Economic and Social Survey of Asia and the Pacific. When Geert started his values research in the 1970s, the IBM employee survey data comprised the largest cross-national collection of comparative value statements anywhere in the world. If he had to start again now, he would do it from the World Values Survey.

WVS coordinator Ronald Inglehart, in an initial analysis of his database, announced two main factors, which he called well-being versus survival and secular-rational versus traditional authority. As the following chapters will show, both correlate with our dimension scores. However, it was evident from the start that the enormous data mine of the WVS hid more treasures.

The challenge was taken up by Misho Minkov. In a courageous expedition into the WVS jungle—and adding recent data from other relevant sources—he extracted three dimensions, which he labeled exclusionism versus universalism, indulgence versus restraint, and monumentalism versus flexhumility.29

As a result, Misho has joined our authors’ team, and we have integrated our research results.30 From the three Minkov dimensions, exclusionism versus universalism was strongly correlated with collectivism versus individualism, and references to it will be included in Chapter 4. Monumentalism versus flexhumility correlated significantly with short- versus long-term orientation. This led to another search of the WVS database, which has produced a new measurement of the LTO dimension, enriching our understanding of its implications and drastically increasing the number of countries for which reliable scores are available. All of this will be described in Chapter 7. Indulgence versus restraint (IVR) has been added as an entirely new, sixth dimension in Chapter 8.

Cultural Differences According to Region, Ethnicity, Religion, Gender, Generation, and Class

Regional, ethnic, and religious cultures account for differences within countries; ethnic and religious groups often transcend political country borders. Such groups form minorities at the crossroads between the dominant culture of the nation and their own traditional group culture. Some assimilate into the mainstream, although this process may take a generation or more; others continue to stick to their own ways. The United States, as the world’s most prominent example of a people composed of immigrants, shows examples of both assimilation (the melting pot) and retention of group identities over generations (for example, the Pennsylvania Dutch). Discrimination according to ethnic origin delays assimilation and represents a problem in many countries. Regional, ethnic, and religious cultures, in so far as they are learned from birth onward, can be described in the same terms as national cultures: basically the same dimensions that were found to differentiate among national cultures apply to these differences within countries.

Gender differences are not usually described in terms of cultures. It can be revealing to do so. If we recognize that within each society there is a men’s culture that differs from a women’s culture, this recognition helps to explain why it is so difficult to change traditional gender roles. Women are not considered suitable for jobs traditionally filled by men, not because they are technically unable to perform these jobs, but because women do not carry the symbols, do not correspond to the hero images, do not participate in the rituals, or are not supposed to foster the values dominant in the men’s culture, and vice versa. Feelings and fears about behaviors by the opposite sex can be of the same order of intensity as reactions of people exposed to foreign cultures. The subject of gender cultures will return in Chapter 5.

Generation differences in symbols, heroes, rituals, and values are evident to most people. They are often overestimated. Complaints about youths’ having lost respect for the values of their elders have been found on Egyptian papyrus scrolls dating from 2000 B.C. and in the writings of Hesiod, a Greek author from the end of the eighth century B.C. Many differences in practices and values between generations are normal attributes of age that repeat themselves for each successive pair of generations. Historical events, however, do affect some generations in a special way. The Chinese who were of student age during the 1966–76 Cultural Revolution stand witness to this. Chinese young people who in this period would normally have become students were sent to the countryside as laborers and missed their education. The Chinese speak of “the lost generation.” The development of technology may also lead to a difference between generations. An example is the spread of television, which showed people life in other parts of the world previously outside their perspective.

Social classes carry different class cultures. Social class is associated with educational opportunities and with a person’s occupation or profession. Education and occupation are in themselves powerful sources of cultural learning. There is no standard definition of social class that applies across all countries, and people in different countries distinguish different types and numbers of classes. The criteria for allocating a person to a class are often cultural: symbols play an important role, such as manners, accents in speaking the national language, and the use and nonuse of certain words. The confrontation between the two jurors in Twelve Angry Men (Chapter 1) clearly contains a class component.

Gender, generation, and class cultures can only partly be classified by the dimensions found for national cultures. This is because they are categories of people within social systems, not integrated social systems such as countries or ethnic groups. Gender, generation, and class cultures should be described in their own terms, based on special studies of such cultures.

Organizational Cultures

Organizational, or corporate, cultures have been a fashionable topic in the management literature since the early 1980s. At that time, authors began to popularize the claim that the “excellence” of an organization is contained in the common ways by which its members have learned to think, feel, and act. Corporate culture is a soft, holistic concept with, however, presumed hard consequences.

Organization sociologists have stressed the role of the soft factor in organizations for more than half a century. Using the label culture for the shared mental software of the people in an organization is a convenient way of repopularizing these sociological views. However, organizational cultures are a phenomenon by themselves, different in many respects from national cultures. An organization is a social system of a different nature from that of a nation, if only because the organization’s members usually did not grow up in it. On the contrary, they had a certain influence in their decision to join it, are involved in it only during working hours, and will one day leave it.

Research results regarding national cultures and their dimensions proved to be only partly useful for the understanding of organizational cultures. The part of this book that deals with organizational culture differences (Chapter 10) is based not on the IBM studies but rather on a special research project carried out in the 1980s within twenty organizational units in Denmark and the Netherlands.

Reading Mental Programs: Suggestions for Researchers

The manner in which animals learn has been much studied in recent years, with a great deal of patient observation and experiment. Certain results have been obtained as regards the kinds of problems that have been investigated, but on general principles there is still much controversy. One may say broadly that all the animals that have been carefully observed have behaved so as to confirm the philosophy in which the observer believed before his observations began. Nay, more, they have all displayed the national characteristics of the observer. Animals studied by Americans rush about frantically, with an incredible display of hustle and pep, and at last achieve the desired result by chance. Animals observed by Germans sit still and think, and at last evolve the solution out of their inner consciousness. To the plain man, such as the present writer, this situation is discouraging. I observe, however, that the type of problem which a man naturally sets to an animal depends upon his own philosophy, and this probably accounts for the differences in the results. The animal responds to one type of problem in one way and to another in another; therefore the results obtained by different investigators, though different, are not incompatible. But it remains necessary to remember that no one investigator is to be trusted to give a survey of the whole field.

—Bertrand Russell, Outline of Philosophy, 192731

This quote from an eminent British philosopher, written three generations ago, is a warning that results of scientific research depend on the researcher in ways that may not even be conscious to him or her. The same theme returns in a different way in the work of Thomas Kuhn, whom we quoted at the beginning of this chapter. Scientists are caught in the paradigms of their contemporaries.

Intercultural comparative studies often belong to a new normal science in the Kuhn sense. A common approach is for a master’s or doctoral student to take an instrument (mostly a paper-and-pencil questionnaire) developed in one country, usually in the United States by a U.S. scholar who tested it on U.S. respondents, and to have it administered to respondents in one or more other countries. Unfortunately, such instruments cover only issues considered relevant in the society in which they were developed, and they exclude questions unrecognized by the designer because they do not occur in his or her society. Such questions are precisely the ones most interesting from a cultural point of view. The hidden ethnocentrism in this type of research leads to trivial results.

Prospective cross-cultural researchers who feel inspired by this book and who want to use parts of its approach in their own project are referred to the 2001 edition of Geert’s scholarly volume Culture’s Consequences, especially its Chapter 10. This will caution them against many pitfalls that continue to await novice and even experienced researchers.

One strong piece of advice we offer is to think twice before collecting one’s own culture scores. Research is about interpreting data, not necessarily about collecting them. A search of the literature and the Internet will show that for almost any application, relevant and professionally collected databases lie waiting to be consulted, interpreted, compared, and applied. Misho’s use of the World Values Survey is an example. A single researcher’s attempts to measure culture are usually a waste of time, a source of confusion, and at best a reinvention of the wheel. This also applies to using the Values Survey Module32 that evolved from the IBM research, unless one has access to at least ten countries. It is far better to familiarize yourself with the literature, select from the available databases, and apply them critically to your specific topic.


PART II DIMENSIONS OF NATIONAL CULTURES


3 More Equal than Others

In a peaceful revolution—the last revolution in Swedish history—the nobles of Sweden in 1809 deposed King Gustav IV, whom they considered incompetent, and surprisingly invited Jean Baptiste Bernadotte, a French general who served under their enemy Napoleon, to become king of Sweden. Bernadotte accepted and became King Charles XIV John; his descendants have occupied the Swedish throne to this day. When the new king was installed, he addressed the Swedish parliament in their language. His broken Swedish amused the Swedes, and they roared with laughter. The Frenchman who had become king was so upset that he never tried to speak Swedish again.

In this incident Bernadotte was a victim of culture shock: never in his French upbringing and military career had he experienced subordinates who laughed at the mistakes of their superior. Historians tell us he had more problems adapting to the egalitarian Swedish and Norwegian mentality (he later became king of Norway as well) and to his subordinates’ constitutional rights. He was a good learner, however (except for language), and he ruled the country as a highly respected constitutional monarch until 1844.

Inequality in Society

One of the aspects in which Sweden differs from France is the way society handles inequality. There is inequality in any society. Even in the simplest hunter-gatherer band, some people are bigger, stronger, or smarter than others. Further, some people have more power than others: they are more able to determine the behavior of others than vice versa. Some people acquire more wealth than others. Some people are given more status and respect than others.

Physical and intellectual capacities, power, wealth, and status may or may not go together. Successful athletes, artists, and scientists usually enjoy status, but only in some societies do they enjoy wealth as well, and rarely do they have political power. Politicians in some countries can enjoy status and power without wealth; businesspeople can have wealth and power without status. Such inconsistencies among the various areas of inequality are often felt to be problematic. In some societies people try to resolve them by making the areas more consistent. Athletes turn professional to become wealthy; politicians exploit their power and/or move on to attractive business positions in order to do the same; successful business-people enter public office in order to acquire status. This trend obviously increases the overall inequalities in these societies.

In other societies the dominant feeling is that it is a good thing, rather than a problem, if a person’s rank in one area does not match his or her rank in another. A high rank in one area should partly be offset by a low rank in another. This process increases the size of the middle class in between those who are on top in all respects and those who lack any kind of opportunity. The laws in many countries have been conceived to serve this ideal of equality by treating everybody as equal regardless of status, wealth, or power, but there are few societies in which reality matches the ideal. The praise of poverty in the Christian Bible can be seen as a manifestation of a desire for equality; the same is true for Karl Marx’s plea for a “dictatorship of the proletariat.”

Measuring the Degree of Inequality in Society: The Power Distance Index

Not only Sweden and France but other nations as well can be distinguished by the way they tend to deal with inequalities. The research among IBM employees in similar positions but in different countries has allowed us to assign to each of these countries a score indicating its level of power distance. Power distance is one of the dimensions of national cultures introduced in Chapter 2. It reflects the range of answers found in the various countries to the basic question of how to handle the fact that people are unequal. It derives its name from research by a Dutch experimental social psychologist, Mauk Mulder, into the emotional distance that separates subordinates from their bosses.1

Scores on power distance for fifty countries and three multicountry regions have been calculated from the answers by IBM employees in the same kind of positions on the same survey questions. All questions were of the precoded-answer type so that answers could be represented by a score number: usually 1, 2, 3, 4, or 5. Standard samples composed of respondents from the same mix of jobs were taken from each country. A mean score was computed for each sample (say, 2.53 as the mean score for country X and 3.43 for country Y), or the percentage of people choosing particular answers was computed (say, 45 percent of the sample choosing answer 1 or 2 in country X and 33 percent in country Y). From that data, a table was composed presenting mean scores or percentages for each question and for all countries.

