

23




Unit 8 - Intercultural Leadership
STUDY GOALS
After completing this unit, students will know ...
... which groups of managers are familiar with intercultural leadership.
... what culture means.	Comment by Translator: Translator:  As in the full Course Book, the key terms in quotation marks in the DE version are changed to italics in the first instance of explanation in the EN version. The terms that correlate with the sidebar text & are indicated with quotation marks & bold font are now only in bold font, but not italicized.
... how the understanding of leadership differs in the East and West.
... with which competencies intercultural challenges are mastered.
... what intervention options are available to leaders when confronted with multicultural team challenges. 


8. Intercultural Leadership
Case Study
LG and Expatriates 
“When Korea-based LG determined to become more globalized in their outlook and business practices, they set about recruiting several highly experienced foreign executives and placing them in positions of power where they could lead a fundamental cultural change. These changes would then cascade down through the organization from the top. One of their first new hires was an Irishman named Dermot Boden, who was given a three-year contract as the company’s new chief global marketing officer. Boden had built an impressive marketing career at Pfizer, rising to vice president and general manager in its Japanese headquarters. His job would be to rebrand LG products with an exciting new image. At the same time, LG hired several other global executives, mostly from Europe, and soon Boden and his colleagues represented a quarter of LG’s top management team. Moving to Seoul, Boden and his colleagues approached their new jobs with enthusiasm. To bring attention to LG as a ‘hip’ brand, Boden sought out partnerships with Formula 1 racing teams and initiated the ‘Life is Good’ branding campaign, a play on the company’s initials, LG. Customers began to pay more attention to the brand. Within a year, however, Boden and his colleagues ran into trouble as LG’s Korean executives began to chafe at changing their local customs and ways of doing business. Complaints emerged that the foreigners’ management style was incompatible with Confucian culture. There was too much conflict, and insufficient respect for Korean traditions. The more combative ‘shake-things-up’ management style of the new foreign executives had run afoul of the existing culture. After just three years on the job, the contracts of Boden and his colleagues were not renewed, and they left the company. LG returned to an all-Korean executive suite.” (Steers and Osland, 2020, p. 15f).  	Comment by Translator: Translator:  The following content is the exact text from the cited source. A translation loop (EN ->DE->EN) has therefore been avoided. There are a few other instances of exact text from the respective cited source in this unit.

8.1 Intercultural Leaders and Culture
Intercultural Leaders
The times when leadership took place in a homogeneous cultural context are long gone. And today, even the context of intercultural leadership typical to the onset of modern globalization—namely through expatriates (managers sent abroad by the employer; the term comes from the Latin ex patria, meaning outside the home country)—is now only one context among many (Steers and Osland, p. 8). Expatriates are sent by their companies to work temporarily or permanently in another country—and thus in another culture. They often speak the local language, have a special affinity for the local culture, and, over time, often become intermediaries between the home and host countries. Expatriates permanently live and work abroad – either at their own request or as employees who have been dispatched by their employer.  

As Steers and Osland explain, expatriates represent only one of four groups of leaders who today face the challenges of intercultural leadership (Steers and Osland, p. 8). These days, many leaders find themselves in one, or even several, of four roles that require them to successfully operate across cultural boundaries. These are: expatriates, frequent flyers, global entrepreneurs, and home country managers.
Expatriates
Expatriates are traditionally deployed for various reasons. For example, it is often the case that their company seeks to establish a representative office abroad, wants to exert greater control over an existing local company, or cannot find qualified employees locally. Of course, there are also expatriates, such as Boden and his colleagues, who seek to go abroad on their own initiative. As the case study above demonstrates, they do not always possess the necessary cultural intelligence for this.  

