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Abstract

This PhD thesis examines how work in the Australssidiaries of German
multinational corporations is affected by cultudwersity. The investigation focuses on
employee experiences, the salience of culturefferdint contexts, belonging and identity
formation, as well as the impact of the corporatevirenment on transcultural
communication.

The study aims to strengthen collaboration in thiesgliaries under investigation and
their partnership with the overseas parent compéisntifying the key ingredients of
intercultural competence in this specific contexdaught to assist the selected organisations
— and others — in managing cultural diversity mefiectively. In a broader sense, this
research aims to provide empirical data to furthdystantiate the value of developing an
interculturally competent workforce in private ongsations in Australia.

Following a critical realist epistemology and oy, this study uses an in vivo
approach to theory building and relies on mixedhods multiple case study. Data was
collected from three German multinational corpanagi The sample represents the logistics,
energy and power transmission industries. Empirgsatlence is based on seventy-four
survey responses, twenty-three semi-structuredvietgs and three focus groups in the
Australian subsidiaries. Another semi-structureteriview with a representative of the
senior management was conducted in the headquarftezach case during a cotutelle
agreement with the Europa-Universitat Viadrina farfkfurt/Oder (Germany).

This research study argues that building meaningfiationships with people from
different cultural and/or linguistic backgroundsaentral to intercultural competence in
working for a German multinational corporation indiralia, and that collective identity in
a sense of membership in the larger organisatidghesmajor contributing factor in the
variation of this employee ability. Miscommunicatiand conflict based on language —
which emerged as the major intercultural challesxgyess the three subsidiaries — occur less
frequently and are solved more easily when thelireebparties have developed a personal

connection. Where employees in the subsidiary fefipected and included by the

Xi



headquarters, cultural and linguistic differencesravperceived as less impacting on
collaboration than in those cases where employet®isubsidiary sensed inferiority.

This research proposes timterrelated Model of Intercultural Competence MdNC
Managementto strengthen collaboration in the subsidiariesGdrman multinational
corporations in Australia and their partnershiphwtite overseas headquarters. The study
extends current knowledge about meaningful relatigs in intercultural competence
through the investigation of the German-Austrabasiness context, and adds the notion of

collective identity to contemporary understandinfthe concept.
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Introduction

“In the end, intercultural competence is about ourrelationships with each other and,
ultimately, our very survival as the human race, asve work together to address the

global challenges that confront us.” (Darla K. Deadorff)



Background of the Study

Australia has attracted close to five hundred Germaltinational corporations to
establish subsidiaries in the country, represerdimgof the top ten sources of foreign direct
investment into Australia over the last decade @pent of Foreign Affairs and Trade,
2014). Research about transcultural communicationthe workplace of German
multinational corporations in Australia, howeveammains scarce. Limited is the availability
of information about belonging and identity fornmetiamong employees in the subsidiary,
the power of language, and the role of the corpogavironment.

Such inquiry is interesting from a research pempecsince the Australian
government has recently positioned foreign diregestment as capital that “has helped
build Australia’s economy and will continue to enba the wellbeing of Australians by
supporting economic growth and prosperity” (Aus&ral Foreign Investment Policy, 2013,
p. 1), more precisely through creating new emplaymesncouraging innovation,
introducing new technologies and skills, accessimgrseas markets and encouraging
competition among diverse local industries (ibiflyhen transcultural communication
continues to cart challenges in those businessextmnpreviously researched, there is a
probability that working for German multinationarporations in Australia is also affected
by miscommunication and conflict.

Cultural distance measures continue to influencehmaf the international business
and management research. The problems associatedugh tradition are twofold. First of
all, cultural distance measures suggest that sesiate primarily homogeneous, portraying
culture as stable. A mere focus on cultural distametween home and host country of the
multinational corporation is insufficient becausgional borders have become increasingly
porous. Both Australia and Germany are heterogenesmeieties where people from
different cultural and/or linguistic backgroundsashthe same office space. As such, they
may have different experiences and diverging peimep of working for a German
organisation in Australia. The creation ofterd space(Bhabha, 1994) and the notion of
hybridity (See Kraidy, 2005, for instance) also require aekadgement in order to capture
the fluidity of cultural systems more comprehenisive

The other problem with cultural distance measise$at they encourage research

about cultures portrayed as distant, suggestingikbercultural competence plays a more



significant role in those contexts than in oth#éreas been argued, however, that difficulties
in working across cultures are as likely to occetween dissimilar as between similar
cultures (See O'Grady & Lane, 1996; Brewster, 19BEewster et al., 1993). Recent
research supports such view empirically. In theidg of Australian organisations entering
the UK market, Fenwick et al. (2003, p. 308) codeluhat “perceived similarity between
Australia and Britain leads managers to underestimetual differences between the British
and Australian business environments”, leadingcidttiral overconfidence and a lack of
preparation prior to entering the United Kingdonmrke#’ (ibid). Moore (2012) comes to a
similar conclusion in her qualitative case studg @erman automobile factory in the United
Kingdom. She identified “animosity and difficultiegMoore, 2912, p. 290) in the
collaboration between employees from a German anitisB background, which many
related theories, conceptualisations and modelstdapredict, suggesting that “the two
would have little difficulty integrating” (ibid).

Consistent across most of the cultural distancesarea, Australia and Germany are
described as comparatively similar in culture (S¥est & Graham’s (2004)inguistic
Distance Clark & Pugh’s (2001)Cultural Cluster Distance IndexJackson’s (2001)
Cultural Diversity Index Kogut & Singh’s (1988)Cultural Distance IndexHofstede’s
(1980, 2001 )Cultural Dimensionys Such image may serve as a starting point foemnan
organisation in their internationalisation procebsi fails to embrace the fabric of
contemporary Australian society.

Few organisations in Australia specify intercultuwampetence as selection criteria.
A glance at career websites suchwagny.seek.com.aandwww.mycareer.com.andicates
that the minority of roles advertised involvingdteent interaction across national borders
require the candidate to speak another language Hraylish, demonstrate overseas
experience, or a relevant tertiary background. Ssldlls are even less sought after in
national roles where yet team members, customedssappliers comprise people from
diverse cultural and/or linguistic backgrounds. Germany, those able to demonstrate
proficiency in English, if not a second foreigndaiage, have studied or worked abroad, and
can claim intercultural competence seem to be @atgdemand as a brief review of roles

advertised on German career websites suclkwa®.monster.deand www.stepstone.de



shows. Nevertheless, such qualifications also stwedominate those job advertisements
involving work with overseas parties.

As one of the largest exporters of manufactureddgoworldwide, Germany’s
economic performance requires people to learn Emgto communicate with other
countries. Adapting products and marketing to otbeltures has been important for
Germany over the past decades. Only with the ogesficountries like China to the West,
Australia began to export on large scales, primardtural resources such as coal. The
Australian Government expresses diverging viewsualibe relevance of intercultural
competence in international trade. In October 20X8asurer Joe Hockey MP assured to
“improve Australia’s education and training so ttieg people have the skills and knowledge
to meet the needs of globally competitive busine@8da an interview with the University
of New South Wales (2011), Chief economist at thestralian Trade Commission, Tim
Harcourt, on the other hand, stated that “crostsall skills [...] are something that
Australian managers learn at home, and which flatumally out of the multicultural nation
that Australia has become.”

Even though intercultural competence has attraatettle community of researchers
and become a key theme in the internationalisadfdousiness and management in many
contemporary organisations, it remains unclear whigrcultural competence means in
different contexts, and how people can develop sumlity. Schroder (2011) argues that
mere contact with people from different culturaldéor linguistic backgrounds and the
ability to speak the relevant foreign languageasenough for working successfully across
cultures. There is some evidence that building nmggul relationships are most important
in the nature of intercultural competence (Krajew&011). Such notion is interesting

because it acknowledges the diversity of educaltioaekgrounds and life experiences.

Research Objectives

The aim of this project is to strengthen collabiorain the Australian subsidiaries of
selected German multinational corporations as aglbetween subsidiary and overseas
parent company. The study pursues to achieve lipgstive through developing a definition
and model of intercultural competence that takes gpecific circumstances of German

multinational corporations in Australia into corsidtion, and shedding further light on the



way intercultural competence is being developeds#ésh, the project responds to recent
calls for the inclusion of context (See Blascolgtz12; Pitkanen, 2007). In a more general
sense, this research aims to identify whether dr otber organisations involved in
international business and management in Aust@diald benefit from incorporating
intercultural competence in their human resourcemnagement, both on executive

management and general staff level.

