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Cross-border alliances. Mergers
Acquisitions. Employees that repre-
sent ar are located in a variety of
national cultures. These are typical
business conditions in the for-profit
and nonprofit world. Global busi- |
nesses know that continuous change,
not stability, is the dominant influ- |
ence in businesses today,

Working effectively with this
change is another matter. How can
corporations transform themselves
into global crganizations able to
compete and collaborate in world
markets and capitalize on their
changing workfarce?® A transcultural
organization model is imperative for
culturally diverse and transnational
organizations

The thinking and philosophy that
fed us to develop the model pre-
sented in this article draws fram
learning organization theory and a
maodification of Nancy |. Adler's

Figure 1_ Adler’s evolutionory stages foword o fransnafional

cultural evolution of corporations.
{See figure 1.) We have also used
Geerte Hofstede's four dimensions of
culture to frame the values of the
transcultural organization and
compare them graphically to those of
two national cultures. Our
transcultural model can be used to
gauge the scope of the intended
cultural change and as a guide for the
design of systems and processes to
support organizational transforma-
tion,

Why a transcuftural model?
Successful culturally diverse
organizations will be transcultural,
which means they will developa
unigue culture reflecting the kblend-
ing of multi-ethnic or multi-national
values and styles, The transcultural
model is an atternpt to describe the
organizational culture that comple-
ments the borderless business
practices of transnational companies,
These companies, in
theory, have no corpo-

fronscuthural rgonizafion, rate headquarters and,
through advanced
Businessy Organization & || technology, operate
Strategles People Skills effectively anywhere
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with their global vision
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lnterdependent ways—LUnigue & Symergistic tions.
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Global Multicultural || transculiural
Many Good Ways Simultaneously nrganization.
A The transcultural
International Cross-Cultural || organization is value
Many Good Independent Ways driven, It values learn-
A ing as much as results
Domestic Monocultural and process as much as
One Best Way | tasks. It strives to free
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itself from formal structures and
contrals that impede its ability o
change rapidly. Instead it shifts
substantial power and authority to
employess. It invests heavily in its
people by providing leaming oppor-
tunities, facilitating tearmwork, and
rewarding excellence.

The transcultural organization
goes beyvond managing diversity, it
seeks to maximize its creative
potential. It accepts conflict as part

| of its culture and recognizes that

through conflict, new learning and
SYNETEY can occur. It ensures an
inclusive environment, fostering the
kinds of people skills and feedback
needed 1o keep that environment
dynamic and fluid.

Cultural dimensions of the transculioral
organization.

The Lutch anthropologist Geerte
Haofstede researched cultural differ-
ences in work-related values and
attitudes. Cur model is based on his
four cultural dimensions: power
distance (the extent a culture accepts
unequal distribution of power in an
arganization), uncertainty avoidance
(discomfort with uncertainty and
ambiguity versus willingness to take

risks), individualism versus collectiv-

ism, and masculinity (achievement,
results, and materialism) versus
femininity {relationships, concarn far
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others, and quality of life).

Our application of Hofstede's
dimensions to transeultural organiza-
tions suggests the following specific
transcultural value orientations:
»low power distance ‘employees
are empowered)

»low uncertainty avoidance (risk,
flexibility, conflict, and diversity are
highly valued)

»midway Individualism/collectivism
{equal emphasis en individual and
team; both have rights and obliga-
tions|

*midway masculine/feminine
jequal emphasis on task and rela-
tionships).

Figure 2 shows the trans-cultural
model diagrammed along Hofstede's
cultural dimensions.

This profile of the transcultural
model is derived from what we are
leaming about success in global
business. Enormous advances in
technology have tipped the scale in
favor of organizations that can
respond quickly to market and
environmental changes. This requires
an organization where both power
distance and uncertainty avoidance
are low.

Taking initiative requires indi-
vidual action, but the complexity of
operating globally demands group
cooperation. Hence the equal
emphasis on individualism and
aperating a5 a group (collectivism).
Only diverse teams have the creativ-
ity to design the products, services,
and networks needed in an interde-
pendent world. But only diverse
teams that pay attention to relation-
ships (feminine}, as well as results
Imasculine; will thrive,

I.5. Organizations

Let's look first at an organization
with what has been the dominant
U.5. business culture (Northern
European American male). As figure
2 shows, the .S, business culture is
relatively low on power distance and
uncertainty aveidance, very high on
individualism, and high on masculine
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Figure 2. Hofsfeds s cultural dimensians.

values. Although in reaching towards | Mexican organizations

the transcultural model, this crgani-
zation would need to modify its
behavicrs along all four of Hofstede's
dimensions, the greatest changs and
effort would be in balancing indi-
vidual achievement (individualism
and masculinity] with collaborative

Using this model we can predict
that the Mexican organization would
alse need major adjustments in
thinking and style. The most signifi-
cant changes occur as the organiza-
tion becomes less hierarchical (lower
power distance), more risk taking

{lower uncertainty avoidance), and
mare team oriented (femninine).

Coninued

relationships (collectivism and
feminism).

R0,
& Are you prepared to work with people
wha are difierent from you?
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Drgenizations combining U.3.
Americans and Mexicans

Both groups would nesd to adapt
their cultural style, but as the
diagram suggests, each group would
be challenged in different ways. For
instance, we can guess that the U5,
Americans would need to attend
more to group needs and relation-
ships, Similarly, the Mexicans would
have to make more decisions and 1o
tolerate greater ambiguity. lointly the
member employees would negotiate
changes for the new transcultural
organization. It would become a
unigue culture, the culmination of
"our ways and your ways,” greater
than the sum of its parts.

A model such as this one can be
a tool for planning organizational
culture change as well as a tool to
measure the dimensions and magni-
tude of the intended change with
various employee constituencies.
This model can guide the design of
systems and processes 10 SUpport
such an arganizational transforma-
tion, suggesting culturally specific
intervention modules.

By making explicit the desired
culture, and acknowledging that
everyone will probably be stretched
beyond their comfort zone, personal
and organizational change becomes
“ongoing learning,” which is empow-
ering, rather than “overcoming
deficiencies.” which cripples indi-
vidual and organizational spirit. B

Cyhthia Livikgston is co-founder and
partner of Cambio International, Intercultural
and Change Management Consultants, 5
Putram St., Boston, MA 02123 USA, phowe
(617) 242-3694, fax (617) 242-2048,

foarne Zitek. organization development
conselbant specializing in diversity and
globalization, can be reached at @ Myrile 51
Boston, WA 02130, phowre (617) 524-2109,
fex (61 7) 324-9968

Graph by George Fifield, Bostor, MA.

& Cultural Qiversity at Wark  January 1395 (7:3) 206/362-0336 3