A statistical procedure (factor analysis) was used to sort the survey questions into groups, called factors or clusters, for which the mean scores or percentages varied together.2 This meant that if a country scored high on one of the questions from the cluster, it also could be expected to score high on the others; likewise, it could be expected to score not high but low for questions carrying the opposite meaning. If, on the other hand, a country scored low on one question from the cluster, it also would most likely score low on the others and score high on questions formulated the other way around. If a country scored average on one question from the cluster, it probably would score average on all of them.

One of the clusters found was composed of questions that all seemed to have something to do with power and (in)equality. From the questions in this cluster, we selected the three that were most strongly related.3 From the mean scores of the standard sample of IBM employees in a country on these three questions, a power distance index (PDI) for the country was calculated. The formula developed for this purpose uses simple mathematics (adding or subtracting the three scores after multiplying each by a fixed number, and finally adding another fixed number). The purpose of the formula was (1) to ensure that each of the three questions would carry equal weight in arriving at the final index and (2) to get index values ranging from about 0 for a small-power-distance country to about 100 for a large-power-distance country. Two countries that were added later score above 100.

The three survey items used for composing the power distance index were as follows:

1. Answers by nonmanagerial employees to the question “How frequently, in your experience, does the following problem occur: employees being afraid to express disagreement with their managers?” (mean score on a 1–5 scale from “very frequently” to “very seldom”)

2. Subordinates’ perception of the boss’s actual decision-making style (percentage choosing the description of either an autocratic style or a paternalistic style, out of four possible styles plus a “none of these” alternative)4

3. Subordinates’ preference for their boss’s decision-making style (percentage preferring an autocratic or a paternalistic style, or, on the contrary, a style based on majority vote, but not a consultative style)

Country PDI scores are shown in Table 3.1. For fifty-seven of the countries or regions (see Table 2.2) the scores were calculated directly from the IBM data set. The remaining cases were calculated from replications or based on informed estimates.5 Because of the way the scores were calculated, they represent relative, not absolute, positions of countries: they are measures of differences only. The scores that were based on answers by IBM employees paradoxically contain no information about the corporate culture of IBM: they show only to what extent people from the subsidiary in country X answered the same questions differently from similar people in country Y. The conclusion that the score differences reflect different national cultures is confirmed by the fact that we found the same differences in populations outside IBM (the validation process as described in Chapter 2).

TABLE 3.1 Power Distance Index (PDI) Values for 76 Countries and Regions Based on Three Items in the IBM Database Plus Extensions
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For the multilingual countries Belgium and Switzerland, Table 3.1 gives the scores by the two largest language areas. For Canada there is an IBM score for the whole country and a replication-based score for the French-speaking part. The IBM sample for what was once Yugoslavia has been split into Croatia, Serbia, and Slovenia. The other countries in Table 3.1 all have a single score. This does not mean that they are necessarily culturally homogeneous; it means only that the available data did not allow a splitting up into subcultures.

Table 3.1 shows high power distance values for most Asian countries (such as Malaysia and the Philippines), for Eastern European countries (such as Slovakia and Russia), for Latin countries (Latin America, such as Panama and Mexico, and to a somewhat lesser extent Latin Europe, such as France and Wallonia, the French-speaking part of Belgium), for Arabic-speaking countries, and for African countries. The table shows low values for German-speaking countries, such as Austria, the German-speaking part of Switzerland, and Germany; for Israel; for the Nordic countries (Denmark, Finland, Norway, and Sweden) and the Baltic States (Estonia, Latvia, and Lithuania); for the United States; for Great Britain and the white parts of its former empire (New Zealand, Ireland, Australia, Canada); and for the Netherlands (but not for Flanders, the Dutch-speaking part of Belgium, which scored quite similar to Wallonia). Sweden scored 31 and France 68. If such a difference existed already two hundred years ago—for which, as will be argued, there is a good case—this explains Bernadotte’s culture shock.

Power Distance Defined

Looking at the three questions used to compose the PDI, you may notice something surprising: questions 1 (employees afraid) and 2 (boss autocratic or paternalistic) indicate the way the respondents perceive their daily work environment. Question 3, however, indicates what the respondents express as their preference: how they would like their work environment to be.

The fact that the three questions are part of the same cluster shows that from one country to another there is a close relationship between the reality one perceives and the reality one desires.6 In countries in which employees are not seen as very afraid and bosses as not often autocratic or paternalistic, employees express a preference for a consultative style of decision making: a boss who, as the questionnaire expressed, “usually consults with subordinates before reaching a decision.”

In countries on the opposite side of the power distance scale, where employees are seen as frequently afraid of disagreeing with their bosses and where bosses are seen as autocratic or paternalistic, employees in similar jobs are less likely to prefer a consultative boss. Instead, many among them express a preference for a boss who decides autocratically or paternalistically; however, some switch to the other extreme—that is, preferring a boss who governs by majority vote, which means that he or she does not actually make the decision at all. In the real-world practices of most organizations, majority vote is difficult to handle, and few people actually perceived their bosses as using this style (bosses who pretend to do so are often accused of manipulation).

In summary, PDI scores inform us about dependence relationships in a country. In small-power-distance countries, there is limited dependence of subordinates on bosses, and there is a preference for consultation (that is, interdependence among boss and subordinate). The emotional distance between them is relatively small: subordinates will rather easily approach and contradict their bosses. In large-power-distance countries, there is considerable dependence of subordinates on bosses. Subordinates respond by either preferring such dependence (in the form of an autocratic or paternalistic boss) or rejecting it entirely, which in psychology is known as counterdependence—that is, dependence but with a negative sign. Large-power-distance countries thus show a pattern of polarization between dependence and counterdependence. In these cases the emotional distance between subordinates and their bosses is large: subordinates are unlikely to approach and contradict their bosses directly.

Power distance can therefore be defined as the extent to which the less powerful members of institutions and organizations within a country expect and accept that power is distributed unequally. Institutions are the basic elements of society, such as the family, the school, and the community; organizations are the places where people work.

Power distance is thus described based on the value system of the less powerful members. The way power is distributed is usually explained from the behavior of the more powerful members, the leaders rather than those led. The popular management literature on leadership often forgets that leadership can exist only as a complement to “subordinateship.” Authority survives only where it is matched by obedience. Bernadotte’s problem was not a lack of leadership on his side; rather, the Swedes had a different conception of the deference due to a ruler from that of the French—and Bernadotte was a Frenchman.

Comparative research projects studying leadership values from one country to another show that the differences observed exist in the minds of both the leaders and those led, but often the statements obtained from those who are led are a better reflection of the differences than those obtained from the leaders. This is because we are all better observers of the leadership behavior of our bosses than we are of ourselves. Besides the questions on perceived and preferred leadership style of the boss—questions 2 and 3 in the PDI—the IBM surveys also asked managers to rate their own style. It appeared that self-ratings by managers resembled closely the styles these managers preferred in their own bosses—but not at all the styles their subordinates perceived them to have. In fact, the subordinates saw their managers in just about the same way as the managers saw their bosses. The moral for managers is: if you want to know how your subordinates see you, don’t try to look in the mirror—that just produces wishful thinking. Turn around 180 degrees and face your own boss.7

Power Distance in Replication Studies

In Chapter 2, Table 2.1, six studies were listed, published between 1990 and 2002, that used the IBM questions or later versions of them with other cross-national populations. Five of these, covering between fourteen and twenty-eight countries from the IBM set, produced PDI scores highly significantly correlated with the original IBM scores.8 The sixth got its data from consumers who were not selected on the basis of their relationships to power, who were in very different jobs, or, as in the case of students and housewives, who did not have paid jobs at all. We investigated whether the new scores would justify correcting some of the original IBM scores, and we concluded that the new scores were not consistent enough for this purpose.9 None of the new populations covered as many countries or represented such well-matched samples as the original IBM set. Also, correlations of the original IBM scores with other data, such as consumer purchases, have not become weaker over time.10 One should remember that the scores measured differences between country cultures, not cultures in an absolute sense. The cultures may have shifted, but as long as they shifted together under the influence of the same global forces, the scores remain valid.

Bond’s Chinese Value Survey study among students in twenty-three countries, described in Chapter 2, produced a moral discipline dimension on which the countries positioned themselves largely in the same way as they had done in the IBM studies on power distance (in statistical terms, moral discipline was significantly correlated with PDI).11 Students in countries scoring high on power distance answered that the following were particularly important:

[image: image] Having few desires

[image: image] Moderation, following the middle way

[image: image] Keeping oneself disinterested and pure

In unequal societies, ordinary people such as students felt they should not have aspirations beyond their rank.

Students in countries scoring low on power distance, on the other hand, answered that the following were particularly important:

[image: image] Adaptability

[image: image] Prudence (carefulness)

In more egalitarian societies, where problems cannot be resolved by someone’s show of power, students stressed the importance of being flexible in order to get somewhere.

The GLOBE study, also described in Chapter 2, included items intended to measure a power distance dimension. As we argued, GLOBE’s questions were formulated very differently from ours. Rather than the respondents’ daily terminology, they used researchers’ jargon, making it often difficult for the respondents to guess what the answers meant. From GLOBE’s eighteen dimensions (nine asking respondents to describe their culture “as it is” and nine “as it should be”), no fewer than nine were significantly correlated with our PDI. The strongest correlation of PDI was with the GLOBE dimension in-group collectivism “as is.” There was only a weakly significant correlation between PDI and GLOBE’s power distance “as is,” and there was none at all between PDI and GLOBE’s power distance “should be.”12 In fact, GLOBE’s power distance “as is” and “should be” both correlated more strongly with our uncertainty avoidance index (Chapter 6).13 GLOBE’s power distance presents no alternative for our PDI.

Power Distance Differences Within Countries: Social Class, Education Level, and Occupation

Inequality within a society is visible in the existence of different social classes: upper, middle, and lower, or however one wants to divide them—this varies by country. Classes differ in their access to and their opportunities for benefiting from the advantages of society, one of them being education. A higher education automatically makes one at least middle class. Education, in turn, is one of the main determinants of the occupations to which one can aspire, so that in practice in most societies, social class, education level, and occupation are closely linked. In Chapter 1 all three have been listed as sources of our mental software: there are class, education, and occupation levels in our culture, but they are mutually dependent.

The data used for the computation of the PDI in IBM were from employees in various occupations and, therefore, from different education levels and social classes. However, the mix of occupations studied was kept constant for all countries. Comparisons of countries or regions should always be based on people in the same set of occupations. One should not compare Spanish engineers with Swedish secretaries. The mix of occupations to be compared across all the subsidiaries was taken from the sales and service offices: these were the only activities that could be found in all countries. IBM’s product development laboratories were located in only ten of the larger subsidiaries, and its manufacturing plants in thirteen.