Frequent Flyers
Frequent flyers are leaders who are not stationed abroad, but spend a great deal of time commuting between different locations where their employees are working. In global companies, it is not uncommon for organizational units to be distributed across different countries or even continents. For example, a sales manager for the EMEA region (Europe, Middle East, Africa) of a large mechanical engineering company may manage departments in Germany, Lebanon, and Nigeria. They will then visit all these locations regularly in order to effectively agree on and achieve goals with their employees. In addition, the generation and care of important business contacts and the final negotiation of important contracts can be conducted on-site. All of this usually cannot be handled purely online: instead, it requires the manager in question to travel in person to the countries involved. During this process, frequent flyers must engage with a variety of different cultures, both among their employees and their business partners. Nevertheless, they are typically much less capable of becoming true experts on a single different culture than expatriates due to the shorter amount of time that they spend on location. Global entrepreneurs
do not limit their activities to their home country, but rather look for their investors, employees, and business partners worldwide.  
Frequent flyers spend a great deal of time traveling between different countries where their employees are located. 


Global Entrepreneurs
Steers and Osland refer to company founders who establish and orient their business internationally from the outset as global entrepreneurs (loc. cit.). Unlike in earlier times, it is no longer essential to find suppliers and other business partners near a company’s headquarters. Investors are also located all over the world and finance the companies of these founders from wherever they are. The decline of political and economic barriers to trade, as well as the availability of a great deal of significant information worldwide, allows global entrepreneurs to choose the best production locations and business partners—even if they are located in other countries. 

Home Country Managers
Today, intercultural competence is often also expected of home country managers who do not leave their home country at all. They also work in a globalized economy and interact frequently, perhaps even daily, with people and companies from other cultures, communicating with colleagues, customers, suppliers, and other stakeholders all over the world from their office or home office. The employees for whom they have professional or disciplinary responsibility may also come from very different cultures, too. As a result, even “at home”, they must face the challenges of intercultural leadership if they want to master their task successfully. Home country managers often face intercultural challenges because their employees—local or expatriate—come from different cultural backgrounds.  


Regardless of which of these four categories a leader falls into, they must handle the cultural differences that they encounter in order to be able to discover the right approach for their own most promising behavior. 
Self-Check Questions

1. Define the term expatriate.
“An expatriate is a person who is sent to work temporarily or permanently in a foreign country, and thus a different culture, at their own request or at the request of their company.”

2. Complete the following sentence.
“Global entrepreneurs do not limit their operations to their home country, but rather look for their investors, employees, and business partners worldwide.”  

8.2 Culture

What exactly is meant by culture when intercultural leadership and cultural differences are discussed? This term is not uniformly understood by experts from various disciplines. The pioneer of intercultural organizational research, Geert Hofstede, has offered an understanding of culture that is widely accepted. He describes culture as “the collective programming of the mind that distinguishes members of one human group from another.” (see Hofstede, 2001, p. 1). It is not only about the values of these groups, but also about more superficial factors, such as habits and customs. For example, in some cultures, it is customary to kiss each other in greeting, in others to bow, and in others to shake hands (Brett, 2014, p. 26). Many human groups, not just nations, exhibit distinguishable cultures. For instance, it is quite common for different cultures to exist in the same country. Likewise, businesses and other social organizations often exhibit their own cultures. Culture is a distinguishing characteristic of human groups and is expressed in their values, habits, and customs.   


Characteristics of Cultures 
Steers and Osland name three characteristics that exemplify cultures (Steers and Osland, 2020, p. 35): 
1. Culture is shared by members of a group and often defines precisely who belongs to that group. Cultural preferences are not the same or even universal around the world. At the same time, not all members of a culture necessarily have the same preferences. Of course, the fact that most Koreans and Mexicans appreciate spicy foods does not mean that all Koreans and Mexicans do. Nor does it mean that all Canadians or Dutch avoid spicy foods. 
2. People learn culture through membership of a group or community. Cultures entail rules of living together, and these are taught by parents, elders, teachers, superiors, and society. We acquire the values and behaviors of our culture by observing others’ behavior in society. 
3. Culture influences the attitude and behavior of its members. Neuroscience has found that cultural experience physically shapes the brain of a growing child. Many of our attitudes, values, and behaviors are not innate, but acquired (consciously or unconsciously) throughout our lives. People in other communities acquire their own, sometimes quite different, culture. 