Research Questions
In light of the continuing vagueness about whagrniltural competence means in
different contexts and the way it can be developsdyell as recent advances in research in

the field, this study investigates the followingeoall and related research questions:

Overall research question:
What does intercultural competence mean in workiog a German
multinational organisation in Australia, and howetoployees in the subsidiary

develop such ability?

Related research questions:

1. What are the key challenges employees of Germatinatibnal corporations
in Australia experience in working across cultures?

2. How do they view cultural and/or linguistic differees within the subsidiary?

3. How do these views compare to the cultural andAguistic differences they
see in their work with the headquarters?

4. What is the role of meaningful relationships anckign languages skills in
achieving mindful communication in working for a iIG&n multinational
corporation in Australia?

5. To what extent do the relevant parties from thelhjearters provide support

to ensure mindful communication in the workplace?



Research Methodology

This project is based on an in vivo approach t@mybduilding, employing mixed
methods, multiple case study research. The criteaist stance this study takes encourages
mixed methods research through the argument thaatial world, which organisations are
part of, can only be understood when combining tjitedive and qualitative research.

The sample consists of three German-owned multinaticorporations, representing
the logistics, energy and power transmission intesstThey were selected based on the size
of their Australian subsidiaries to allow an in-tlepnvestigation within the time and
resource limitations of this study. As medium-sipedganisations, the subsidiaries employ
more than twenty but less than two hundred staffomlting to Australian standards
(Australian Bureau of Statistics, 2002).

The first part of the fieldwork was undertaken e three corporations’ subsidiaries
in Sydney. Research methods comprised online susayi-structured interviewing and
focus group. Research instruments included selfwaidtared questionnaire, interview and
focus group guides. Each questionnaire was filledriline and estimated not to take any
participant longer than ten minutes to completeerinewing succeeded survey, with seven
to nine interviews conducted per case, lasting betwhirty-five and seventy-five minutes.
In the course of the focus groups findings fronveyrand interviewing were discussed, and
ideas towards more a more effective approach tor@lldiversity at work put forward. All
interviews and focus group discussions were aueitonded and transcribed.

An important aspect of this research is the indinf non-managerial views. Even
though it has been acknowledged that those pergpegrovide “real insights into the lived
experience of work in these organisations [mulioretl corporations]”, “often casting new
light on developing lines of enquiry” (Edwards &t @011, p. 423), much of the previous
research concentrates on using managers to speileforganisation. As such, the present
study relies on survey participants, interviewead &cus group members from both
managerial and non-managerial roles.

In combination with a cotutelle agreement at theoBa-Universitat Viadrina in
Frankfurt/Oder (Germany), the second part of thedWwork was completed in the
headquarters of each of the three organisations.s@nior manager overseeing strategy and

operations in Australia was interviewed per casieéeatify their awareness of intercultural



challenges as perceived by staff in Australia, #dnedlevel of support the parent company

provided for working effectively and appropriatelgross cultures.

Thesis Structure

This research study commences with a critical disicun of multiculturalism in
Australia to establish the larger context in whioh subsidiaries under investigation operate
(Chapter 1). Existing literature in relation toantultural competence is being reviewed in
Chapter 2, embedding culture, identityird space and the notion of cultural intelligence in
the discussion. Chapter 3 details the theoretessdarch framework of this study, providing
a strong rationale for employing an in vivo appto&o theory-building, a critical realist
stance, and the use of mixed methods in multipbe study. The methodological research
framework discusses case sampling, the researdiodsetind instruments employed, and
outlines how theory and empirical data were comtii@hapter 4).

The thesis relies on a road less travelled in pleltase study analysis and reporting:
To avoid lengthy descriptions and repetitions g@it¢s, Chapter 5, 6 and 7 are structured in
a way that they concentrate on the topics undegsinyation, rather than a case-by-case
description. Even though the latter continues tastitute the norm in multiple case study
analysis and reporting, Stake (2006) recognisdsstitae researchers prefer to merge cases
and compare the phenomenon in different contexésetdphasises that “main findings or
conclusions should be described in some detalieir bwn sections”, and “case reports, in
full or abbreviated, can be presented in the maidylof the report or in the appendix”
(Stake, 2006, p. 81). Restricted by the scopeRif@a thesis, this study provides abbreviated
case reports in the appendix (Appendix 8). Sualcsire avoids unnecessary interruption
of the flow of this research and, at the same tiofiers an overview of findings for each
case.

As such, Chapter 5 introduces the three organisatimder investigation, and sheds
light on mindful communication in terms of recipabcespect in theory and practice. The
chapter argues that writing good policies, at tinesomes a substitute for action, and that
the corporate environment, and in particular lesigierattitude and behaviour, is central to
an inclusive workplace. In Chapter 6, findings relgag intercultural challenges and the

ingredients of what intercultural competence meangorking for a German multinational



corporation in Australia are being presented. Tlmapter establishes that building
meaningful relationships is the most important Engomponent of intercultural
competence. Chapter 7 provides an insight into daga collected from the three
headquarters. Including the headquarters view shbatsa well-functioning relationship
between subsidiary and headquarters positively atspan collective identity in a sense of
membership in the larger organisation. The lattptans, to a large extent, why perceptions
of cultural differences vary. In the final chaptkey findings are being reviewed, and the
researcher presents her own definition and own moldentercultural competence: The
Interrelated Model of Intercultural Competence MNC Managemen(Chapter 8). The
study closes with implications for the participatir and other — organisations, research

limitations and recommendations for future research



Chapter 1

Multiculturalism in Australia



Introduction

Intercultural competence is a relevant concept nternational business and
management because society has become increabetglpgeneous and cultural diversity
an integral part of everyday life. We need to bé& ab communicate effectively and
appropriately with one another to develop sustdenbbsiness across national, cultural, and
linguistic borders. Australia represents a diveiagon where multiculturalism is the official
federal policy, and people from different cultuhd/or linguistic backgrounds work
together on a daily basis. Nevertheless, intercailitompetence seems to play a minor role
in the recruitment and development of staff.

It also seems problematic that multinational coations tend to underestimate the
cultural and/or linguistic differences between repaatters and subsidiary, particularly when
the respective countries-of-origin are commonlymad as similar by a range of cultural
distance measures. Australia relies on foreignctiiavestment in economic terms,
particularly in areas such as engineering and paeentical. This makes Germany one of
its most important trade partners. The German-Aliatr business context has received
limited research attention in the field of intetcwdl competence, yet bears the potential to
further uncover why the concept is relevant in eseamingly similar cultures. To identify
the similarities and variation across cases intdepe focus of this study remains on German
multinational corporations.

Multiculturalism as a concept continues to find maalvocates, but also one that is
being increasingly criticised by those who spealmnfra range of political and academic
viewpoints. Australian governments have interprabedticulturalism in a number of ways,
often associated with population challenges andotlezall motivations of the governing
party. At times, it seems as if there were as mateypretations of multiculturalism as there
are practitioners and academics involved in theatielClayton (2009, p. 214) argues that
those “who saw multiculturalism as emerging outinfantiracist struggle, a fight for the
recognition, human rights and equal treatment ofoniiies have become disillusioned with
the celebratory form of multiculturalism, which s&eto ignore its political roots.” In an era
that has already been labelled as “post-multicalism” (Colic-Peisker & Farquharson,
2011, p. 584), multiculturalism has increasinglycdrae a means of facilitating the

achievement of selected political, economic, aruladgoals.
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In critically reviewing Australia’s contemporary itigultural strategy, this chapter
aims to raise awareness of the role the macro-@mvient plays in living and working in a
society that is shaped by cultural diversity. Itaigued, that despite visible attempts to
celebrate cultural diversity in public, migrants Awstralia continue to experience
inequalities. The chapter sets out with a briefreiesv of the debate around multiculturalism
which has recently heated politics on a globaldyasid a review of the concept’s history in
Australia, before moving on to a discussion of Aals’'s contemporary multicultural
strategy. The latter provides a critical analysisselected government actions, legal
frameworks, programs and celebrations in relatomulticulturalism. The last section of
this chapter contrasts multiculturalism and cultptaralism, pinpointing the key concerns

in Australia’s current approach to its state palicy

1.1. The International Debate on Multiculturalism

Models of multiculturalism in other countries heigh the complexity of debates
concerning the future of multiculturalism in Audiaa Colic-Peisker & Farquharson (2011)
conclude that multiculturalism experiences considler challenges in many societies. The
authors state that as one of the first nationgstitute the concept in its political system,
Canada is currently expressing uncertainties abmlticulturalism. African-Americans in
the United States are described as continuinglpgoeopnfronted with ample forms of
discrimination, and migrants in France as facingesaof assimilative government practices.
The 2005 riots in some of the immigrant suburb®afis, and the ban of the burkha — the
traditional garment worn by some Islamic women tt@ters most of the face — in public
places are only two examples of the French antiigretion movement over the last ten
years.