The IBM sales and service people had all completed secondary or higher education and could be considered largely middle class. The same applies to the people in the replication studies. The PDI scores in Table 3.1, therefore, are really expressing differences among middle-class persons in these countries. Middle-class values affect the institutions of a country, such as governments and education systems, more than do lower-class values. This is because the people who control the institutions usually belong to the middle class. Even representatives of lower-class groups, such as union leaders, tend to be better educated or self-educated, and by this fact alone they have adopted some middle-class values. Lower-class parents often have middle-class ambitions for their children.

For three large countries (France, Germany, and Great Britain) in which the IBM subsidiaries contained the fullest possible range of industrial activities, PDI scores were computed for all the different occupations in the corporation, including those demanding only a lower level of education and therefore usually taken by lower- or “working”-class persons.14 Altogether, thirty-eight different occupations within these three countries could be compared.

The three questions used for calculating the PDI across countries were also correlated across occupations; it was therefore possible to compute occupational PDI values as well.15

The result of the comparison across thirty-eight occupations is summarized in Table 3.2. It demonstrates that the occupations with the lowest status and education level (unskilled and semiskilled workers) showed the highest PDI values, and those with the highest status and education level (managers of professional workers, such as engineers and scientists) produced the lowest PDI values. Between the extremes in terms of occupation, the range of PDI scores was about 100 score points—which is of the same order of magnitude as across seventy-six countries and regions (see Table 3.1; but the country differences were based on samples of people with equal jobs and equal levels of education!).

TABLE 3.2 PDI Values for Six Categories of Occupations (Based on IBM Data from Great Britain, France, and Germany)
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The next question is whether the differences in power distance between occupations were equally strong within all countries. In order to test this, a comparison was done of four occupations of widely different status, from each of eleven country subsidiaries of widely different power distance levels. It turned out that the occupation differences were largest in the countries with the lowest PDI scores and were relatively small in the countries with high PDI scores.16 In other words, if the country as a whole scored larger power distance in Table 3.1, this applied to all employees, those in high-status occupations as well as those in low-status occupations. If the country scored smaller power distance, this applied most to the employees of middle or higher status: the lower-status, lower-educated employees produced power distance scores nearly as high as their colleagues in the large-PDI countries. The values of high-status employees with regard to inequality seem to depend strongly on nationality; those of low-status employees much less.17

The fact that less-educated, low-status employees in various Western countries hold more “authoritarian” values than their higher-status compatriots had already been described by sociologists. These authoritarian values not only are manifested at work but also are found in their home situations. A study in the United States and Italy in the 1960s showed that working-class parents demanded more obedience from their children than middle-class parents but that the difference was larger in the United States than in Italy.18

Measures Associated with Power Distance: The Structure in This and Following Chapters

In the next part of this chapter, the differences in power distance scores for countries will be associated with differences in family, school, workplace, state, and ideas prevailing within the countries. Chapters 4 through 8, which deal with the other dimensions, will also be mostly structured in this way. Most of the associations described are based on the results of statistical analyses, in which the country scores have been correlated with the results of other quantitative studies, in the way described in Chapter 2. In addition, use has been made of qualitative information about families, schools, workplaces, and so on, in various countries. In this book the statistical proof will be omitted; interested readers are referred to Culture’s Consequences.

Power Distance Difference Among Countries: Roots in the Family

Most people in the world are born into a family. All people started acquiring their mental software immediately after birth, from the elders in whose presence they grew up, modeling themselves after the examples set by these elders.

In the large-power-distance situation, children are expected to be obedient toward their parents. Sometimes there is even an order of authority among the children themselves, with younger children being expected to yield to older children. Independent behavior on the part of a child is not encouraged. Respect for parents and other elders is considered a basic virtue; children see others showing such respect and soon acquire it themselves. There is often considerable warmth and care in the way parents and older children treat younger ones, especially those who are very young. They are looked after and are not expected to experiment for themselves. Respect for parents and older relatives lasts through adulthood: parental authority continues to play a role in a person’s life as long as the parents are alive. Parents and grandparents are treated with formal deference even after their children have actually taken control of their own lives. There is a pattern of dependence on seniors that pervades all human contacts, and the mental software that people carry contains a strong need for such dependence. When parents reach old age or if they become otherwise infirm, children are expected to support them financially and practically; grandparents often live with their children’s families.

In the small-power-distance situation, children are more or less treated as equals as soon as they are able to act, and this may already be visible in the way a baby is handled in its bath.19 The goal of parental education is to let children take control of their own affairs as soon as they can. Active experimentation by the child is encouraged; being allowed to contradict their parents, children learn to say “no” very early. Behavior toward others is not dependent on the other’s age or status; formal respect and deference are seldom shown. Family relations in such societies often strike people from other societies as lacking intensity. When children grow up, they start relating to their parents as friends, or at least as equals, and a grownup person is not apt to ask his or her parents’ permission or even advice regarding an important decision. In the ideal family, adult members are mutually independent. A need for independence is supposed to be a major component of the mental software of adults. Parents should make their own provisions for when they become old or infirm; they cannot count on their children to support them, nor can they expect to live with them.

The pictures in the two preceding paragraphs have deliberately been polarized. Reality in a given situation will most likely be in between the opposite ends of the power distance continuum: countries score somewhere along the continuum. We saw that the social class and education levels of the parents, especially in the small-power-distance countries, play an important role. Families develop their own family cultures that may be at variance with the norms of their society, and the personalities of individual parents and children can lead to nontypical behavior. Nevertheless, the two pictures indicate the ends of the line along which solutions to the human inequality dilemma in the family vary.

The Eurobarometer, a periodic survey of representative samples of the population in member countries and candidate member countries of the European Union, collected data in 2008 on the sharing of full-time and part-time work between parents in a family. In countries with larger power distances, more often both parents worked full-time; in countries with smaller power distances, more often only one of the parents worked full-time, while the other worked as well but part-time. Except in the poorest countries, these differences were independent of the countries’ national wealth. They imply a closer contact between parent and children in smaller-power-distance cultures.20

As the family is the source of our very first social mental programming, its impact is extremely strong, and programs set at this stage are difficult to change. Psychiatrists and psychoanalysts are aware of this importance of one’s family history but not always of its cultural context. Psychiatry tries to help individuals whose behavior deviates from societal norms. This book describes how the norms themselves vary from one society to another. Different norms mean that psychiatric help to a person from another society or even from a different sector of the same society is a risky affair. It demands that the helper be aware of his or her own cultural differences with and biases toward the client.21

Power Distance at School

In most societies today, children go to school for at least some years. In the more affluent societies, the school period may cover more than twenty years of a young person’s life. In school the child further develops his or her mental programming. Teachers and classmates inculcate additional values, being part of a culture that honors these values. It is an unanswered question as to what extent an education system can contribute to changing a society. Can a school create values that were not yet there, or will it unwittingly only be able to reinforce what already exists in a given society? In a comparison of schools across societies, the same patterns of differences that were found within families resurge. The role pair parent-child is replaced by the role pair teacher-student, but basic values and behaviors are carried forward from one sphere into the other. And of course, most schoolchildren continue to spend most of their time within their families.

In the large-power-distance situation, the parent-child inequality is perpetuated by a teacher-student inequality that caters to the need for dependence well established in the student’s mind. Teachers are treated with respect or even fear (and older teachers even more so than younger ones); students may have to stand when they enter. The educational process is teacher centered; teachers outline the intellectual paths to be followed. In the classroom there is supposed to be a strict order, with the teacher initiating all communication. Students in class speak up only when invited to; teachers are never publicly contradicted or criticized and are treated with deference even outside school. When a child misbehaves, teachers involve the parents and expect them to help set the child straight. The educational process is highly personalized: especially in more advanced subjects at universities, what is transferred is seen not as an impersonal “truth,” but as the personal wisdom of the teacher. The teacher is a guru, a term derived from the Sanskrit word for “weighty” or “honorable,” and in India and Indonesia this is, in fact, what a teacher is called. The French term is a maître à penser, a “teacher for thinking.” In such a system the quality of one’s learning is highly dependent on the excellence of one’s teachers.

In the small-power-distance situation, teachers are supposed to treat the students as basic equals and expect to be treated as equals by the students. Younger teachers are more equal and are therefore usually more liked than older ones. The educational process is student centered, with a premium on student initiative; students are expected to find their own intellectual paths. Students make uninvited interventions in class; they are supposed to ask questions when they do not understand something. They argue with teachers, express disagreement and criticisms in front of the teachers, and show no particular respect to teachers outside school. When a child misbehaves, parents often side with the child against the teacher. The educational process is rather impersonal; what is transferred are “truths” or “facts” that exist independently of this particular teacher. Effective learning in such a system depends very much on whether the supposed two-way communication between students and teacher is, indeed, established. The entire system is based on the students’ well-developed need for independence; the quality of learning is to a considerable extent determined by the excellence of the students.

Earlier in this chapter it was shown that power distance scores are lower for occupations needing a higher education, at least in countries that as a whole score relatively low on power distance. This means that in these countries, students will become more independent from teachers as they proceed in their studies: their need for dependence decreases. In large-power-distance countries, however, students remain dependent on teachers even after reaching high education levels.

Small-power-distance countries spend a relatively larger part of their education budget on secondary schools for everybody, contributing to the development of middle strata in society. Large-power-distance countries spend relatively more on university-level education and less on secondary schools, maintaining a polarization between the elites and the uneducated.

Corporal punishment at school, at least for children of prepuberty age, is more acceptable in a large-power-distance culture than in its opposite. It accentuates and symbolizes the inequality between teacher and student and is often considered good for the development of the child’s character. In a small-power-distance society, it will readily be classified as child abuse and may be a reason for parents to complain to the police. There are exceptions, which relate to the dimension of masculinity (versus femininity) to be described in Chapter 5: in some masculine, small-power-distance cultures, such as Great Britain, corporal punishment at school is not considered objectionable by everybody.

As in the case of the family as discussed in the previous section, reality is somewhere in between these extremes. An important conditioning factor is the ability of the students: less gifted children and children with disabilities in small-power-distance situations will not develop the culturally expected sense of independence and will be handled more in the large-power-distance way. Able children from working-class families in small-power-distance societies are at a disadvantage in educational institutions such as universities that assume a small-power-distance norm: as shown in the previous section, working-class families often have a large-power-distance subculture.

Power Distance and Health Care

Comparative studies of the functioning of health-care systems in European Union member countries have shown that, not surprisingly, the level of power distance in a society is also reflected in the relationship between doctors and patients. In countries with larger-power-distance cultures, consultations take less time, and there is less room for unexpected information exchanges.22

These differences also affect the use of medication. In countries with large-power-distance cultures, doctors more frequently prescribe antibiotics, which are seen as a quick general solution; in these countries antibiotics are also more frequently used in self-medication.23 These findings are important in view of the danger of germs’ becoming resistant to antibiotics if these treatments are used too frequently.

Another study compared blood transfusion practice across twenty-five European countries. Blood transfusion tends to be a within-nation process; there is little international trade in blood products. Countries with smaller-power-distance cultures have more blood donors, more blood collections, and more blood supplied to hospitals; in the latter two cases also, the average education level of the population plays a role. The differences are considerable: among the countries studied, the number of donors per thousand inhabitants in 2004 ranged from two to fifty-one. In all cases blood donation was an unpaid, voluntary act. Its negative correlation with PDI shows that such an act was much more likely in cultures in which people depend less on the authority of more powerful persons and are better educated. National wealth had no influence whatsoever.24

Table 3.3 summarizes the key differences between small- and large-power-distance societies discussed so far.

