CULTURE

The beginnings of formal writing on the concept of organizational culture started with Pettigrew (1979). He introduced the anthropological concept of culture and showed how related concepts like "symbolism", "myth" and "rituals" can be used in organizational analysis. Culture has been characterized by many authors as "something to do with the people and unique quality and style of organization" (Kilman et al., 1986), "the way we do things around here" (Deal and Kennedy, 1982), or the "expressive non-rational qualities of an organization".

MODEL AND FRAMEWORK

Various studies have shown that culture plays a significant role in organizations. The study by Kelley and Worthley agree on the Farmer and Richman (1964) model which support the role of culture in the formation of managerial attitudes, compare to the Negandhi and Prasad (1971) model that describe management philosophy as a major independent factor. This is supported by Sullivan and Weaver (2000) that cultures and institutionalized practices within countries can affect the general managerial practices within firms. In line with that, research also shows managers from Asia and from the US develop and apply different strategic orientations ( Hitt et al, 1997). 

INTRODUCTION

The emergence of globalization is forcing the businesses to deal with cultural differences on a magnified scale. Doing business in Asia differs from the West. It is illustrated by Lawrence Yeo (2006) in his article, one general manager of a white

goods company remarked that doing business in Asia is like watching a duck that appears calm and serene on the surface, but beneath the water is paddling furiously. And often executives in Asia are 'paddling' in a certain direction without having complete information or knowing the true picture of the business situation. East and West tend to have different management systems and cultural values, hence Western firms with operations in the East tend to face greater cultural problems. 

Conflicts that emerge between Asians and westerners at work often reflect deep, hidden, and consequently, unrecognized fundamental differences in values and beliefs. Westerners must be given the necessary environment and details to gain a subtle appreciation of fundamental cultural differences. Hofstede (1980a, 1984) emphasized that the system of management must respect continuity with old values and traditions, and that sound management development should take into cognizance cultural differences, or else it will become irrelevant. Bowman and Okuda further stated that showing an interest in others' cultures is to create a climate of understanding and respect. Jensen Zhao (1988 cited in Joy 1989), a university instructor from the PRC doing graduate study in US, says that person from other nations doing business in China gain a real advantage when they show knowledge of local culture. He also states that they are respected and appreciated as persons of great knowledge and that this establishes a positive mood

as negotiations begin, leading to an improved potential for success. 

ASIAN MANAGEMENT CULTURE VS WESTERN MANAGEMENT CULTURE

America’s managerial practice is influenced by F.W. Taylor (1911) and strongly supports participative management and job enrichment (Herzberg, 1966 et al cited in Kao et al 1999). They practice high individualism behaviour (Hofstede 1980a cited in Kao et al 1999), despite recognition of the key role of human and needs and foster individual rivalry and competition among workers, thus further increasing individualistic attitudes and a high mobility of labour. Same goes to Europeans and North Americans who minimize authoritarian control while maximizing individual autonomy and initiative. For the Western, the best leader is the one-minute manager who communicates clear goals and delegates decisions about how to implement them. The best organization is a fraternity of equals. 

East Asian countries such as China have been greatly influenced by Confucianism. The philosophy of Confucius stresses that individuals are not isolated entities but a part of a larger system of interdependent relationships. Therefore, Asian management styles typically subordinate the role of the individual to the greater demands of the group, leading to employee’s hesitation to take independent initiative on task. Achievement is not always considered in individualistic and egoistic terms, as depicted by the Westerners, but constitutes a strong social concern, rather than a matter of individual

striving and competition. (Agarwal and Misra,1986 et al cited in Kao et al 1999). They prefer a more directive leadership as they are more reluctant to be venturous, aggressive and initiate. 

Asian employees tend to have a strong respect for authorities and regulations. The inherent respect for superiors is consistent with their cultural backgrounds where they seldom challenge authoritative figures and established rules. For example, Asian associates are quite reserved to volunteer ideas and thoughts in a meeting to avoid being judged badly by others. Hence, during meetings, Westerners will face silent participants that are passionately concerned with the issues on the table but are equally concerned about appearing insubordinate. They do not try to acquire prestige or praise by making social change. Unlike Westerns, meetings are not brainstorming sessions for the Eastern associates. The manager is required to be all-knowing, making decisions, providing answers and exercising authority. Therefore, meetings will not be as productive as in the Western countries. Hence, Western managers needs to be more directive, providing detailed, clear and timely information to subordinates and emphasize that independence and that initiation is considered a sign of dedication and loyalty. Directives from Western managers are best given through trusted Asian associates who can function as language and cultural "interpreters."

According to a survey by The Wall Street Journal (1993), American 

workers express little loyalty to employers, but place high value on open communication and management responsiveness to their needs, not only at work, but also as family members. In contrast, Asian employees tend be more self-restraint and express their feelings in an indirect way due to a great fear of offending others. Asian employees tend to remain polite and preserve both parties' pride by not asking any questions to avoid feeling intimidated in front of the superior. Their “soft” and indirect speech present a problem to the Westerners as the messages can appear qualified, complex and subtle in meaning beyond comprehension. Promises and commitments by the Asians indicate a greater desire to be courteous and to please, as well as to avoid conflict (Zhao 1988 cited in Joy 1989) than to actual fact or the real intent of the individual making the promise. To manage effectively, Westerners must work at developing a 'context antenna' by providing the key to the real information, enabling them to read the context in which the communication occurs. 