The British Prime Minister and the German Chancdilave gone a step further and
officially declared multiculturalism to be a faikur In his February 2011 speech on
radicalisation and Islamic extremism in Great BmitaPrime Minister David Cameron
accused multiculturalism of having fostered segiegaand the development of poor
community relations. He argued that state multicalism has “encouraged different
cultures to live separate lives, apart from eadteroand apart from the mainstream” and

criticised the nation for tolerating “these segtegacommunities behaving in ways that run
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completely counter to our values” (Cameron, 201d)his attempt to explain current
developments, Cameron spoke about the Muslim ptpoldiving in Great Britain and
argued that “some young men find it hard to idgnaifth the traditional Islam practiced at
home by their parents, whose customs can seenmvetaia transplanted to modern Western
countries. But these young men also find it harddemtify with Britain too” (Cameron,
2011). Vivero & Jenkins (1999, p. 6) refer to thleenomenon as “cultural homelessness”,
which describes “the unique experiences and feglthgt have been observed in certain
multicultural individuals: their struggles to betpand to reconcile their conflicting frames
of reference, and their difficulties attaining mearghip in the group(s) in which they aspire
to be accepted as members” (ibid). As such, thaserity groups often seek to find a
cultural home in the membership of other groupsicivimay be radical or extremist in
nature.

In October 2010, Germany’s chancellor Angela Mergleared a similar attitude,
declaring that multiculturalism had failed (Der &gel, 2010). Merkel argued that the lack
of local language skills was one of the main issndise failure of multiculturalism, resulting
in increased segregation and disjointed communilieber opinion, Germany had widely
ignored the necessity to link migration with resgibilities, including the acquisition of a
proficient level of host culture language. Unlikee@t Britain, Canada, the US and Australia,
Germany has never had an official multiculturatestpolicy. Rex & Singh (2003, p. 6)
describe Germany’s response to immigration afterlV@/ar Il as one of “Gastarbeiter”
[guest workers], under which migrants were invitedive and work in the country, but
denied political citizenship. In 1961, Germany &dran agreement with Turkey for the
recruitment of labourers under economic motiveslayp Turks represent the largest ethnic
minority group in Germany, with a population thastswollen to approximately 3.5 million
(Euro-lslam, 2015).

Despite the doubts expressed towards multiculsmakcross the world, Australia is
attempting to uphold the multicultural flag. In laiddress to the Sydney Institute in February
2011, Australia’s then Minister for Immigration a@dizenship, Chris Bowen MP, criticised
Angela Merkel for choosing the word “multicultursin” to describe German society. He
believed a nation that has regarded immigraticemasconomic necessity, but that has never

come to realise its social benefits and establishexpective state policy, can hardly speak
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of multiculturalism. Bowen (2011) criticised Gernyafior never having invited its Turkish
guest worker population to become citizens afterrlavéVar 1l and for a lack of a

multicultural state policy, arguing the latter hed to “ethnic, religious or cultural divides.”
He used France as an example of a country wheralibence of a formal multicultural
policy has “bred resentment, separatism and viel¢rand read the British Prime Minister,
David Cameron’s words on a “genuinely liberal coyhtais an advocacy of the Australian
model of multiculturalism.

The government under opposition leader and Prinradtéir Tony Abbott, elected in
September 2013, continues to pursue a multicultpedicy, declaring that “Australia’s
multicultural character gives us a competitive edgan increasingly globalised world”
(Department of Social Services, 2014). The portitials tend to paint of Australia as a
successful multicultural society, however, needsatwiewed from a certain distance in light
of recent events that have impacted on the migrammunity. Is Australia a nation truly
free from discriminative behaviour, providing eqopbportunities for everyone, irrespective

of cultural and/or linguistic background?

1.2. Historical Context

Tatz (1999) writes that Australia had been inhablig the indigenous people for an
estimated 24,000 to 60,000 years before the fuisbiean settlers arrived in 1788 and the
British Government under King George Ill acquirbd tand as a colony. He describes the
lack of a centralised political system among indigygs Australians as pathway of entry for
new settlers in the late 18th century, finding teelwes in an environment they often
described as less civilized than their home courArjourney that began with official
instructions from the British Government to GovarAahur Phillip “to endeavour by every
means in his power to open an intercourse witm#tses and to conciliate their goodwill,
requiring all persons under his Government to iivamity and kindness with them” (Tatz,
1999, p. 319), soon became an era of racism, iopuahd violence.

With his textGenocide in AustraliaTatz (1999) provides a critical review of Europea
settlement in Australia and its impact on the iedigus people. His work is important
because it reflects the changing mind-set towanastralian history in the late 2@entury.

“The long history of racial oppression in Austrafias until recently been ignored almost
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entirely by historians and the public alike insfdestralia” summarises Dafler (2005, p. 137)
— a statement that offers a glimpse at the uneemseipng the discourse of European
settlement in Australia until not long ago, andriany cases up until the present day.

Concerns about the existence of the indigenouslatip occurred in the late 18
century and increased in the course of th® &é&ntury because Aboriginal culture was
viewed as a barrier to British-Australian life. thiat time, indigenous people were seen as
an inferior race by many Western societies. It ivalseved that Aborigines would die out
over time in keeping them in certain areas of thetfalian outback. Towards the end of the
19" century, however, the new settlers realised th#tbfooded Aborigines were not
vanishing as quickly as predicted, and a new conesnerged: Spreading across the
continent, sexual contact between indigenous andc&%an people resulted in the
emergence of a mixed race. (Dafler, 2005)

The government considered a mixed race of peopla fa Caucasian descent and
Aborigines as conflicting with social life and fraoh this development as the “half-caste
problem” (Van Krieken, 1999, p. 304). Against thél wf the parents, many mixed race
children were removed from their families and pth@e missions or foster families to
destroy their identity with indigenous culture. Jlpractice became known as “absorption”,
and later “assimilation” (Dafler, 2005, p. 145) t&fthe foundation of Australia as a nation
in 1901, theAborigines Act 190%reated the role ofhief Protectorwho was the legal
guardian of every aboriginal and half-caste chddthie age of sixteen years (Find and
Connect, 2013). The policy of absorption was stiteerged during the 193Zonference of
Commonwealth and State Aboriginal AuthoritinsCanberra: “This Conference believes
that the destiny of the natives of aboriginal arjgbut not of the full blood, lies in their
ultimate absorption by the people of the Commonthédin Wilson et al., 1996, p. 156).
The generations of children taken away from themifies during that time became known
as theStolen Generation the later 28 century (See Van Krieken, 1999).

At the same time, when racial discrimination agaimdigenous Australians was at its
peak, the government viewed the large number ofantg from other countries than Britain
living in society as another problem (Kabir, 200B)en though Australia allowed, and
benefited from this stream of immigration econoriycaduch as the Chinese arriving for the
Gold Rushes in the 1850s, Afghans helping the dgweént of the drier areas during the
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1860s, and other non-European workers being recrtdidr the Queensland sugar industry
in the 1880s, non-Caucasian labourers were notowedd in Australian society by the end
of the 19" century (Kabir, 2006). It is argued that the ms@urce of conflict was their
willingness to work for cheaper rates than thoeseifa Caucasian descent, potentially taking
away employment.