TABLE 3.3 Key Differences Between Small- and Large-Power-Distance Societies
I: General Norm, Family, School, and Health Care
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Power Distance in the Workplace

Most people start their working lives as young adults, after having gone through learning experiences in the family and at school. The role pairs parent-child, teacher-student, and doctor-patient are now complemented by the role pair boss-subordinate, and it should not surprise anybody when attitudes toward parents, especially fathers, and toward teachers, which are part of our mental programming, are transferred toward bosses.

In the large-power-distance situation, superiors and subordinates consider each other as existentially unequal; the hierarchical system is based on this existential inequality. Organizations centralize power as much as possible in a few hands. Subordinates expect to be told what to do. There is a large number of supervisory personnel, structured into tall hierarchies of people reporting to each other. Salary systems show wide gaps between top and bottom in the organization. Workers are relatively uneducated, and manual work has a much lower status than office work. Superiors are entitled to privileges (literally “private laws”), and contacts between superiors and subordinates are supposed to be initiated by the superiors only. The ideal boss in the subordinates’ eyes, the one they feel most comfortable with and whom they respect most, is a benevolent autocrat or “good father.” After some experiences with “bad fathers,” they may ideologically reject the boss’s authority completely, while complying in practice.

Relationships between subordinates and superiors in a large-power-distance organization are frequently loaded with emotions. Philippe d’Iribarne headed up a French public research center on international management. Through extensive interviews his research team compared manufacturing plants of the same French multinational in France (PDI 68), the United States (PDI 40), and the Netherlands (PDI 38). In his book on this project, d’Iribarne comments:

The often strongly emotional character of hierarchical relationships in France is intriguing. There is an extreme diversity of feelings towards superiors: they may be either adored or despised with equal intensity. This situation is not at all universal: we found it neither in the Netherlands nor in the United States.25

This quote confirms the polarization in France between dependence and counterdependence versus authority figures, which we found to be characteristic of large-power-distance countries in general.

Visible signs of status in large-power-distance countries contribute to the authority of bosses; a subordinate may well feel proud if he can tell his neighbor that his boss drives a bigger car than the neighbor’s boss. Older superiors are generally more respected than younger ones. Being a victim of power abuse by one’s boss is just bad luck; there is no assumption that there should be ways of redress in such a situation. If it gets too bad, people may join forces for a violent revolt. Packaged leadership methods invented in the United States, such as management by objectives (MBO),26 will not work, because they presuppose some form of negotiation between subordinate and superior, with which neither party will feel comfortable.

In the small-power-distance situation, subordinates and superiors consider each other as existentially equal; the hierarchical system is just an inequality of roles, established for convenience, and roles may be changed, so that someone who today is my subordinate may tomorrow be my boss. Organizations are fairly decentralized, with flat hierarchical pyramids and limited numbers of supervisory personnel. Salary ranges between top and bottom jobs are relatively small; workers are highly qualified, and high-skill manual work has a higher status than low-skill office work. According privileges to higher-ups is basically undesirable, and everyone should use the same parking lot, restrooms, and cafeteria. Superiors should be accessible to subordinates, and the ideal boss is a resourceful (and therefore respected) democrat. Subordinates expect to be consulted before a decision is made that affects their work, but they accept that the boss is the one who finally decides.

Status symbols are suspect, and subordinates will most likely comment negatively to their neighbors if their boss spends company money on an expensive car. Younger bosses are generally more appreciated than older ones. Organizations are supposed to have structured ways of dealing with employee complaints about alleged power abuse. Some packaged leadership methods, such as MBO, may work if given sufficient management attention.

Peter Smith, of the University of Sussex in the UK, through a network of colleagues, in the 1990s collected statements from more than seven thousand department managers in forty-seven countries on how they handled each of eight common work “events” (for example: “when some of the equipment or machinery in your department seems to need replacement”). For each event, eight possible sources of guidance were listed, for which the managers had to indicate to what extent they relied on each of these (for example: “formal rules and procedures”). For each of the forty-seven countries, Smith computed a verticality index, combining reliance on one’s superior and on formal rules, not on one’s own experience and not on one’s subordinates. Verticality index scores were strongly correlated with PDI: in large-power-distance countries, the managers in the sample reported relying more on their superiors and on formal rules and less on their own experience and on their subordinates.27

There is no research evidence of a systematic difference in effectiveness between organizations in large-power-distance versus small-power-distance countries. They may be good at different tasks: small-power-distance cultures at tasks demanding subordinate initiative, large-power-distance cultures at tasks demanding discipline. The important thing is for management to utilize the strengths of the local culture.

This section has again described the extremes, and most work situations will be in between and contain some elements of both large and small power distance. Management theories have rarely recognized that these different models exist and that their occurrence is culturally determined. Chapter 9 will return to this issue and show how different theories of management and organization reflect the different nationalities of their authors.

Table 3.4 summarizes key differences in the workplace between small-and large-power-distance societies.

Power Distance and the State

The previous sections have looked at the implications of power distance differences among countries for the role pairs of parent-child, teacher-student, doctor-patient, and boss-subordinate; one that is obviously equally affected is authority-citizen. It must be immediately evident to anyone who follows any world news at all that in some countries power differences between authorities and citizens are not handled the same way they are in other countries. What is not so evident, but is essential for understanding, is that ways of handling power in a country tend to be rooted in the beliefs of large sectors of the population as to the proper ways for authorities to behave.

TABLE 3.4 Key Differences Between Small- and Large-Power-Distance Societies
II: The Workplace
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In an analysis of data from forty-three societies, collected through the World Values Survey (see Chapter 2), U.S. political scientist Ronald Inglehart found that he could order countries on a “secular-rational versus traditional authority” dimension. Correlation analysis showed that this dimension corresponds closely to what we call power distance.28 In a society in which power distances are large, authority tends to be traditional, sometimes even rooted in religion. Power is seen as a basic fact of society that precedes the choice between good and evil. Its legitimacy is irrelevant. Might prevails over right. This is a strong statement that may rarely be presented in this form but is reflected in the behavior of those in power and of ordinary people. There is an unspoken consensus that there should be an order of inequality in this world, in which everybody has his or her place. Such an order satisfies people’s need for dependence, and it gives a sense of security both to those in power and to those lower down.

At the beginning of this chapter, reference was made to the tendency in some societies to achieve consistency in people’s positions with regard to power, wealth, and status. A desire for status consistency is typical for large-power-distance cultures. In such cultures the people who hold power are entitled to privileges and are expected to use their power to increase their wealth. Their status is enhanced by symbolic behavior that makes them look as powerful as possible. The main sources of power are one’s family and friends, charisma, and/or the ability to use force; the latter explains the frequency of military dictatorships in countries on this side of the power distance scale. Scandals involving persons in power are expected, and so is the fact that these scandals will be covered up. If something goes wrong, the blame goes to people lower down the hierarchy. If it gets too bad, the way to change the system is by replacing those in power through a revolution. Most such revolutions fail even if they succeed, because the newly powerful people, after some time, repeat the behaviors of their predecessors, in which they are supported by the prevailing values regarding inequality.

In large-power-distance countries, people read relatively few newspapers (but they express confidence in those they read), and they rarely discuss politics: political disagreements soon deteriorate into violence. The system often admits only one political party; where more parties are allowed, the same party usually always wins. The political spectrum, if it is allowed to be visible, is characterized by strong right and left wings with a weak center, a political reflection of the polarization between dependence and counterdependence described earlier. Incomes in these countries are very unequally distributed, with a few very rich people and many very poor people. Moreover, taxation protects the wealthy, so that incomes after taxes can be even more unequal than before taxes. Labor unions tend to be government controlled; where they are not, they are ideologically based and involved in politics.

Authority in small-power-distance societies was qualified by Inglehart as secular-rational: being based on practical considerations rather than on tradition. In these societies the feeling dominates that politics and religion should be separated. The use of power should be subject to laws and to the judgment between good and evil. Inequality is considered basically undesirable; although unavoidable, it should be minimized by political means. The law should guarantee that everybody, regardless of status, has equal rights. Power, wealth, and status need not go together—it is even considered a good thing if they do not. Status symbols for powerful people are suspect, and leaders may enhance their informal status by renouncing formal symbols (for example, taking the streetcar to work). Most countries in this category are relatively wealthy, with a large middle class. The main sources of power are one’s formal position, one’s assumed expertise, and one’s ability to give rewards. Scandals usually mean the end of a political career. Revolutions are unpopular; the system is changed in evolutionary ways, without necessarily deposing those in power. Newspapers are read a lot, although confidence in them is not high. Political issues are often discussed, and violence in domestic politics is rare. Countries with small-power-distance value systems usually have pluralist governments that can shift peacefully from one party or coalition to another on the basis of election results. The political spectrum in such countries shows a powerful center and weaker right and left wings. Incomes are less unequally distributed than in large-power-distance countries. Taxation serves to redistribute income, making incomes after taxes less unequal than before. Labor unions are independent and less oriented to ideology and politics than to pragmatic issues on behalf of their members.

The reader will easily recognize elements of both extremes in the history and the current practices of many countries. The European Union is based on the principles of pluralist democracy, but many member states cope with a dictatorial past. The level of power distance in their cultures helps to explain their current struggles with democracy. The Eurobarometer surveys mentioned earlier reveal, for example, that where PDI is higher, fewer people trust the police, fewer young people join a political party, and fewer people have ever participated in debates with policy makers.29 Even in the most democratic system, journalists and whistle-blowers exposing scandals have a difficult time. In less democratic systems they risk their lives.

Institutions from small-power-distance countries are sometimes copied in large-power-distance countries, because political ideas travel. Political leaders who studied in other countries may try to emulate these countries’ political systems. Governments of smaller-power-distance countries often eagerly try to export their institutional arrangements in the context of development cooperation. However, just going through the moves of an election will not change the political mores of a country if these mores are deeply rooted in the mental software of a large part of the population. In particular, underfed and uneducated masses make poor democrats, and the ways of government that are customary in more well-off countries are unlikely to function in poor ones. Actions by foreign governments intended to lead other countries toward democratic ways and respect for human rights are clearly inspired by the mental programming of the foreign helpers, and they are usually more effective in dealing with the opinions of the foreign electorate than with the problems in the countries supposed to be helped. In Chapter 11 we will come back to this dilemma and possible ways out of it.

Power Distance and Ideas

Parents, teachers, managers, and rulers are all children of their cultures; in a way, they are the followers of their followers, and their behavior can be understood only if one also understands the mental software of their offspring, students, subordinates, and subjects. Moreover, not only the doers in this world but also the thinkers are children of a culture. The authors of management books and the founders of political ideologies generate their ideas from the background of what they learned when they were growing up. Thus, differences among countries along value dimensions such as power distance help not only in understanding differences in thinking, feeling, and behaving by the leaders and those led but also in appreciating the theories produced or adopted in these countries to explain or prescribe thoughts, feelings, and behavior.