In Western countries, they learnt to communicate by asking plenty of questions to educate and share with their authorities on what is going on in the business and marketplace to assist in their decision-making. However, Asian business people do not always appreciate Westerners' direct, 'in your face’ management style and can end up taking matters personally due to their own non-confrontational approach to communication. If the confrontation tends

to be aggressive, the Asian will feel disturbed because they perceived that one does not have the right to venture, to question, to request proof or to make changes. (Zhao 1988 cited in Joy 1989) 

NEGOTIATION TECHNIQUES 

In Pye's (1986 cited in Joy 1989) article in Harvard Business Review, he indicates that to a large extent, unsuccessful business negotiations between China and US has been the fault of American because they do not understand the Chinese negotiating practices and their application. The greatest problem in negotiations is that the Americans want to agree on specific terms first while the Chinese wants to determine general principles and then discuss the specifics. (Zhao 1988 cited in Joy 1989) Americans are interested in short-term goals, such as profits, hence neglecting Chinese long-term interests, such as acquiring business techniques and developing relationships. Chinese want the Americans to negotiate the spirit of the agreement before worrying about the details. The differences in goals tend to result in unsuccessful business deals and transactions. 

In Tung (1982) study, American-Chinese business discussions were being hampered because many Chinese negotiators lack the authority to make decisions, as well as the lack of knowledge by Americans regarding Chinese socialist bureaucracy system. Contrasting with American good business practice that approach the source of supply for desired products and services, China factories are owned by the government and local

managers do not have the authority to sell their products for export, hence, a direct approach will not result in obtaining their source. As defined by Zhao (1988 cited in Joy 1989), this is known as the Chinese Red Tape and one must go to the Chinese bureaucracy instead of the local plant managers. This leads to the issue of great power distance in Chinese organization as revealed by many empirical studies, with contrasting interactions between people at the top and bottom levels. (Redding 1990 et al cited in Kao et al 1999). Apart from that, the flexibility of the distribution of organizational resources are based largely upon their personal likes or dislikes (Walder 1983 cited in Kao et al 1999), clashing with the culture of westerners to separate personal and business matters. Hence, Westerners may face bureaucratic delays and risk of unsuccessful deals if they do not possess interpersonal ties with the authority.   The principle of endless possibilities also contributes to lengthy decision-making process. The results might be in favour for the westerner but often too late and causing a Westerner to feel the Chinese are 'stringing him along' during the drawing of negotiations. However, the theory supports apparently inexhaustible patience when things go badly or take a long time to get going properly. 

TRUST （信用）

Chinese business practices emphasize personal trust while westerners attach value to system trust which is associated with professionalism and rationalism. In a modern

context, the adoption of the more impersonal form of systems trust supposedly increases the legitimacy of transactions. As for the Chinese, credibility refers to trust between individuals which bypasses a third agency. The contract between individual is not bound by any external body. They believe that interpersonal trust minimizes fraud to ensure certainty and order and maintain that formal legal sanctions are unnecessary for inducing performance and all contingencies. The Chinese contracts are not expected to guarantee behaviour over time, and the partner is expected to be flexible when circumstances change. It is a statement of principles by which the signers agree to work together as trustworthy partners and not as an absolute declaration of the deal.

Westerners are not in favour with such expectations. They are relied on to enforce dependable, unchanging behaviour over time contracts, regardless of any change in circumstances. Americans will often view any deviation from an agreement as a breach of understanding and trust. They should understand that in Asia contract is merely the beginning of a negotiation, and not the end of it. Western managers who are not sufficiently trained to appreciate these differences may end up costing the company thousands and millions, in bungled deals and worst, entirely failed assignments. This is clearly illustrated by the case of Vanishing contract in China Inc book. (Macleod, 1988).

GUANXI   ( 关系 )

America began the new era of trade with China

with the belief that large profits would be immediate due to a market of a billion people. (Brunner and Taoka 1988 cited in Joy 1989). Hence, they proceeded aggressively to achieve this goal. China has had a long history of outsiders coming to their country with exploitation as their only apparent motive, and they are not interested in those with the same attitude now. They like and respect Americans for their reputation throughout the world as being generous to their friends and allies. They are only interested in a long-term relationship with the American. 

In the West business dealings have been largely based on the concepts of transactions. However, in most Asian societies, they are based on Guanxi. Guanxi refers to connections, often individuals that provides or imply the exchange of favours (Luo, 2000). It is developed and reinforced through continuous, long-term association and interaction, contrasting to the West who sees social transactions as isolated occurrences and place greater emphasis on immediate gains. Research has shown that relationships based on Guanxi help firms build legitimacy and is positively related to firm performance (Park and Luo, 2001).   These interpersonal relationships often form a vast relational network that is ubiquitous in all business dealings in China. (Luo, 2000). Managers and entrepreneurs at all levels also speak regularly of the critical importance of interpersonal ties and explicitly emphasize values such as trust and human feelings in doing

business (Silin 1976 cited in Kao et al 1999). In one study, 85 percent of managers whose companies were doing business in China reported that trust was an essential condition for Guanxi and that Guanxi could not exist without trust (Yeung and Tung, 1996).

CONCLUSION

In conclusion, Asians are becoming more and more accepting towards westernised society due to the partially breaking down of Confucianism. Authoritarian is moving towards western-style liberal democracy. However, control in many Asian firms, especially China is still maintained through interdependencies and informal relationships. In all cases, managers of the firms, regardless of Western or Asian, must develop and maintain effective working relationships in order to operate their firm successfully and achieve performance goals. Westerners doing business abroad especially Asia simply must rethink their roles, their expectations and image they present as cultural differences exists in different countries.
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