	Comment by Translator: Translator: This gap before the next section is to allow for the side text boxes within that section to be properly viewed. The pagination & even/odd page number formatting in the DE version include the chunks of text struck through during the review process that are not included in the EN version.












Understandings of Leadership in the East and West
There are entirely different understandings of what leadership means in the East and West. The concepts and insights presented in this course book naturally move in the tradition of the West. The concepts of eidos (ideal) and telos (goal) were developed in the cultural tradition of ancient Greece.

[bookmark: _Hlk105253500]The foundations of Western civilization and the understanding of science that came from them go back to ancient Greece in many aspects  (cf. Steers and Osland,  2020, p. 195): “The Greeks developed the concept of eidos (ideal) as a perfect form that humans should aspire to and achieve as telos (goal). In this scheme, the work of a leader consists of bridging the gap between telos as an ideal state and reality (or actual practice) with the goal of achieving perfection.” 	Comment by Translator: Translator: Exact text from cited source.
In Asia, other civilizations and traditions of thought emerged and also date back to ancient times. In ancient China and much of Asia, however, this did not involve a concept similar to the Greek ideal: “Instead, reality in the ancient East was seen as a process emanating from the interaction between opposing and complementary forces, or yin and yang. Order did not result from an ideal to be accomplished but from a natural propensity of processes already in motion. Because the emphasis was on current processes evolving here and now, Eastern thinking focused on very concrete and specific situations of everyday life, rather than abstractions of the essence of an ideal form.” (cf. Steers and Osland, 2020, p. 195).	Comment by QM8: Source reference? 	Comment by Translator: Translator: See comment below.	Comment by Translator: Translator:  Exact text from the same cited source as directly above. It is also on page 195 of the source.The concept of yin and yang was developed in the cultural tradition of ancient China.

Alongside these two great traditions, there is naturally a multitude of additional fundamental cultural understandings—and the most diverse forms even exist within the West and Asia. Nevertheless, it is possible to draw a distinction here between the two basic trends that have led to different understandings in the East and West. In terms of trends, the understanding of leadership differs with regard to four core components: Task, Goal, Logic, and Preference, as shown in the following table below. 

	Understanding of Leadership in the East and West

	
	Western Cultures
	Eastern Cultures

	Task
	The search for the ideal final state (eidos and telos). 
	The search for a balance of opposing forces (yin and yang).

	Goal
	Establishing and pursuing desirable goal states, and managing the outcomes.
	Creating the conditions that enable success, and managing the process.

	Logic 
	Articulating goals and identifying the means to achieve them.
	Clever positioning to take advantage of opportunities as they arise.

	Preference
	A preference toward action and initiative. 
	A preference toward patience and the utilization of opportunities.




Leaders must keep these factors clearly in mind. But what does the skillset that enables them to successfully engage in intercultural activity look like? 

Self-Check Questions
[bookmark: _Hlk67336365]
1. Complete the following sentence.

“Hofstede describes culture as “the collective programming of the mind that distinguishes members of one human group from another.”

2. According to Steers and Osland, which of the following descriptions is not characteristic of cultures? 	Comment by Translator: Translator:  The descriptions with checked boxes are actually characteristic of cultures & the descriptions without checked boxes are actually not characteristic.
· We acquire the values and behaviors of our culture by observing others behaving in society.
· Companies often have the same culture across industries, but not across countries.
· While language is learned, culture is innate. 
· Culture influences the attitude and behavior of its members.

8.3 Intercultural Leadership
Intercultural leadership requires a combination of mindset, intelligence, and practical competence. 

What special characteristics are required of intercultural leaders? Steers and Osland emphasize three qualities in particular: a global mindset, cultural intelligence, and multicultural competence (Steers and Osland, 2020, p. 21f).
 