In world history, philosophers and founders of religions have dealt explicitly with questions of power and inequality. In China around 500 B.C., Kong Ze, whose name the Jesuit missionaries two thousand years later latinized as Confucius (from the older name Kong-Fu Ze), maintained that the stability of society was based on unequal relationships between people. He distinguished the wu lun, the five basic relationships: ruler-subject, father-son, older brother–younger brother, husband-wife, and senior friend–junior friend. These relationships contain mutual and complementary obligations: for example, the junior partner owes the senior respect and obedience, while the senior partner owes the junior protection and consideration. Confucius’s ideas have survived as guidelines for proper behavior for Chinese people to this day. In the People’s Republic of China, Mao Zedong tried to wipe out Confucianism, but in the meantime his own rule contained strong Confucian elements.30 Countries in the IBM study with a Chinese majority or that have undergone Chinese cultural influences are, in the order in which they appear in Table 3.1, China, Singapore, Hong Kong, South Korea, Taiwan, and Japan; they occupy the upper-medium and medium PDI zones. People in these countries accept and appreciate inequality but feel that the use of power should be moderated by a sense of obligation.

In ancient Greece around 350 B.C., Plato recognized a basic need for equality among people, but at the same time, he defended a society in which an elite class, the guardians, would exercise leadership. He tried to resolve the conflict between these diverging tendencies by playing on two meanings of the word equality, a quantitative one and a qualitative one, but to us, his arguments resemble the famous quote from George Orwell’s Animal Farm: “All animals are equal, but some animals are more equal than others.” Present-day Greece in Table 3.1 is found about halfway on power distance (rank 41–42, score 60).

The Christian New Testament, composed in the first centuries A.D., preaches the virtue of poverty.31 Pursuing this virtue will lead to equality in society, but its practice has been reserved to members of religious orders. It has not been popular with Christian leaders—neither of states, nor of businesses, nor of the Church itself. The Roman Catholic Church has maintained the hierarchical order of the Roman Empire; the same holds for the Eastern Orthodox churches, whereas Protestant denominations to various degrees are nonhierarchical. Traditionally Protestant nations tend to score lower on PDI than Catholic or Orthodox nations.

The Italian Niccolò Machiavelli (1469–1527) is one of world literature’s greatest authorities on the use of political power. He distinguished two models: the model of the fox and the model of the lion. The prudent ruler, Machiavelli writes, uses both models, each at the proper time: the cunning of the fox will avoid the snares, and the strength of the lion will scare the wolves.32 Relating Machiavelli’s thoughts to national power distance differences, one finds small-power-distance countries to be accustomed to the fox model and large-power-distance countries to the lion model. Italy, in the twentieth-century IBM research data, scores in the middle zone on power distance (rank 51, score 50). It is likely that, were one to study Italy by region, the North will be more foxy and the South more lionlike. What Machiavelli did not write but what the association between political systems and citizens’ mental software suggests is that which animal the ruler should impersonate depends strongly on what animals the followers are.

Karl Marx (1818–83) also dealt with power, but he wanted to give it to people who were powerless; he never really dealt with the question of whether the revolution he preached would actually create a new powerless class. In fact, he seemed to assume that the exercise of power can be transferred from persons to a system, a philosophy in which we can recognize the mental software of the small-power-distance societies to which Marx’s mother country, Germany, today belongs. It was a tragedy for the modern world that Marx’s ideas have been mainly exported to countries at the large-power-distance side of the continuum, in which, as was argued earlier in this chapter, the assumption that power should yield to law is absent. This absence of a check to power has enabled government systems claiming Marx’s inheritance to survive even where these systems would make Marx himself turn in his grave. In Marx’s concept of the “dictatorship of the proletariat,” the dictatorship has appealed to rulers in some large-power-distance countries, but the proletariat has been forgotten. In fact, the concept is naive: in view of what we know of the human tendency toward inequality, a dictatorship by a proletariat is a logical contradiction.

The exportation of ideas to people in other countries without regard for the values context in which these ideas were developed—and the importation of such ideas by gullible believers in those other countries—is not limited to politics; it can also be observed in the domains of education and, in particular, management and organization. The economic success of the United States in the decades before and after World War II has made people in other countries believe that U.S. ideas about management must be superior and therefore should be copied. They forgot to ask about the kind of society in which these ideas were developed and applied—if they were really applied as the books claimed. Since the late 1960s the same has happened with Japanese ideas.

The United States in Table 3.1 scores on the low side, but not extremely low, on power distance (rank 57–59 out of 74). U.S. leadership theories tend to be based on subordinates with medium-level dependence needs: not too high, not too low. A key idea is participative management—that is, a situation in which subordinates are involved by managers in decisions at the discretion and initiative of these managers. Comparing U.S. theories of leadership with “industrial democracy” experiments in countries such as Sweden and Denmark (which scored extremely low on PDI), one finds that in these Scandinavian countries initiatives to participate are often taken by the subordinates, something U.S. managers find difficult to digest, because it represents an infringement on their “management prerogatives.” Management prerogatives, however, are less sacred in Scandinavia. On the other hand, U.S. theories of participative management are also unlikely to apply in countries higher on the power distance scale. Subordinates accustomed to larger Power Distances may feel embarrassed when the boss steps out of his or her role by asking their opinion, or they may even lose respect for such an ignorant superior.33

Table 3.5 summarizes key differences between small- and large-power-distance societies from the last two sections; together with Tables 3.3 and 3.4, it provides an overview of the essence of power distance differences across all spheres of life discussed in this chapter.

Origins of Power Distance Differences

European countries in which the native language is Romance (French, Italian, Portuguese, Romanian, Spanish) scored medium to high on the power distance scale (in Table 3.1. from 50 for Italy to 90 for Romania). European countries in which the native language is Germanic (Danish, Dutch, English, German, Norwegian, Swedish) scored low (from 11 in Austria to 40 in Luxembourg). There seems to be a relationship between language area and present-day mental software regarding power distance. The fact that a country belongs to a language area is rooted in history: Romance languages all derive from Low Latin and were adopted in countries once part of the Roman Empire, or, in the case of Latin America, in countries colonized by Spain and Portugal, which themselves were former colonies of Rome. Germanic languages are spoken in countries that remained “barbaric” in Roman days, in areas once under Roman rule but reconquered by barbarians (such as England), and in former colonies of these entities. Thus, some roots of the mental program called power distance go back at least to Roman times—two thousand years ago. Countries with a Chinese (Confucian) cultural inheritance also cluster on the medium to high side of the power distance scale—and they carry a culture at least four thousand years old.

TABLE 3.5 Key Differences Between Small- and Large-Power-Distance Societies
III: The State and Ideas
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None of us was present when culture patterns started to diverge between peoples: the attribution of causes for these differences is a matter of educated speculation on the basis of historical and prehistorical sources. Both the Roman and the Chinese Empires were ruled from a single power center, which presupposes a population prepared to take orders from the center. The Germanic part of Europe, on the other hand, was divided into small tribal groups under local lords who were not inclined to accept directives from anybody else. It seems a reasonable assumption that early state-hood experiences helped to develop in these peoples the common mental programs necessary for the survival of their political and social systems.

The question remains, of course, as to why these early statehood experiences deviated. One way of supporting the guesswork for causes is to look for quantitative data about countries that might be correlated with the power distance scores. A number of such quantitative variables were available. Stepwise regression, described in Chapter 2, allowed us to select from these variables the ones that successively contributed most to explaining the differences in PDI scores in Table 3.1. The result is that a country’s PDI score can be fairly accurately predicted from the following:

[image: image] The country’s geographic latitude (higher latitudes associated with lower PDI)

[image: image] Its population size (larger size associated with higher PDI)

[image: image] Its wealth (richer countries associated with lower PDI)34

Geographic latitude (the distance from the equator of a country’s capital city) alone allows us to predict 43 percent of the differences (the variance) in PDI values among the fifty countries in the original IBM set. Latitude and population size together predicted 51 percent of the variance; and latitude, population size, plus national wealth (per capita gross national income in 1970, the middle year of the survey period), predicted 58 percent. If one knew nothing about these countries other than those three hard to fairly hard areas of data, one would be able to compile a list of predicted PDI scores resembling Table 3.1 pretty closely. On average, the predicted values deviate 11 scale points from those found in the IBM surveys.

Statistical relationships do not indicate the direction of causality: they do not tell which is cause and which is effect or whether the related elements may both be the effects of a common third cause. However, in the unique case of a country’s geographic position, it is difficult to consider this factor as anything other than a cause, unless we assume that in prehistoric times peoples migrated to climates that fit their concepts of power distance, which is rather far-fetched.

The logic of the relationship, supported by various research studies,35 could be about as follows: First of all, the societies involved have all developed to the level of sedentary agriculture and urban industry. The more primitive hunter-gatherer societies, for which a different logic may apply, are not included. At lower latitudes (that is, more tropical climates), agricultural societies generally meet a more abundant nature. Survival and population growth in these climates demand a relatively limited intervention of humans with nature: everything grows. In this situation the major threat to a society is the competition of other human groups for the same territory and resources. The better chances for survival exist for the societies that have organized themselves hierarchically and in dependence on one central authority that keeps order and balance.

At higher latitudes (that is, moderate and colder climates), nature is less abundant. There is more of a need for people’s intervention with nature in order to carve out an existence. These conditions support the creation of industry next to agriculture. Nature, rather than other humans, is the first enemy to be resisted. Societies in which people have learned to fend for themselves without being too dependent on more powerful others have a better chance of survival under these circumstances than societies that educate their children toward obedience.

The combination of climate and affluence is the subject of a highly interesting study by Dutch social psychologist Evert van de Vliert, to which we will refer again in Chapter 12. Van de Vliert studied the effect of climate on culture, opposing survival (high PDI) cultures to self-expression (low PDI) cultures. He proves that demanding cold or hot climates have led to survival cultures, except in affluent societies that have the means to cope with heat and cold, where we find self-expression cultures. In temperate climates, the role of affluence is less pronounced.36

National wealth in itself stands for a lot of other factors, each of which could be both an effect and a cause of smaller power distances. Here we are dealing with phenomena for which causality is almost always spiral, such as the causality of the chicken and the egg. Factors associated with more national wealth and less dependence on powerful others are as follows:

[image: image] Less traditional agriculture

[image: image] More modern technology

[image: image] More urban living
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[image: image] A better educational system

[image: image] A larger middle class

More former colonies than former colonizing nations show large power distances, but having been either a colony or a colonizer at some time during the past two centuries is also strongly related to current wealth. The data do not allow establishing a one-way causal path among the three factors of poverty, colonization, and large power differences. Assumptions about causality in this respect usually depend on what one likes to prove.

Size of population, the second predictor of power distance, fosters dependence on authority because people in a populous country will have to accept a political power that is more distant and less accessible than people from a small nation. On the other hand, a case can be made for a reversal of causality here because less dependently minded peoples will fight harder to avoid being integrated into a larger nation.

The Future of Power Distance Differences

So far, the picture of differences among countries with regard to power distance has been static. The previous section claimed that some of the differences have historical roots of four thousand years or more. So much for the past, but what about the future? We live in an era of unprecedented intensification of international communication: shouldn’t this achievement eradicate the differences and help us to grow toward a world standard? And if so, will this be one of large, small, or medium power distances?

Impressionistically at least, it seems that dependence on the power of others in a large part of our world has been reduced over the past few generations. Many of us feel less dependent than we assume our parents and grandparents to have been. Moreover, independence is a politically attractive topic. Liberation and emancipation movements abound. Educational opportunities have been improved in many countries, and we have seen that power distance scores within countries decrease with increased education level. This does not mean, however, that the differences among countries described in this chapter should necessarily have changed. Countries can all have moved to lower power distance levels without changes in their mutual ranking as shown in Table 3.1.