With the foundation of Australia as a nation in 190e Australian Government sought
to create a modern society, with ideas of democadyequality, such as the right for women
to vote, that were ahead of many Western natiotisaatime (Koleth, 2010). People from a
non-Caucasian descent, however, did not fit inte gicture. Influenced by the eugenic
movement, and views of scientists such as GaltdrPaarson who aimed to “breed a better
kind of Englishman to maintain Britain’s leadershipong nations” (The Scorpion, 2012),
the Australian Government pursued the objectiveereate a completely white nation,
excluding indigenous Australians and other non-@aian races from equal rights and
suppressing their cultural identities as they vweresidered a threat to Australia’s dream of
a “white man’s working paradise” (Special BroadoasService SBS, 2011).

Cottle & Bolger (2009) write that at the time, Casians were considered as superior to
the rest of humanity, which shaped life in Austtakkugenic activists Galton and Pearson
suggested that liberal immigration policies impagareat to society (The Scorpion, 2013).
The Australian Government used science to justiigirt activities and introduced the
Immigration Restriction Act 190tb achieve the homogenous society they imagingoip(J
1995). Under this Act, all non-Caucasian people watitempted to migrate into Australia
had to pass ®ictation Testwhich was conducted in a European language chiogdhe
respective immigration officer. As such, passirgteést was subject to the officer’s decision
(SBS, 2011). In its original form, thexmigration Restriction Act 190dtated that those who
failed the test would be “prohibited immigrants’dahad to be prevented from entering
Australia. Violating this Act was a crime according Australian law, leading to
imprisonment for up to one month which was thetofeéd by deportation (Immigration
Restriction Act 1901, in Robertson, 2005). As assmjuence to this culturally selective
immigration policy significantly less non-Caucasipaople entered Australia, and even
though the expressiowhite Australiapolicy was never officially used, it was part of

political and public debate over the years to come.
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Pursuing thewhite Australiapolicy created a strong enemy for the young nation
Humiliated by Australia’s successful reinforcemehits policy during a political meeting
in Paris in 1919, Japan attacked Australia duringrfldWar Il, demonstrating the country
that insisted on its discriminating immigration jses how demographically exposed it was
in 1942 (Koleth, 2010). As a reaction to this suddensciousness of being under populated,
the Australian Government changed their approaghartds migration under th@/hite
Australiapolicy and established thi@epartment of Immigratiom 1945 (Koleth, 2010). In
his “Populate or perish” speech, Australia’s fihstmigration Minister, Arthur Calwell,
stated: “We either fill this country or we lose(it..] We have 25 years at most to populate
this country before the yellow races are down dn8BS, 2011).

In 1947, the government introduced a post-war @ogof white immigration, running
its Come to Australia for Ten Pound@slvertising campaign in cinemas and newspapers
across Britain. After many ships had brought mor#idd settlers into the country, the
government understood that the favoured source igfams was unable to provide the
population Australia required, and allowed a lirditeimber of other Europeans to enter the
country — as long as the migrant’s ethnicity was&aian. It has been estimated that more
than two million people arrived into Australia dugithe twenty years following the end of
World War II, with the government providing assista for many of them in settlement
terms. (DIAC, 2011d)

After the war, however, th&Vhite Australiapolicy could no longer endure the
changing mind-set both within the country and abr(&yed & Kramar, 2010). The policy
also proved to be a barrier to the nation’s inarepsade with Asia (Tavan, 2004). Australia
felt obliged to follow other countries between 1%t 1973, when Canada and the United
States, for instance, loosened their immigratiolcigs. Upon suggesting a reform of its
immigration policies in 1956/1957, however, manymmbers of the Parliament were
hesitant. Changes were not implemented until tteel850’s when th#igration Act 1958
was introduced and tHgictation Testabolished.

The reform of Australia’s immigration policies i986 influenced the dismantling of
the White Australiapolicy in a way that it allowed a limited numbdrrmn-Europeans to
acquire permanent residence, and non-Europeanadglieolding temporary residential

status to be eligible for a permanent status, Wl by citizenship after five years of
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residence (Tavan, 2004). Whilst this reform opetieddoors for increased non-European
immigration into Australia, the government had et abolished racial discrimination
officially. Only when other nations such as thetddiStates and Canada criticised Australia
for continuing to pursue it&/hite Australigpolicy, international pressure was at its peak and
forced the government to act as it relied on sfriatend trade alliances with other nations.

Increasing opposition to tA&hite Australigpolicy from within the nation also played
a critical role in ending legal racial discrimir@ii Particularly universities, young and
educated professionals who acquired higher positddrpublic authority began to exercise
pressure on the government to terminateWifiite Australiapolicy. By the late 1960s and
early 1970s, the Australian Government realisediticesasing opposition from its own
system (Tavan, 2004). Removing mixed race chiltham their families continued until the
late 1960s when the government’s guardianshiptbnese children was officially terminated
(Van Krieken, 1999). It has, however, been stated discriminative behaviour against
Aborigines and mixed race children continued touoemitil the late 1980s (Tatz, 1999).

In 1973, then Minister for Immigration Al Grassbyr@unced the end of racial
discrimination and declared Australia to benalticultural societyin his “A Multicultural
Society for the Future” speech (Koleth, 2010). Gbgsreplaced “racial homogeneity” by
“structured selection” (Koleth, 2010) in the Austta immigration policy. Migrants had to
be allowed to enter the country based on occupatioihpersonal attributes rather than skin
colour. Through théRacial Discrimination Act 197%his development became legislation
and Australia implemented its responsibilitiesatation to thdnternational Convention on
the Elimination of All Forms of Racial Discriminati 1969(Koleth, 2010). The changes
that were introduced with the new government in2L@i¢luded a more basic visa system,
the possibility to obtain citizenship after threeays, and a liberalisation of regulations
regarding overseas students who intended to reima&instralia.

The notably slow dismantling of official acts ofciem and injustice in Australia
reflects the deeply embedded thoughts of succeggivernments in relation to cultural
diversity. When the introduction of multiculturatisin Australia primarily took place due to
pressure from a few influential parties, againdiliguopinion, the concept was fragile and
vulnerable in nature, likely to be affected by opein political direction.
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1.3. Australia’s Contemporary Multicultural Strate gy

Australia continues to describe itself as a multisal society, interpreting the
meaning of multiculturalism according to governmpenorities and population challenges.
While some governments have prioritised a morerdibenmigration policy, others have
favoured restrictions — decisions often based erldghour situation and skills shortages. It
has taken Australia a long time to change from tionahat rigorously pursued White
Australia policy to a society that promotes cultural divigsinviting immigrants from
different cultural backgrounds to participate ins#alian life. In his address to the Sydney
Institute in February 2011, then Minister for Immatjon and Citizenship Chris Bowen
expressed his pride in what multiculturalism meem#ustralian life, and confirmed the
government’s on-going commitment to the concepthia been state policy since 1973. He
emphasised that the Australian model of multicalism is unique and not comparable with
others across the world, particularly in its resgec Australian values, citizenship-centred
structure and political bipartisanship in the aghmeent of the multicultural society
represented by Australia today.

Chris Bowen was certainly right in saying that ta® major political parties in
Australia have built the nation’s contemporaryestait multiculturalism together. However,
their ideas have often been divergent, a factociwhas kept the debate on multiculturalism
alive. While Labour Governments under Hawke and tikgacontinued to build a
multicultural society, establishing bodies suchheOffice of Multicultural Affairgf OMA)
to formulate a national agenda for a multicultukaktralia, theHuman Rights and Equal
Opportunity Commissio(HREOC) to protect human rights, the Bau of Immigration,
Multicultural and Population Researc(BIMPR) to conduct research to inform policy-
makers, and thidational Multicultural Advisory Counc{NMAC) to advise on multicultural
issues (Koleth, 2010), opposition leader John Hdwhegan to erode the idea of
multiculturalism in 1988. Howard believed that “tta¢e of Asian immigration into Australia
should be slowed down in order to maintain socidlesion” so that “the capacity of the
community to absorb it was greater” (Megalogeni6p7), statements for which he
apologised in 1995. Upon his election in 1996, Halwaduced the rights of new migrants
- for example, increasing the waiting period toemscsocial welfare, such as unemployment

benefits from six months to two years. Howard ast-back funding for the television

18



broadcaster Special Broadcasting Services (SBSghwias established in the 1970s as a
response to Australia’s increasing cultural divgrand multicultural policy (Baringhorst,
2003). Further changes the Howard Government iedigdoon after taking over political
leadership included a reduction of funding and atiaion of ethnic organisations and the
abolishment of the OMA, which had been consideedree of the key bodies developed
during the 1980s in support of a multicultural Aasa (Koleth, 2010).