A Global Mindset

A global mindset combines an open-mindedness toward different cultural realities with the ability to mediate between those different cultural circumstances and reconcile them. It is a matter of recognizing differences in local and global realities and strategically handling them in the right way. Above all else, this requires an openness to such differences. 

Cultural Intelligence 
Steers and Osland refer to the ability to act effectively in situations characterized by cultural diversity as cultural intelligence (Steers and Osland, 2020, p. 21f). The economists Earley and Mosakowski coined the term CQ for this, drawing on the intelligence quotient (abbreviated as IQ). CQ makes it possible to recognize cultural differences as such and to handle them appropriately (Earley and Mosakowski, 2016). The latter may suggest a very different approach than one is familiar with in their own culture. Research has shown that high cultural intelligence reliably predicts success in intercultural constellations (Ang and van Dyne, 2015). However, people possess CQ to widely varying degrees. The good news is that cultural intelligence is not innate, but can be learned and increased over a lifetime. Earley and Mosakowski have studied the CQ of thousands of leaders and conclude that, to a large extent, it can be learned (Earley and Mosakowski, 2016, p. 4ff). Cultural intelligence is characterized by the ability to perceive culturally determined differences and to handle them intelligently.  

Researchers have identified three factors that contribute to a person’s CQ: cognitive ability (head), physical behavior (body), and motivation (heart) (ibid.): 

Head
When an awareness exists that human behavior all over the world is shaped by culture, the actions of others can be better interpreted and understood. This is a cognitive skill that is acquired through conscious reflection. It often requires distancing from one’s own intuitive “gut feeling” about cultural matters – and by extension, developing a potentially more appropriate strategy for action. Countries or people are not the only entities to have different cultures: companies do as well, albeit to a lesser extent. Here, too, it is important to make conscious use of the cognitive component of cultural intelligence. The case study below illustrates this.	Comment by Translator: Translator:  interpreted is used here rather than the literal EN equivalent, classified.

Case Study
Compare and Interpret
“An Irish manager at an international advertising firm was working with a new client, a German construction and engineering company. Devin’s experience with executives in the German retail clothing industry was that they were reasonably flexible about deadlines and receptive to highly imaginative proposals for an advertising campaign. He had also worked with executives of a British construction and engineering company, whom he found to be strict about deadlines and intent on a  media campaign that stressed the firm’s technical expertise and the cost savings it offered. Devin was unsure how to proceed. Should he assume that the German construction company would take after the German clothing retailer or, instead, the British construction company? He resolved to observe the new client’s representative closely and draw general conclusions about the firm and its culture from his behaviour, just as he had done in the other two cases. Unfortunately, the client sent a new representative to every meeting. Many came from different business units and had grown up in different countries. Instead of equating the first representative’s behavior with the client’s corporate culture, Devin looked for consistencies in the various individuals’ traits. Eventually, he determined that they were all punctual, deadline-oriented, and tolerant of unconventional advertising messages. From  that, he was able to infer much about the character of their employer.” (Earley and Mosakowski, 2016, p. 5). 	Comment by Translator: Translator: Exact text from cited source.

Body
The cognitive dimension of CQ is joined by another: an understanding and, where appropriate, mirroring of behaviors in order to engage with the other culture. This engagement with the other culture often has a physical component (as in the different greeting rituals or the different perceptions of how much physical distance is appropriate in a personal conversation).  

Heart 
Finally, CQ also requires the willingness to engage with another culture in the first place and alongside this, to question one’s own culture and, where sensible and desirable, to leave it behind. This does not necessarily mean adopting the other approach entirely. Rather, it often makes the most sense for all involved to find a middle ground.   
Multicultural Competence 
In addition to the right mindset and intercultural intelligence, it is also important for a leader to acquire practical competence in engaging with different cultures. It is commonly necessary for leaders to engage with more than just one or two cultures; this ability is referred to as multicultural competence. This is not a situation where the leader either has this ability or not. Rather, it is a matter of gradation. The more of it a person has, the better. Why? Steers and Osland answer this question succinctly: “Simply put, better trained managers – especially those with higher levels of multicultural competence – tend to succeed in challenging foreign environments more often than those with lower levels of competence. It is as simple as that.” (Steers and Osland, 2020, p. 21).	Comment by Translator: Translator: Exact text from cited source.