One may try to develop a prediction about longer-term changes in power distance by looking at the underlying forces identified in the previous section. Of the factors shown to be most closely associated with power distance (latitude, size, and wealth), the first is immutable. As to the second, size of population, one could argue that in a globalizing world small and even large countries will be less and less able to make decisions at their own level and all will be more and more dependent on decisions made internationally. This development should lead to a global increase in power distances.

The third factor, wealth, increases for some countries but not for others. Increases in wealth may reduce power distances, but only if and where they benefit an entire population. Since the last decade of the twentieth century, income distribution in some wealthy countries, led by the United States, has become more and more uneven: wealth increases have benefited disproportionally those who were very wealthy already. This has the opposite effect: it increases inequality in society, not only in economic terms but also in legal terms, as the superrich can lobby with legislators and pay lawyers who earn a multiple of the salaries of judges. This kind of wealth increase, therefore, also increases power distances. In countries in which the economy stagnates or deteriorates (that is, mainly in countries that are already poor), no reduction or even a further increase in power distance is to be expected anyway.

Nobody, as far as we know, has offered evidence of a convergence of countries toward smaller differences in power distance.37 We believe that the picture of national variety presented in this chapter, with its very old historical roots, is likely to survive at least for some centuries. A worldwide homogenization of mental programs about power and dependence, independence, and interdependence under the influence of a presumed cultural melting-pot process is still very far away, if it will ever happen.

In December 1988 the following news item appeared in the press:

Stockholm, December 23. The Swedish King Carl Gustav this week experienced considerable delay while shopping for Christmas presents for his children, when he wanted to pay by check but could not show his check card. The salesperson refused to accept the check without identification. Only when helpful bystanders dug in their pockets for one-crown pieces showing the face of the king to prove his identity did the salesperson decide to accept the check, not, however, without testing the check thoroughly for authenticity and noting name and address of the holder.38

This Bernadotte (a direct descendant of the French general) still met with the same equality norm as his ancestor. How much time will have to pass before the citizens of the United States, Russia, or Zimbabwe will treat their presidents in this way? Or before Swedes start to venerate their king in the same way as the Thai do theirs?
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WEAK UNCERTAINTY AVOIDANCE

More changes of employer, shorter
service

There should be no more rules than
strictly necessary.
Work hard only when needed.

Time is a framework for orientation.
Tolerance for ambiguity and chaos

Belief in generalists and common
sense

Top managers are concerned with
strategy.
More new trademarks

Focus on dec

n process

Intrapreneurs are relatively free from
rules.

There are fewer self-employed people.
Better at invention, worse at
implementation

Motivation by achievement and
esteem or belonging.

STRONG UNCERTAINTY AVOIDANCE

Fewer changes of employer, longer
service, more difficult work-life
balance

There is an emotional need for rules,
even if they will not work.

There is an emotional need to be busy
and an inner urge to work hard.

Time is money.

Need for precision and formalization
Belief in experts and technical
solutions

Top managers are concerned with
daily operations.

Fewer new trademarks

Intrapreneurs are constrained by
existing rules.

There are more self-employed people.
Worse at invention, better at
implementation

Motivation by security and esteem or
belonging
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SMALL POWER DISTANCE

Inequalities among people should be
minimized.

Social relationships should be
handled with care,

Less powerful people and more
powerful people should be
interdependent.

Less powerful people are emotionally
comfortable with interdependence.

Parents treat children as equals.
Children treat parents and older
relatives as equals.

Children play no role in old-age
security of parents.

Students treat teachers as equals.

LARGE POWER DISTANCE

Inequalities among people are
expected and desired.

Status should be balanced with
restraint.

Less powerful people should be
dependent.

Less powerful people are emotionally
polarized between dependence and
counterdependence.

Parents teach children obedience.
Respect for parents and older
relatives is a basic and lifelong virtue.
Children are a source of old-age
security to parents.

Students give teachers respect, even
outside class.
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Citizens trust politicians, civil
servants, and the legal system.

There is high participation in
voluntary associations and
movements.

The burden of proof for identifying a
citizen is on the authorities.

Outside observers perceive less
corruption.

Liberalism

Positive attitudes toward young
people
Tolerance, even of extreme ideas

Citizens are negative toward
politicians, civil servants, and the
legal system.

There is low participation in voluntary
associations and movements.

Citizens should be able to identify
themselves at all times.

Outside observers perceive more
corruption

Conservatism, law and order
Negative attitudes toward young
people

Extremism and repression of
extremism
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WEAK UNCERTAINTY AVOIDANCE

STRONG UNCERTAINTY AVOIDANCE

Few and general laws or unwritten
rules

If laws cannot be respected, they
should be changed.

Fast result in case of appeal to
justice

Citizens are competent toward
authorities.

Citizen protest is acceptable.

Many and precise laws or unwritten
rules

Laws are necessary, even if they
cannot be respected.

Slow result in case of appeal to
justice

Citizens are incompetent toward
authorities.

Citizen protest should be repressed.

Civil servants do not have law
degrees.

Civil servants are positive toward the
political process.

Citizens are interested in politics.

Civil servants have law degrees.

Civil servants are negative toward the
political process.

Citizens are not interested in politics.
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1. Preferred configuration

2. Preferred coordinating
mechanism

3. Key part of organization

1. Adhocracy 1. Simple structure
2. Mutual adjustment 2. Direct supervision
3. Support staff 3. Strategic apex

usA
GREAT 1. Divisionalized CHINA
BRITAIN form

2. Standardization
GERMANY of outputs FRANCE
3. Middle line

Uncertainty Avoidance

1. Professional
bureaucracy 1. Full bureaucracy
2. Standardization of 2. Standardization of
skills work processes
3. Operating core 3. Technostructure

high

Tow high

Power Distance

According to Herry Mintzbers. Projested onto a power distance X uncertainty-avoidance matri, with
e
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WEAK UNCERTAINTY AVOIDANCE

Uncertainty is a normal feature of
life, and each day is accepted as it
comes.

Low stress and low anxiety

Aggression and emotions should not
be shown.

In personality tests, higher scores on
agreeableness.

Comfortable in ambiguous situations
and with unfamiliar risks

Lenient rules for children on what is
dirty and taboo

Weak superegos developed

Similar modes of address for different
others

What is different is curious.
Family life is relaxed.

If country is affluent: satisfaction with
family life.

STRONG UNCERTAINTY AVOIDANCE

‘The uncertainty inherent in life is
a continuous threat that must be
fought.

High stress and high anxiety

Aggression and emotions may at
proper times and places be vented

In personality tests, higher scores on
neuroticism

Acceptance of familiar risks; fear
of ambiguous situations and of
unfamiliar risks

Tight rules for children on what is
dirty and taboo

Strong superegos developed
Different modes of address for
different others

What is different is dangerous
Family life is stressful.

If country is affluent: worried about
cost of raising children.
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SHORT-TERM ORIENTATION

Social pressure toward spending

Efforts should produce quick results.

Concern with social and status.
obligations

Concern with “face”

Respect for traditions

Concern with personal stability
Marriage is a moral arrangement.

Living with in-laws is a source of
trouble.

Young women associate affection
with a boyfriend.

Humility is for women only.

0ld age is an unhappy period, but it
starts late.

Preschool children can be cared for
by others.

Children get gifts for fun and love.

LONG-TERM ORIENTATION

Thrift, being sparing with resources

Perseverance, sustained efforts
toward slow results

Willingness to subordinate oneself for
apurpose

Having a sense of shame

Respect for circumstances

Concern with personal adaptiveness
Marriage is a pragmatic arrangement.
Living with in-laws is normal.

Young women associate affection
with a husband.

Hunility is for both men and women.
0ld age is a happy period, and it
starts early.

Mothers should have time for their
preschool children.

Children get gifts for education and
development.
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History

Identity
language
religion
visible

Values
software of
the minds

invisible

I

Institutions
rules, laws,
organizations
visible
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FEMININE

Relationships and quality of life are
important.

Both men and women should be
modest.

Both men and women can be tender
and focus on relationships.

In the family, both fathers and
mothers deal with facts and feelings.

Girls' beauty ideals are most
influenced by the father and mother.

Parents share earning and caring
roles.

Both boys and girls are allowed to cry,
but neither should fight

Boys and girls play for the same
reasons.

The same standards apply for
bridegrooms and brides.

Husbands should be like boyfriends.

MASCULINE

Challenge, earnings, recognition, and
advancement are important.

Men should be assertive, ambitious,
and tough.

Women are supposed to be tender
and to take care of relationships.

In the family, fathers deal with facts,
and mothers deal with feelings.

Girls' beauty ideals are most
influenced by the media and by
celebities.

The standard pattern s that the
father eams, and the mother cares.
Girls cry, but boys don't; boys should
fight back, and girls shouldn't fight
atall

Boys play to compete; girls play to be
together.

Brides need to be chaste and
industrious; grooms don't.

Husbands should be healthy, wealthy,
and understanding; boyfriends should
be fun.
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COLLECTIVIST

Use of the word “I" is avoided.

INDIVIDUALIST

Use of the word “I” is encouraged.

Interdependent self

On personality tests, people score
more introvert.

Independent self

On personality tests, people score
more extravert.

Showing sadness is encouraged, and
happiness discouraged.

Slower walking speed

Showing happiness is encouraged,
and sadness discouraged.

Faster walking speed

Consumption patterns show
dependence on others.

Social network is primary source of
information.

A smaller share of both private and
public income is spent on health care.
People with disabilities are a shame
on the family and should be kept out
of sight.

Consumption patterns show self-
supporting lifestyles.

Media is primary source of
information.

A larger share of both private and

public income is spent on health care.

People with disabilities should
participate as much as possible in
normal life.
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THE INTERNATIONAL BESTSELLER

Cultures and

Organizations

SOFTWARE OF THE MIND
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Intercultural Cooperation
and Its Importance
for Survival

Geert Hofstede
Gert Jan Hofstede
Michael Minkov
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No special skills for mathematics
Talent for theoretical, abstract
sciences

Slow or no economic growth of poor
countries

Small savings quote, little money for
investment

In East Asia, better at mathematics

Talent for applied, concrete sciences

Fast economic growth of poor
countries

Large savings quote, funds available
for investment

Investment in mutual funds.
Appeal of fundamentalisms
Appeal of folk wisdom and witcheraft

Investment in real estate
Appeal of pragmatism
Appeal of knowledge and education
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SHORT-TERM ORIENTATION

Service to others is an important
goal.

Proud of my country
Tradition is important.

Monumentalist (Minkov)

LONG-TERM ORIENTATION

Children should learn to save money
and things.

Learn from other countries
Children should leam to persevere.
Flexhumble (Minkov)

Family pride
Mothers positively influence
daughters’ feelings about themselves
and beauty.

Students attribute success and
failure to luck.

Weaker mathematics and science

results of fourteen-year-olds due to
less effort

Family pragmatism
Daughters' ideas of beauty are
independent of mothers’ ideas.

Students attribute success to effort
and failure to lack of it.