In the later stages of his leadership, the HowardeBhment introduced @itizenship
Test seeking evidence of the applicant’s understandfrustralian values, traditions and
law as well as a working knowledge of the Engliahguage (Koleth, 2010). The new
citizenship law required the successful applicarddmmit to Australian values and way of
life by signing aValue Statementfully integrating newcomers into the mainstreain
Australian society” (Howard, 2006, p. 3). In costtaother immigrant nations — notably
Canada — focus on the more pragmatic aspectsadhlthe new country, including election
procedures, rights and responsibilities. While fal& emphasises the knowledge of values
— primarily those of the non-indigenous populatto@anada does not test the applicant’s
knowledge of Canadian values, but ensures the iteercis aware of the nation’s social
and cultural history (Citizenship and Immigratiomr@da, 2011). A similar approach is
pursued by the German Government, which ensureggpbcant knows how to access
social benefits from the welfare state (Bundesd@mmMigration und Flichtlinge, 2012).

It is interesting to note that Canada and Germawg hecently expressed their doubts
about multiculturalism, a concept they actuallyquerin their citizenship policies through a
focus on facilitating life in the new country foew migrants and a non-assimilist approach
in relation to culture, while Australia continues@mbrace multiculturalism in public, but
fails to actively practice the concept in theiizghship policies. Howard’s use of the term
“integration” reflects those policies pursued piiorthe introduction of multiculturalism in
1973, indicating a step backwards in relation toadity. Integration in the 1960s and early
1970s was an attempt to end racial exclusion (S&040), but not necessarily to embrace
the cultural heritage of migrants. Fozdar & Sp#i{2009, p. 498) state that “under Howard,
multiculturalism was first redefined as ‘Australianulticulturalism’, placing Anglo-
Australians as central within a limited multiculilirdentity and focussing on shared values
founded on a British heritage.” Tate (2009, p. 1@46gs even further, arguing that the
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Citizenship Test made the “assimilationist demalmat thew citizens identify with the
‘nation’ at a cultural [...] level.” The Citizenshipest has raised much concern and debate
and contributed to a shift in meaning of multictdlism from culture to citizenship (Slade
& Mollering, 2010). It remains in place, developiegen stricter selection criteria under the
Labour Rudd Government, including increasing thespaark from sixty to seventy-five per
cent (Fozdar & Spittles, 2009).

Howard’s announcement of the Citizenship Test duran press conference on
December 1% 2006 raised questions among the media about thealameaning of
Australian values. The then Prime Minister defirteem as belief in democracy, a free
media, the equality of men and women, the conceptadeship, the concept of having a go
and the concept of looking after the very vulnegahlthe community (Howard, 2006). The
government under Tony Abbott defines Australiaruealas “respect for the freedom and
dignity of the individual, equality of men and womdreedom of religion, commitment to
the rule of law, support for Parliamentary demogyacspirit of egalitarianism that embraces
mutual respect, tolerance, fair play, compassioriHfose in need and pursuit of the public
good, and equal opportunity for individuals, redesd of their race, religion or ethnic
background” (DIABP, 2014a). Since October 2007, gerary and permanent visa
applicants who are aged eighteen years and ovenaés] to sign a Value Statement in order
to be granted the visa they have applied for (DIAT11b).

In his shift away from multiculturalism, John Howaglso reinforced the term
“assimilation”, a term that had been replaced byegration” in the later stages of the
dismantling of theWhite Australiapolicy. Perera & Pugliese (1997, p. 14) describe
assimilation as having “demanded the systematiddihg and erasure of any cultural or
linguistic differences which did not mesh with Aaghustralia”, translating into “forms of
violence against ethnic minorities both at theesyst level of the state [...] and at the level
of daily life.” When Howard was asked about the ¢gpetdthe government allocated to the
Australian Muslim community in a May 2007 intervighne stated that “there’s every reason
to try and assimilate, and | unapologetically ulsat tword, assimilate a section of the
community, a tiny minority of whose members haveseal concern and after all once
somebody’s become a citizen of this country the th#isg we can do is to absorb them into

the mainstream” (Howard, 2007, p. 5). The electbdohn Howard in 1996 can be seen as
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the beginning of a political anti-multiculturalismovement that continues to impact on new
migrants to the present day.

Compounding the inequalities migrants are confrdmigh in Australia until the today
Is the establishment of tli@ne Nation Partyand appearance of multiculturalism antagonist,
Pauline Hanson, on the political stage in 1996th&sfounder and leader of the One Nation
Party, Hanson promoted the theme of “Asian invdsemd raised questions regarding
whether “certain segments of the Australian popatedvere incompatible with, or posed a
threat to the Australian society” (in Koleth, 201@) her maiden speech to the Federal
Parliament Hanson stated: “I and most Australiaastvour immigration policy radically
reviewed and that of multiculturalism abolishedbdlieve we are in danger of being
swamped by Asians. They have their own culture r@tidion, form ghettos and do not
assimilate. A truly multicultural country can nevs strong or united” (Australian News
Commentary, 1996). Jupp (in Koleth, 2010, p. 3Quas that the One Nation Party was “the
most successful party in Australian history to camgp on a program of limiting
immigration and abolishing multiculturalism, Abangl reconciliation and a humane
refugee policy.” Although the One Nation Party lemsed to exist, its popularity and
success indicate a long awaited outlet for pulgbinion in 1996. Public opinion expressed
so strongly does not disappear with the represgmtitical party, but remains inherent in

people’s everyday thinking and behaviour.

1.3.1. Legal Framework and Racism

In the discussion of Australia’s contemporary nauiliural strategy, legislation plays
an important role. Established in 1975, shortlgm@fbulticulturalism was officially declared
Australia’s national policy, thRacial Discrimination Ac(RDA) continues to be the nation’s
legal framework for managing cultural diversitysociety. The Act states it to be “unlawful
for a person to do any act involving a distinctierclusion, restriction or preference based
on race, colour, descent or national or ethnicionghich has the purpose or effect of
nullifying or impairing the recognition, enjoymeat exercise, on an equal footing, of any
human right or fundamental freedom in the politie@lonomic, social, cultural or any other
field of public life” (ComLaw, 2011).
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Specific areas of public life are addressed inAbg including employment, renting
or buying property, the provision of goods and m&y, accessing public places and
advertising. As Australia’s first federal anti-digunination law, the RDA can be seen as a
symbol of the government’s willingness to officialibolish discrimination and to comply
with international regulations in the mid-1970st bemains the foundation of respect for
cultural differences in Australia. The issue ofigiein, and particularly the protection of
Islamic individuals in Australia, however, remainssolved in the Act. Since the 9/11
attacks, Muslims tend to be associated with tearai perceived as a potential threat to
Western society. This stereotyping has played ar&kyin violent incidents towards the
Muslim community, and heated the debate around tigdits and obligations in Australia.
Potentially banning the burkha in public has relygmécome a dominant topic in Australian
politics, widely debated by the media.

In April 2014, the Abbott government dismissed th@an to change section 18C of
the RDA which prohibits offensive behaviour becaateace, colour or national or ethnic
origin in favour of the freedom of speech in Auk&aln August 2014, th&ydney Morning
Herald newspaper cited the Prime Minister “I'm a passiersaupporter of free speech and
if we were starting from scratch with section 18€ wouldn’t have words such as offend
and insult in the legislation. But we aren’t stagtifrom scratch. We are dealing with the
situation we find ourselves in and | want the comities of the country to be our friend not
our critic” (Aston, 2014). This statement was mddang a press conference on terror laws,
finding the Abbott Government under pressure from Muslim community not to pursue
their plans to loosen legislation in relation tguting or offending comments about race,
colour or national or ethnic origin.