Leading Multicultural Teams
Four Challenges
Brett, Befahr, and Kern identify four challenges that leaders of multicultural teams often face (Brett, Befahr, and Kern, 2020):

1. Insufficient language skills 
Team members do not always have comparable language skills. Thus, it is not uncommon for individual employees to lack sufficient command of the dominant team language. Apart from practical problems, this often leads to their other competencies being underestimated by others. This can cause barriers and even gridlock. 
2. Different communication styles 
The way people talk to each other can vary greatly. In many Western countries, for example, very direct and explicit communication is the norm. By contrast, in Asian countries, for example, communication is often indirect, and the content that is intended to be communicated is sometimes derived from what is not said. In negotiations between international leaders, say, it is often easier for Asians to understand what the other side means than it is for Europeans or Americans. In Germany, for instance, people are often not afraid to express their rejection of an offer by saying “no.” Conversely, a Japanese person’s “yes” does not necessarily mean agreement, but may merely express, “Yes, I’m listening to you and understand what you’re saying (but don’t agree with it).”

3. Different understanding of hierarchy
In some cultures, there is a more egalitarian understanding of hierarchy, which can be seen, for example, in the respective German and Dutch terms Mitarbeiter and Medewerker. In other cultures, leaders are accorded a higher status. For instance, in the Arab world, as well as in the USA, superiors are often expected to give clear instructions and make clear decisions—and they do not necessarily expect to be questioned. Such differences can lead to team members only wanting to contribute very cautiously, or not at all, in joint brainstorming sessions with their boss. On the other hand, the enthusiasm for discussion that is common in their home country can come across as unpleasantly demanding and argumentative on these kinds of occasions abroad. 

4. Different standards of decision-making
Cultures sometimes differ greatly in the way decisions are made. This becomes clear, for example, when carrying out group tasks in leadership workshops. For instance, a group of German leaders is presented with a task to be carried out together (such as the production of a physical object using specified means). It is typical for this group to first develop a well-thought-out plan for its approach—and only start putting it into practice after that. In contrast, British teams may take a completely different approach—here, the implementation often begins immediately—and is adjusted “along the way” as needed following the idea of trial and error. Remarkably, both approaches often lead to a similar end result. The approach of these teams is also likely to differ on a day-to-day basis. As a result, a working group composed of members from different cultural backgrounds often does not automatically have the right approach for the task.  

Four Intervention Options
Brett, Befahr, and Kern identified four intervention options available to leaders facing the challenges of multicultural teams (Brett, Befahr, and Kern, 2020):

1. Adaptation
A team acknowledges the existing differences and consciously attempts to find ways to handle them. Their leader encourages them to adjust and adapt to each other. 

2. Structural intervention
If certain employees find it difficult to work together on a sustained basis, team responsibilities and workflows can be reorganized. 

3. Management decision
A team is currently unable to solve a problem on its own. For example, a team of experts with different language skills may be instructed to work only in language-skilled subgroups within certain teams. This should be an exception, rather than a rule. 

4. Exit
Sometimes the only last resort is the voluntary or involuntary removal of a member from the team if, for example, too much damage has been caused by a conflict for reasonable cooperation to still be possible. 

Self-Check Questions

1. Complete the following sentence: 
“Steers and Osland  refer to the ability to operate effectively in situations characterized by cultural diversity as cultural intelligence.”

2. Which four challenges facing multicultural teams have Brett, Befahr, and Kern identified?
· Different standards of decision-making
· Different understanding of hierarchy
· Different understanding of strategy
· Insufficient understanding of technology
· Insufficient language skills
· Different presentation techniques
· Different communication styles


	Comment by Translator: Translator:  The unit Summary is missing in the DE content.
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