Better mathematics and science
results of fourteen-year-olds due to
harder work
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WHERE | WORK

Meeting times are Meeting times are
kept very punctually 12345 only kept approximately
Quantity prevails Quality prevails

over quality 1283485 over quantity
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COUNTRY/REGION

China
Hong Kong
Taiwan

Japan

Korea (South)
Brazil

India
Thailand
Singapore
Netherlands
Bangladesh
Sweden
Poland
Australia
Germany

New Zealand
United States
Great Britain
Zimbabwe
Canada
Philippines.
Nigeria
Pakistan

SCORE

118
9%
87
80
75
65
61
56
48
4
40
33
32
31
31
30
29
2
2
23
19
16
00
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MORE IMPORTANT
Game and gambling spirit
Power

This year's profits.
Continuity of the business
Family interests

CHINA

MORE IMPORTANT
Respecting ethical norms
Patriotism, national pride
Power

Honor, face, reputation
Responsibility toward society

GERMANY

MORE IMPORTANT
Responsibility toward society
Responsibility toward employees
Creating something new

Profits ten years from now
Respecting ethical norms

LESS IMPORTANT
Patriotism, national pride
Creating something new
Responsibility toward society
Profits ten years from now
Responsibility toward employees

LESS IMPORTANT
Family interests

Game and gambling spirit
This year's profits
Personal wealth

Staying within the law

LESS IMPORTANT
Power

Patriotism, national pride
Personal wealth

Growth of the business
This year's profits
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International top five in bold; international bottom five in italics.

UNITED STATES

MORE IMPORTANT
Growth of the business
Respecting ethical norms
Personal wealth

This year's profits.

Power

INDIA

MORE IMPORTANT
Cont ity of the business
Patriotism, national pride
Power

Growth of the business
Profits ten years from now

BRAZIL

LESS IMPORTANT

Profits ten years from now
Responsibility toward employees
Family interests

Creating something new
Continuity of the business

LESS IMPORTANT

Family interests

Staying within the law
Game and gambling spirit
This year's profits
Respecting ethical norms
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SMALL POWER DISTANCE

The use of power should be legitimate
and follow criteria of good and evil,

Skills, wealth, power, and status need
not g0 together.

Mostly wealthier countries with a
large middle class.

All should have equal rights.

Power is based on formal position,
expertise, and ability to give rewards.
The way to change a political system

is by changing the rules (evolution).

There is more dialogue and less
violence in domestic politics.

LARGE POWER DISTANCE

Might prevails over right: whoever
holds the power is right and good.
Skills, wealth, power, and status
should go together.

Mostly poorer countries with a small
middle class.

The powerful should have privileges.
Power is based on tradition or family,
charisma, and the ability to use force.
The way to change a political system
is by changing the people at the top
(revolution).

There is less dialogue and more
violence in domestic politics.
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INDULGENT

RESTRAINED

Higher approval of foreign music and
films.

More satisfying family life

Lower approval of foreign music and
films.

Less satisfied with family life

Household tasks should be shared
between partners.

People are actively involved in sports.

Unequal sharing of household tasks is
no problem.

People are rarely involved in sports.

E-mail and the Internet are used for
private contacts.

Less use of e-mail and the Internet for
private contacts

More e-mail and Internet contacts
with foreigners

Fewer e-mail and Internet contacts
with foreigners

Less consumption of fish

More consumption of soft drinks and
beer

More consumption of fish

Less consumption of soft drinks and
beer
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In wealthy countries, higher
percentages of obese people

Loosely prescribed gender roles

In wealthy countries, less strict
sexual norms

Smiling as a norm

Freedom of speech is viewed as
relatively important.

Maintaining order in the nation is not
given a high priority.

Lower numbers of police officers per
100,000 population

In wealthy countries, lower
percentages of obese people

Strictly prescribed gender roles

In wealthy countries, stricter sexual
norms

Smiling as suspect

Freedom of speech is not a primary
concern.

Maintaining order in the nation is
considered a high priority.

Higher numbers of police officers per
100,000 population
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DIMENSIONS REPLICATED.

Year No.of
Author Publ  Sample  Cts  Power Indiv Mascu Uncer
Hoppe 1990 Elitest 18 x x x x
Shane 1995  Employees? 28 x x x
Merritt 1998 Pilots® 19 x x x x
de Mooij 2001 Consumers* 15 x x x
Mouritzen 2002 Municipal® 14 x x x

van Nimwegen 2002  Bank empl® 19 x x x
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FEMININE

Welfare society ideal; help for the
needy

Permissive society
Immigrants should integrate.
Government aid for poor countries

The environment should be preserved:
small is beautiful,

International conflicts should

be resolved by negotiation and
compromise.

More voters place themselves left of
center.

Politics are based on coalitions with
polite political manners.

Many women are in elected political
positions.

Tender religions

In Christianity, more secularization;
stress on loving one’s neighbor
Dominant religions give equal roles to
both sexes.

Religions are positive or neutral about
sexual pleasure.

MASCULINE

Performance society ideal; support
for the strong

Corrective society
Immigrants should assimilate.

Poor countries should help
themselves.

The economy should continue
growing: big is beautiful

International conflicts should be
resolved by a show of strength or by
fighting.

More voters place themselves in the
political center.

The political game is adversarial, with
frequent mudslinging.

Few women are in elected political
positions.

Tough religions

In Christianity, less secularization:
stress on belleving in God

Dominant religions stress the male
prerogative.

Religions approve sex for procreation
rather than recreation
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Private manufacturing companies (electronics, chemicals, consumer goods)
Total divisions or production units
Head office or marketing units
Research and development units

Private service companies (banking, transport, trade): units

W 3x T B

Public institutions (telecommunications, police): units

Total auiakior of malts siudied: 20
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Pluralist governments based on the
outcome of majority votes.

The political spectrum shows a strong
center and weak right and left wings.

There are small income differentials
in society, further reduced by the tax
system.

Scandals end political careers of
those involved.

Participative theories of management:
Christian New Testament, Marx.

Autocratic or oligarchic governments
based on co-optation

The political spectrum, if allowed to
exist, has a weak center and strong
right and left wings.

There are large income differentials in
society, further increased by the tax
system.

Scandals involving power holders are
usually covered up.

Power-based practice of
management: Confucius, Plato,
Machiavelli.
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WEAK UNCERTAINTY AVOIDANCE

More ethnic tolerance
Positive or neutral toward foreigners
Refugees should be admitted
Defensive nationalism

Lower risk of violent intergroup
conflict

One religion’s truth should not be
imposed on others.

If commandments cannot be
respected, they should be changed.

Human rights: nobody should be
persecuted for his or her beliefs.

In philosophy and science, there is
atendency toward relativism and
empiricism.

Scientific opponents can be personal
friends

Literature dealing with fantasy worlds

STRONG UNCERTAINTY AVOIDANCE

More ethnic prejudice
Xenophobia

Immigrants should be sent back.
Aggressive nationalism

High risk of violent intergroup conflict

In religion, there is only one Truth,
and we have it

If commandments cannot be
respected, we are sinners and should
repent.

More religious, political, and
ideological intolerance and
fundamentalisms

In philosophy and science, there is a
tendency toward grand theories.

Scientific opponents cannot be
personal friends.

Literature dealing with rules and Truth
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WEAK UNCERTAINTY AVOIDANCE

Fewer people feel unhappy.
People have fewer worries about
health and money.

People have more heart attacks.

There are many nurses but few
doctors.

Students are comfortable with
open-ended learning situations and
concerned with good discussions.

Teachers may say, “| don't know.”

Results are attributed to a person's
own ability.

Teachers involve parents.

In shopping, the search is for
convenience.

Used cars, do-it-yourself home repairs.

People more often claim ethical
considerations in buying.

There is fast acceptance of new
features such as mobile phones,
e-mail, and the Internet.

Risky investments

Appeal of humor in advertising.

STRONG UNCERTAINTY AVOIDANCE

More people feel unhappy.
People have more worries about
health and money.

People have fewer heart attacks.

There are many doctors but few
nurses.

Students are comfortable in
structured learing situations and
concerned with the right answers.

Teachers are supposed to have all the
answers.

Results are attributed to
circumstances o luck.

Teachers inform parents.

In shopping, the search s for purity
and cleanliness.

New cars, home repairs by experts

People read fewer books and
newspapers.

There is a hesitancy toward new
products and technologies.

Conservative investments

Appeal of expertise in advertising.
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Teachers expect initiatives from
students in class.

Teachers are experts who transfer
impersonal truths.

Quality of learing depends on two-
way communication and excellence
of students.

Less educated persons hold more
authoritarian values than more
educated persons.

Educational policy focuses on
secondary schools.

Patients treat doctors as equals and
actively supply information.

Teachers should take all initiatives in
class.

Teachers are gurus who transfer
personal wisdom.

Quality of learning depends on
excellence of the teacher.

More educated and less educated
persons show equally authoritarian
values.

Educational policy focuses on
universities.

Patients treat doctors as superiors;
consultations are shorter and
controlled by the doctor.





ops/mgh_gradient.jpg





ops/f0218-01.jpg
15

colecthist
K

5

ov,

7

ingvicuaist

*Sogaore

Hong Kong

o Jamica

sy

Tindsd o Taman
crina. Aicaw, | oo G S @6 Sahador

Viewam L Toe
i +Setvia
M2y pricaE s 8
i Maxicos o _oRomania POr8Y
PO | oy
Pagers | atuney ungusy
Igeis orussa

saveg " o uenaar
i eamany
Moy
wolon, + T eomumens
i e oa «Frame
. dcomtaquenec o Beigm e
Donmant i ity
ew Zeans ~eagumm
Comtptotn® o : .
Netvedanss ey
G Bitan
unteasunds
» - - 05
wesk Uncansiny Avince WA sog





ops/t0256-01.jpg
oy

span

wenbour

Hrgpsan

Avetsion
como
Hingary

sma

Sovni

o—

&
&
&

5
5
F

5





ops/t0143-01.jpg
51-53
153
)

5558

Soan

E1smvasor

ey
Gtenaia
Sitname

porn
one

Costanica

Denmanc

Norway
S

Bugara
Gt

st

atans






ops/t0322-01.jpg
TOP FIVE:

Growth of the business

Continuty of tho businoss
This yoars profts.

Parsonat woaltn
Powsr

MIDDLE FIVE:

Bowao

Honor, ace, eputation
croating sometring now
Pros ton yoars rom now

Staying witin he aw

Responsioilty toward empioyees

BOTTOM FIVE

2
2

B

Rospecting ethicalnoms
Rospansioity toward soctety
n goreral

‘Game and gambing spit
patrotism, nationat prde.
Famly norosts (0., obs for
rtaties)






ops/t0076-01.jpg
SMALL POWER DISTANCE

Hierarchy i organizations means an
inequality of roles, established for
convenience.

Decentralization is popular.

There are fewer supervisory
personnel.

There is a narrow salary range
between the top and the bottom of
the organization.

Managers rely on their own
experience and on subordinates.

Subordinates expect to be consulted.

The ideal boss is a resourceful
democrat.

Subordinate-superior refations are
pragmatic.

Privileges and status symbols are
frowned upon.

Manual work has the same status as
office work.

LARGE POWER DISTANCE

Hierarchy in organizations reflects
existential inequality between higher
and lower levels.

Centralization is popular.

There are more supervisory
personnel.

There is a wide salary range between
the top and the bottom of the
organization.