In their Australian-wideChallenging Racism ProjecBunn et al. (2004) found that
racism is widely established in Australia. The pobjshows that the majority of Australians
recognise racism to be a problem in society, aatl rdcist attitudes are strong among the
older, non-tertiary educated population; and weak®ong those who do not speak a
language other than English, the Australian-bonal, males. In their research project about
attitudes on multiculturalism, immigration and cu#l diversity, Dandy & Pe-Pua (2010)
confirmed Dunn et al.’s (2004) findings on the sedemographic variables positively

linked with racism. They found that participantsomliere younger, more highly educated,
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born overseas or members of cultural minoritiesicantly favoured multiculturalism and
cultural diversity, and perceived the consequerafegnmigration and diversity more
beneficial than the older, less educated parti¢gdnis important to note that Dunn et al.’s
(2004) findings represent tendencies, rather tteneatypes of people with particular socio-
demographic backgrounds. The authors’ main findimgtude the existence of regional
differences in relation to racism within Austral@ith a more open attitude to be found in
the major cities and a rather narrow view in thantoyside. In June 2010, thaustralian
Human Rights CommissiqAHRC) published the results of a three-year stodyAfrican
Australians and their experiences of social indosand human rights in Australia. The
study revealed that many members of this grougjcodarly those who have migrated to
Australia within the last fifteen years, continueaxperience a considerable level of racism,
as part of their daily lives, in a range of aregdlieitly outlined in the Racial Discrimination
Act (Koleth, 2010).

In his February 2011 address to the Sydney Insfitiien Minister for Immigration
and Citizenship Chris Bowen announced the developrok a new anti-discrimination
strategy, acknowledging “while much good work ha®rb done in Australia over many
decades, we must continue to work to eliminatéoaths of racial discrimination” (Bowen,
2011). Dunn et al. (2009) encourage a differemratretween elimination and reduction,
arguing that the elimination of racism is desirablét is unlikely to be achieved because not
everyone will agree on how people should live thees. The authors suggest that having
mutual obligations and strategic agreements abbat should be tolerated, and what needs
to be done within Australia to tackle racism woblkel adequate. They mention long-term
policy attention, public action and developmentwasl as the celebration of difference.
Based on the findings from tl&hallenging Racism ProjedDunn et al. (2009) suggest that
racism can cause both mental and physical heatthlgms if those affected do not address
and speak openly about it. They suggest to develeghanisms that empower individuals
in their confrontations with racism. The rhetori¢abls Dunn et al. (2009) suggest for
Australia in their battle against racism includemsaay understanding on the street, in the
schoolyard, and other public places. Based on fireding that racism is different from
location to location in Australia, Dunn et al. (B)Guggest anti-racism campaigns to be

varied to take the manifestation of racism in ddfe areas of the country into consideration.
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In this context, it is worth taking a closer lookthe changes the department has
undergone over the years, and how such transfaynsateflect the government’s attitude
towards multiculturalism. Founded as tepartment of Immigratiom 1945, the body kept
its original name until 1974 (DIAC, 2011c). With ethintroduction of Australia’s
multicultural policy came instability, and the dejpaent has been subject to a number of
name changes ever since. 1976 marks an importaniryéhe department’s history when it
became théDepartment of Immigration and Ethnic Affgineflecting the government’'s
commitment to its culturally diverse role. Howevirtook the department until 1996 to
incorporate the national policy into its name amtbécome th®epartment of Immigration
and Multicultural Affairs In spite of the name changes the department wedérin the
following years, its title continued to mirror contment to multiculturalism.

A new era began in 2007 with the removal of the dvomulticultural” from the
department’'s name, transforming it into thepartment of Immigration and Citizenship
This move has been interpreted as “suggestingniiéttculturalism is no longer a priority
at government policy level” (Syed & Kramar, 20109p), but also marks a turning point as
any relation to cultural diversity in the departri@itle had been eliminated for the first
time since 1976, serving as a reminder of a timemnimmigration was culturally selective.
Alongside the introduction of the Citizenship TestOctober 2007, the name change the
department underwent in the Howard era demonstridtesshift in the meaning of
multiculturalism in Australia, moving from a foces culture to one on citizenship (Slade
& Mollering, 2010).

Following the removal of the term “multicultural fairs” from the title of the
department by the Howard Government in 2007, tH®uaGovernment under then Prime
Minister Julia Gillard, who took over from Kevin BRd in 2010, went a step further,
removing the term “multicultural affairs” from thigle of the new Parliamentary Secretary
who assisted the Minister for Immigration and @tighip. The government stated that the
new Parliamentary Secretary for Immigration andz€rtship, Kate Lundy, had the same
role as the previous Parliamentary Secretary fodtidMutural Affairs and Settlement
Services, Laurie Ferguson. However, the Gillard €@opment has been criticised by the
Federation of Ethnic Communities Councils (FECCAYy the removal of the term

“multicultural”, indicating a certain level of comunity concern (Koleth, 2010).
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Notably the most impacting change took place winenAbbott Government came
into power in 2013. Renamed Bepartment of Immigration and Border Protectidhe
government now communicates Australia’s attitudeaiols asylum seekers. New Minister
for Immigration and Border Protection, Scott MoonsMP, introduced th&peration
Sovereign Bordersn a Sydney press conference in September 20I8uacing the
operation to be “the new government's action tp she boats that were started under the
previous government. Operation Sovereign Bordersa isilitary-led border security
operation supported by the direct involvement afuanber of agencies and departments
brought together under single operational commaadaasingle ministerial responsibility”
(DIBAP, 2014b). On their website, the Departmemitdiees a section labelled “No Way —
You Will Not Make Australia Home”. Not only becomgsapparent that multiculturalism
in Australia is — and probably always has beewulaerable concept. Political actions under
Tony Abbott begin to remind of the Howard era whmnlticulturalism experienced
widespread disapproval.

An important component of the Department of Immiigraand Border Protection’s
responsibilities continues to be the Migration A&68, which controls immigration into
Australia. Significant changes to this act havenbmade since its introduction as part of an
intensive push towards an inclusive society, incigda 1984 provision for the equal
treatment of new migrants. Given that the Mini¢tas the power to introduce and adjust
control mechanisms for visa grants, migrating itstralia can be a challenging procedure.
The Skilled Occupation List (SOL) is a major tool fmigration to Australia, including
international students who often plan their studied select their courses based on the
professions in demand to remain in the country paently afterwards. The SOL is under
constant revision and adjustment in order to meetat demand in Australia.

The government’s new focus on border protectidmgsly visible in the most recent
changes to the Migration Act. According to tAeistralian Broadcasting Corporation
(ABC), Minister for Immigration and Border Protemti Scott Morrison announced that
“amendments to the Migration Act will make it easie send asylum seekers to other
countries, and demands they provide documents ouaickly to support their claim for
protection” in June 2014 (Barlow, 2014). He seekmtrease the risk threshold for asylum
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seekers from ten per cent chance that they wilessfgnificant harm in their home country

to fifty per cent.

1.3.2. Voluntary Initiatives in Support of Multiculturalism

In addition to the RDA, a range of voluntary pragsahas been implemented by
successive Australian Governments. Under Juliaaf@ijithen Department of Immigration
and Citizenship’'Diversity and Social Cohesion Prograffor instance, aimed “to address
issues of cultural, racial and religious intole@h(®IAC, 2011a). The program is based on
voluntary initiatives by not-for-profit communitiessich as schools, and provides grants for
a variety of activities. The Department of Immigoat and Citizenship described the
Diversity and Social Cohesion Program - first idioed in 1998 as tHaving in Harmony
Program- as a major component of the government’s appréadoster the multicultural
society of Australia (DIAC, 2011a). Even though thkbott government maintains the
program, they shifted responsibility to the newdyadlishedepartment of Social Services
which is now in charge for all issues around sejtln Australia.

In announcing Australia’s multicultural policy inebruary 2011, the Gillard
Government stated “Australia’s multicultural poliejigns with the government’s Social
Inclusion Agenda where Australians of all backgmsifeel valued and can participate in
our society” (DIAC, 2011e). Terms have varied -nirdSocial Justice” used under the
Hawke and Keating Governments, to “Social Cohesionttoduced by the Howard
Government and “Social Inclusion” used under J@litard (Boese & Phillips, 2011, p. 194)
- but refers to the same phenomenon in their ess®ibile the government’s Diversity and
Social Cohesion Program website promoted the ividaas one that focuses on cultural,
racial and religious issues under Julia Gillare, phiorities of the Social Inclusion Agenda
were jobless families, children at risk of longatedisadvantage, people with disability or
mental illness, homeless and indigenous peopla.dubordinate clause, not part of the list
of priorities “vulnerable new arrivals and refugee®re listed, but there was no indication
of making people from all cultural backgrounds pafft society. The absence of
multiculturalism within the Australian Federal Gonment’'sSocial Inclusion Agendhas
been the theme of thdulticulturalism and Social Inclusion Sympositeld in Melbourne
on July 8th 2010 at Deakin University. The symposiaised the question whether this is
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“an inclusion into the Anglo-dominated majority gy conditional upon assimilation”, or
an “inclusion into a multicultural Australia thaaognises, respects and supports diversity?”
(Boese & Phillips, 2011, p. 194). In 2013, Primenidier Tony Abbott abolished the entire
Social Inclusion Unit

In reference to its Diversity and Social CohesiamgPam, then Department of
Immigration and Citizenship promoted Australia’srésg history of many people living
together harmoniously”, claiming that few other stiies have achieved this and “many
envy our record” (DIAC, 2011a). Research studiehsas the Challenging Racism Project,
however, have shown that racism is a problem intralian society. Examples include the
Cronulla riots in December 2005 when a group oéstimated 5,000 people - both white
Australians and Australians of Middle Eastern lagydt - were involved in an open conflict
in the popular Sydney beach area of Cronulla; hedattacks against international students
from India in Melbourne in 2009 and 2010. The d$aagainst international students from
India have raised concerns about their safety istralia and threatened the strategic
relationship between Australia and India which isbgpematic for a nation that relies on
Indians to live and study to maintain the growthtsfthird largest export industry “export
education” (Universities Australia, 2009). The cakea behind multiculturalism in Australia
has been stated as inviting and respecting diféeremhich, in turn, suggests that not
everyone needs to have the same beliefs and leveaime way. It may be difficult for all
people in Australia to support the idea of multiotdlism, but a mutual understanding of
what needs to be tolerated in society seems tatdlarvorder to provide a safer environment
for everyone (Dunn et al., 2009).

Closely linked with the Diversity and Social ColwsiProgram isHarmony Day
celebrated on March 21st of each year since 1998.day, dedicated to Australia’s cultural
diversity, is also the United Nationlaternational Day for the Elimination of Racial
Discrimination Harmony Day was previously managed by the Departraf Immigration
and Citizenship and has under Tony Abbott also reemoved from the Department’s
responsibilities. The message communicated thrddghmony Day is that “everyone
belongs”, indicating that regardless of their cdtiheritage, all Australians are a welcome
part of the country. “It is a day to celebrate Aab&’s diversity. It is a day of cultural respect

for everyone who calls Australia home — from thaitional owners of this land to those
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who have come from many countries around the wdHdrmony, 2014). Harmony Day is
primarily celebrated in schools and communities aéponsored and supported by a

number of business organisations.

1.3.3. Multiculturalism and Indigenous Issues

Some of the celebrations that seek to demonstapect for cultural diversity overlap
with, or even target indigenous issues. For ingtargach year on January R6the
anniversary of the arrival of the first fleet ofi8h settlers at Botany Bay in 1788, is
celebrated oAustralia Day Although it marks this particular event, Austadlay also aims
to embrace the nation’s diverse society and lammiscachievements and future (National
Australia Day Council, 2011). On this day, Ausadionours its indigenous communities
and welcomes new citizens, together with a commguenents, speeches and fireworks.
Nevertheless, this holiday may be perceived asatdble celebration as it also marks the
beginning of discrimination against and injustio@ards the indigenous people of Australia.
Indigenous Australians have always been uneasytiaihn inclusion in multiculturalism as
the term suggests that they are yet another eginoigp (Castles, 1997; Curthoys, 2000; Van
den Berg, 2002) and widely criticised the celelorabf this day.

In 1998, the government introduc8drry Day an annual event that is dedicated to
the Aboriginal and Torres Strait Islander Austnasiavho were affected by the government
practice of forcibly removing mixed race childrerorh their families. Sorry Day is
celebrated on May 26 with marches, speeches and presentations belagrineughout the
country. The event was introduced as a result®ititionaBringing Them Home Report
presented in Federal Parliament on May' 2897 and executed by théuman Rights
Commission HREOCThe commission investigated the incidents andsequences of
removing mixed race children from their familiegbifuary 2008 is viewed as a milestone
for the Aboriginal community in Australia: Then P& Minister Kevin Rudd officially
apologised to the indigenous people of Australiavibat they experienced since British
settlement began in the late™8entury. Rudd’s predecessor, John Howard agreed to
introduce Sorry Day, but refused to publicly apaegfor something previous generations
had done. Rudd’'s apology marks a significant ewantit reflects the respect for the
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Indigenous community in Australia, who waited faeaognition of the pain inflicted on the
Stolen Generatiofor many decades (Barta, 2008, p. 201).

Another celebration that seeks to show respecttHerindigenous community in
Australia is theNational Reconciliation Weekeld after Sorry Day from May &ntil June
39, National Reconciliation Week was first celebratedl996, and aims to give people
across Australia the opportunity to focus on red@tion between indigenous and non-
indigenous Australians with community events arfubst festivities. Each year, the week
has a different theme — for instance, “Communitigsrking Together” in 1998,
“Reconciliation: It's Not Hard to Understand” in@B, and “Let’s talk recognition!” in 2011
(Australian Government, 2011). The date - Majl' 27marks the anniversary of the 1967
referendum that passed an alteration to the AumtraConstitution, which included
indigenous Australians in the census count andgrésed them as citizens. Jun& 3
represents another important day for the indigermmmsmunity in Australia, as it was the
day in 1992 when the High Court officially abanddriee concept of “Terra Nullius”, the
assumption that Australia was unoccupied priorriodh settlement, and acknowledged pre-
existing land rights of the Aboriginal population.

Comparing Australia Day with Harmony Day, Sorry Cand National Reconciliation
Week is a prime example of the “struggle to disgegaom a legacy of Anglo-privilege and
cultural dominance” (Forrest & Dunn, 2006, p. 208glebrations that address indigenous
issues have little impact on the population unkkey are personally involved, whereas
Australia Day has been turned into a public holidag developed into one of the most
important days in the national calendar, includardpy off work and large-scale displays of
Anglo-Australian pride across the country. In homog indigenous Australians and
welcoming new citizens on Australia Day the AusénalGovernment confirms the perceived
superiority of Anglo-Australian values and furtimearginalises Aborigines in a homogenous

“multicultural” population.

1.4. Multiculturalism versus Cultural Pluralism

The above discussion suggests that the currentoagprto multiculturalism in
Australia is problematic. Multiculturalism was ancept formulated in the early 1970s to

overcome the limitations of assimilation and intggm (Koleth, 2010), yet government
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actions, comments and festivities have not alwagnlronsistent with multicultural ideals.
A common feature of most contemporary societiesiiral diversity, even though there is
hardly one that is made up of people having “on&ute, one language and one identity”
(Berry, 2011, p. 2.2), but these culturally divesseieties are not necessarily multicultural.
Feinberg (1996) and Berry (2011) argue that thera distinction to be made between
multiculturalism and cultural pluralism. While cufal pluralism represents a strategy
practised by the larger society that “allows” ctdiuidentity to flourish, multiculturalism
“encourages” cultural identity to do so. They speélcultural pluralism when a society
tolerates individuals from different cultural backgnds to express their way of life within
a separate cultural sphere, whether at home oimmatbultural association, but are expected
to follow the mainstream in the shared public sphArpluralist society has no responsibility
to support cultural structures, but needs to mdiace possible (Feinberg, 1996). Thus,
pluralism is not necessarily against the mainteeafcultural values, beliefs and traditions,
but shows certain hesitation from discriminatiorei(erg, 1996). Multiculturalism, in
contrast, invites and appreciates cultural diffeesnand seeks to assure that no group
dominates the public sphere in a way that it exafuthose from a different cultural
background.