Managers rely on superiors and on
formal rules.

Subordinates expect to be told what
to do.

The ideal boss is a benevolent
autocrat, o “good father.”
Subordinate-superior refations are
emotional.

Privileges and status symbols are
normal and popular.
White-collar jobs are valued more
than blue-collar jobs.
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Specific to Inherited
individual and learned

PERSONALITY

Specific
to group
or category,

CULTURE Learned

Universal HUMAN NATURE Inherited
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FEMININE

Average student is the norm; praise
for weak students.

Jealousy of those who try to excel.
Failing in school is a minor incident.

Competitive sports are
extracurricular.

Children are socialized to be
nonaggressive.

Students underrate their own
performance: ego-effacement.
Friendliness in teachers is
appreciated.

MASCULINE

Best student is the norm; praise for
excellent students.

Competition in class; trying to excel.
Failing in school s a disaster.

Competitive sports are part of the
curriculum.

Aggression by children is accepted.

Students overrate their own
performance: ego-boosting.
Brilliance in teachers is admired.
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Job choice is based on intrinsic
interest.

Men and women partly study the
same subjects.

Women and men teach young
children.

Women and men shop for food and
cars.

Couples share one car.

More products for the home are sold.

More fiction s read (rapport talk)
The Internet is used for rapport
building.

Job choice is based on career
opportunities.

Men and women study different
subjects.

Women teach young children.

Women shop for food, men for cars.

Couples need two cars.
More status products are sold.
More nonfiction is read (report talk).
The Internet is used for fact
gathering.
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There are universal guidelines about
what is good and evil.

Dissatisfaction with one's own
contributions to daily human relations
and to correcting injustice

What is good and evil depends on the
circumstances.

Satisfaction with one’s own
contributions to daily human relations
and to correcting injustice

Matter and spirit are separated.

If A is true, its opposite B must be
false.

Matter and spirit are integrated.

If A is true, its opposite B can also
be true.

Priority is given to abstract
rationality.

There is a need for cognitive
consistency.

Analytical thinking

Priority is given to common sense.

Disagreement does not hurt.

Synthetic thinking
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SHORT-TERM ORIENTATION

Main work values include freedom,
rights, achievement, and thinking for
oneself.

Leisure time is important.

Focus is on the “bottom line.”

LONG-TERM ORIENTATION

Main work values include
learning, honesty, adaptiveness,
accountability, and self-discipline.

Leisure time is not important.

Focus is on market position.

Importance of this year’s profits

Managers and workers are
psychologically in two camps.
Meritocracy, reward by abilities

Personal loyalties vary with business
needs.

Importance of profits ten years from
now

Owner-managers and workers share
the same aspirations.

Wide social and economic differences
are undesirable.

Investment in lifelong personal
networks, guanxi

Concern with possessing the Truth.

Concern with respecting the demands
of Virtue.
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INDULGENT

RESTRAINED

Higher percentages of very happy
people
A perception of personal life control

Higher importance of leisure
Higher importance of having friends

Lower percentages of very happy
people

A perception of helplessness: what
happens to me is not my own doing.
Lower importance of leisure

Lower importance of having friends

Thrift is not very important.
Loose society

More likely to remember positive
emotions

Less moral discipline

Thrift is important.
Tight society

Less likely to remember positive
emotions

Moral discipline

Positive attitude
More extroverted personalities

Higher percentages of people who
feel healthy

Higher optimism

In countries with well-educated
populations, higher birthrates
Lower death rates from
cardiovascular diseases

Cynicism
More neurotic personalities

Lower percentages of people who
feel healthy

More pessimism
In countries with well-educated
populations, lower birthrates

Higher death rates from
cardiovascular diseases
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Adult children live with parents.

High-context communication prevails.
Frequent socialization in public
places.

Trespasses lead to shame and loss of
face for self and group.

Brides should be young, industrious,
and chaste; bridegrooms should be
older.

The most powerful influence on girls’
beauty ideals is girlfriends.

Adult children leave the parental
home.

Low-context communication prevails.
My home is my castle.

Trespasses lead to guilt and loss of
self-respect.

Criteria for marriage partners are not
predetermined.

The most powerful influence on girls'
beauty ideals is boys in general.
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COLLECTIVIST

Opinions are predetermined by group
membership.

Collective interests prevail over
individual interests.

INDIVIDUALIST

Everyone is expected to have a
private opinion.

Individual interests prevail over
collective interests.

State has dominant role in the
economic system.

Low per capita GNI

State has restrained role in the
economic system.

High per capita GNI

Companies are owned by families or
collectives.

Private life is invaded by group(s).

Joint-stock companies are owned by
individual investors.

Everyone has a right to privacy.

Laws and rights differ by group.

Laws and rights are supposed to be
the same for all.
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Lower Human Rights rating

Higher Human Rights rating

Ideologies of equality prevail over
ideologies of individual freedom.
Imported economic theories are
unable to deal with collective and
particularist interests.

Ideologies of individual freedom
prevail over ideologies of equality.
Native economic theories are based
on pursuit of individual self-interests.

Harmony and consensus in society
are ultimate goals.

Patriotism is the ideal.

Self-actualization by every individual
is an ultimate goal.

Autonomy is the ideal.

Outcome of psychological
experiments depends on in-group—
out-group distinction

Outcome of psychological
experiments depends on ego-other
distinction.
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COLLECTIVIST

People are born into extended
families or other in-groups that
continue protecting them in exchange
for loyalty.

Children learn to think in terms of
we."

Value standards differ for in-groups
and out-groups: exclusionism.

Harmony should always be maintained
and direct confrontations avoided.

Friendships are predetermined.

Resources should be shared with
relatives.

INDIVIDUALIST

Everyone grows up to look after him-
or herself and his or her immediate

(nuclear) family only.

Children learn to think in terms of

The same value standards are
supposed to apply to everyone:
universalism.

Speaking one’s mind is a
characteristic of an honest person.
Friendships are voluntary and should
be fostered.

Individual ownership of resources,
even for children.
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The employer-employee relationship is
basically moral, like a family link.

Management is management of
groups.

The employer-employee relationship is
a contract between parties in a labor
market.

Management is management of
individuals.

Direct appraisal of subordinates
spoils harmony.

In-group customers get better
treatment (particularism).
Relationship prevails over task.

The Internet and e-mail are less
attractive and less frequently used.

Management training teaches the
honest sharing of feelings.

Every customer should get the same
treatment (universalism).

Task prevails over relationship.

The Internet and e-mail hold strong
appeal and are frequently used to link
individuals.
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Arabic-speaking
countries (Egypt,
Iraq, Kuwait,
Lebanon, Libya,
Saudi Arabia,
United Arab
Emirates)

Argentina

Australia

Austria

Bangladesh

Belgium Flemish
(Dutch speaking)

Belgium Walloon
(French speaking)

Brazil

Ecuador
EI Salvador
Estonia
Finland
France
Germany
Great Britain
Greece
Guatemala
Hong Kong

(China)
Hungary
India
Indonesia
Iran

Ireland

Pakistan
Panama
Peru
Philippines
Poland
Portugal
Romania
Russia
Serbia
Singapore
Slovakia
Slovenia
South Africa®
Spain
Suriname

Sweden
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Bulgaria Israel Switzerland French

Canada Quebec Italy Switzerland German

Canada total Jamaica Taiwan

Chile Japan Thailand

China Korea (South) Trinidad

Colombia Luxembourg Turkey

Costa Rica Malaysia United States

Croatia Malta Uruguay

Czech Republic Mexico Venezuela

Denmark Morocco Vietnam

East Africa Netherlands West Africa
(Ethiopia, Kenya, New Zealand (Ghana, Nigeria,
Tanzania, Zambia) Norway Sierra Leone)
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COLLECTIVIST

Students speak up in class only when
sanctioned by the group.

The purpose of education is learing
how to do.

Diplomas provide entry to higher-
status groups.

Occupational mobility is lower.
Employees are members of in-groups
who will pursue the in-group's
interest.

Hiring and promotion decisions take
employee's in-group into account.

INDIVIDUALIST

Students are expected to individually
speak up in class.

The purpose of education is learning
how to learn.

Diplomas increase economic worth
and/or self-respect.

Occupational mobility is higher.
Employees are “economic persons”
who will pursue the employer’s
interest if it coincides with their self-
interest.

Hiring and promotion decisions are
supposed to be based on skills and
rules only.
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FEMININE

Being responsible, decisive,
ambitious, caring, and gentle is for
women and men alike.

Girls don't cheer for boys.

Women's liberation means that men
and women take equal shares both at
home and at work.

Single standard: both sexes are
subjects.

Same norms for showing male or
female nudity

Explicit discussion of sex, less
implicit symbolism

Sex is a way for two persons to relate.

Sexual harassment is a minor issue.

Homosexuality is considered a fact
of lfe.

MASCULINE

Being responsible, decisive, and
ambitious is for men; being caring
and gentle is for women.

Women's ambition is channeled
toward men’s success.

Women's liberation means that
women are admitted to positions so
far occupied by men.

Double standards: men are subjects,
women objects.

Stronger taboo on showing male than
female nudity

Taboo on explicit discussion of sex,
but implicit erotic symbolism
Performance for a man can be
exploitation for a woman.

Sexual harassment is a big issue.
Homosexuality is considered a threat
10 society.
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FEMININE

Management as ménage: intuition
and consensus

Resolution of conficts by compromise
and negotiation

Rewards are based on equality.
Preference for smaller organizations
People work in order to live.

More leisure time is preferred over
more money.

Careers are optional for both genders.

There is a higher share of working
women in professional jobs.
Humanization of work by contact and
cooperation

Competitive agriculture and service
industries

MASCULINE

Management as manzge: decisive
and aggressive

Resolution of conflicts by letting the
strongest win

Rewards are based on equity.
Preference for larger organizations
People live in order to work.

More money is preferred over more
leisure time.

Careers are compulsory for men,
optional for women.

There is a lower share of working
women in professional jobs.
Humanization of work by job content
enrichment

Competitive manufacturing and bulk
chemistry
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PDI RANGE

NUMBER OF
OCCUPATIONS
INTHIS
CATEGORY OF OCCUPATIONS CATEGORY FROM TO MEAN
Unskilled and semiskilled workers 3 8 97 90
Clerical workers and nonprofessional 8 57 84 7
salespeople
Skilled workers and technicians 6 33 90 65
Managers of the previous categories 8 2 62 42
Professional workers 8 -22¢ 36 22
Managers of professional workers 5 -19t0 21 8
Total 38 22t 97 a7

o O YRS NS Tl T T 130 i et Tor BOuNErES:





ops/t0340-01.jpg
In the United States the market
In France the power
In Germany order

In Poland and Russia efficienc

In the Netherlands consensus
In Scandinavia equality
In Britain systems
In China the family

In Japan Japan
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Power Distance (small) Power Distance (large)

Acceptance of responsibility Discipline
Uncertainty Avoidance (weak) Uncertainty Avoidance (strong)
Basic innovations Precision

Collectivism Individualism

Employee commitment Management mobility
Femininity Masculinity

Personal service Mass production
Custom-made products Efficiency

Agriculture Heavy industry

Food Chemistry

Biochemistry Bulk chemistry

Short-Term Orientation LongTerm Orientation

Fast adaptation Developing new markets