Lopez (2000) draws our attention to the fact thalticulturalism in Australia emerged
at a time when public opinion reflected an overwhiafy disapproval of the idea, with
opinion polls conducted in the late 1960s and ed8y0s suggesting that approximately
ninety per cent of the Australian population waaiast the introduction of multiculturalism.
Rather than being a decision by the majority, alsmanber of activists followed techniques
of elite and pressure-point politics. They camerfra range of positions in academia and
politics, and their techniques included writing @eanic papers, forming committees and
organisations, trying to influence official speesh@opez, 2000). It is therefore not
surprising that the One Nation Party gained moppstt than any other party in Australian
history. Against public opinion, multiculturalismas introduced as a state policy, and it
seems as if the One Nation Party was an outleqress the widespread disapproval. Instead
of removing the dominance of British-Australian wed, multiculturalism has created a
hierarchy of cultures, serving as an explanatioritfe manifestation of racism, government

prioritising of multicultural celebrations and timequalities migrants continue to face.
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Conclusion

In light of the above discussion, the Australiandeloof cultural diversity is not as
straightforward as it may seem. Elements indeddateBerry’s (2011; 2008) and Feinberg’s
(1996) ideas on multiculturalism, including thetfeiies of Harmony Day that encourage
heritage cultural identity to flourish in the pubBphere. Other elements of the Australian
strategy, however, fail to meet even the fundamamieria of both multiculturalism and
cultural pluralism. New migrants do not possessakgghts, but often spend years waiting
on access to social benefits, including unemployrbenefits and domestic tuition fees for
tertiary education as well as the right to votastisite and federal elections. Equal rights are
only granted upon the acquisition of citizenshipeovernment also fails to provide many
of the essential cultural structures, such as piogi all services for new migrants in
languages other than English to facilitate thdesagnt process.

The previous Australian Government has made prdixacatatements about the
failure of multiculturalism in some of the Europeaountries in 2011. Australia is far away
from being free from inequalities as can be seethbymanifestation of racism in recent
incidents of violence and discrimination towardsamity groups living in the community.
The ethnocentric views displayed by the Austral@overnment in relation to the
Citizenship Test and the so-called “Australian ealuthat new migrants and citizens are
expected to adhere to raises the question of hocated the nation is to actually pursuing
its multicultural policy. Is Australia’s recentlginforced commitment to the concept nothing
more than a large scale marketing campaign? Itazdy be said with confidence that
Australia is not the multicultural society it envaiss to be, but, in confronting migrants with
inequalities in many layers of life, is moving foer and further away from achieving this
goal.
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Literature Review
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Introduction

Half a century after Edward T. Hall (1959) publidfide Silent Languag@on-verbal
communication has become an integral part of teeadirse around communication across
cultures, and his work continues to influence satiplactivity until the present day. The
concept of intercultural competence also emergédari950s when the cultural differences
were recognised to affect the work of the US P&mgs and other US activities in foreign
countries. Sixty years on, intercultural competdmrebecome one of the key issues in many
contemporary organisations. Multinational corpanasi operate networks of offices across
the world, where people from different cultural &rdinguistic backgrounds collaborate.
The United Nations Conference on Trade and Devesopift NCTAD) reports that foreign
direct investment continues to increase: Foreidisisliaries of multinational corporations
employ a workforce of an estimated sixty-nine railli with sales and employment figures
in the subsidiaries growing significantly fasteautithose in their home economy (UNCTAD,
2012). Communication between the different officeound the globe as such is
transcultural. Fantini (2000, p. 25) notes that ftmational corporations [...] increasingly
recognize that success in a global marketplace ndispeto a large degree, on their
employees’ ability to deal in the international rea€ National and cultural borders have
become increasingly permeable, building increagiriVerse workforces. As such, the
culturally diverse make-up of many societies isiagdo the complexity, and employees
can find themselves working in a diverse culturalinment without even leaving their
home country.

Extensive research has been conducted in the dialtk intercultural competence
came into being. Nevertheless, there is vaguenegmrding the definition and
conceptualisation of intercultural competence, witlerging views coming from disciplines
including, but not limited to anthropology, busisegommunication, ethnology, health
sciences, linguistics, political sciences, and psiagy. Even within the field of intercultural
communication, common ground seems difficult to i@eh Fantini (2000, p. 26)
summarises that “although the term interculturahpetence is now widely used in the field
of intercultural communication; it is still not wetly understood, nor do interculturalists agree
upon a common definition.” Researcher backgroursb affects the components of

intercultural competence. Whilst foreign languagiss for instance, are in the centre of
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research originating in Europe, US researchers tenwew foreign language skills as less
important.

A definition that has been frequently employeddoent research is Fantini & Tirmizi
(2006, p. 12), viewing intercultural competencadsomplex of abilities needed to perform
effectively and appropriately when interacting with others who are linguisticatind
culturally different from oneself.” Some studiesvlabegun to seek consensus among
scholars in intercultural competence from differdigciplines. Among those efforts are
Deardorff’'s (2006) Delphi study with an internatabexpert panel, and Krajewski's (2011)
model of intercultural competence she proposesh@aseonsensus among the participating
scholars, representing all of the faculties at M@acgg University in Australia.

Another multifaceted dimension in the discussioroudbcommunication across
cultures is terminology. In their papExploring and Assessing Intercultural Competence
Fantini & Tirmizi (2006, p. 11) remind that intettwral competence “represents only one
term among many that are still used to address witaauspires during intercultural
encounters.” Examples the authors provide of tefmeguently in use include: “cross-
cultural awareness, global competitive intelligerazgtural competence, cultural sensitivity,
ethno-relativity, international competence, intéioal interaction, biculturalism, and
multiculturalism, and so forth” (ibid). It needs be noted, however, that these terms differ
from intercultural competence. Cross-cultural awass, for instance, is part of intercultural
competence, and multiculturalism, as discussechaptr 1, reflects a state of being rather
an ability.

Intercultural competence experiences a majorityesearch attention from Western
scholars, with many theories and conceptualisatiomnginating in the United States.
Empirical research in the field is currently strangdenmark, Finland, and Sweden, thus
allowing us to understand many practical aspedisimvihose countries and their interaction
with unfamiliar cultures (See Gertsen & Sgderb2@4,0; Peltrokorpi, 2010; Martensen &
Grgnholdt, 2009; Pitkanen, 2007; Vaara et al., 200&schan-Piekkari et al., 1999). Some
geographic regions, such as Africa, South and Lanerica, remain under researched and
produce significantly fewer theories, definitionsida conceptualisations about what
intercultural competence means in the specificednEven though research from Asia is

emerging, Western viewpoints continue to dominatg@&mporary discourse.
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This chapter critically reviews existing literatiakout culture, identity and the notion
of third space and provides an overview of key concepts andribegof intercultural
competence, the role of relationship building aatblage in intercultural competence as
well as external factors influencing our abilitydommunicate effectively and appropriately
with people from different cultural and/or linguesbackgrounds — reflecting the key themes
identified in this in vivo approach to theory buiild. A discussion of cultural intelligence
and its variation from intercultural competenceodisrms part of this chapter since it has
received attention in international business antiagament research and served as the

original theoretical concept this study departeadrir

2.1. Culture and ldentity

At the core of intercultural competence researdésnotion of culture. Definitions
of culture have seen a significant development dher past decades. Whilst earlier
definitions tend to view culture as homogeneous stathle, more recent research views
culture as heterogeneous and constantly changint32, Kroeber & Kluckhohn (p. 181)
proposed that culture consists of “patterns, ewpéad implicit, of and for behaviour
acquired and transmitted by symbols, constituting distinctive achievements of human
groups, including their embodiment in artefact® #ssential core of culture consists of
traditional (i.e. historically derived and selegtatkas and especially their attached values;
culture systems may, on the one hand, be considaredoducts of action, on the other, as
conditional elements of future action.” Bakic-Miri2007, p. 80) critiques the assumption
that cultural patterns can predict behaviour aeinforces the notions of stability and
homogeneity, and emphasises that humans have albess “constructing new and
different ways of understanding the world, whichiassay that cultures are always taking
into consideration instability and change.” Globation is not a new phenomenon. Culture
has always been in constant motion. Rather iseitplice with which globalisation occurs
today, greatly influenced by the availability andcessibility of transportation and
communication technologies.

Homogeneity also plays a key role in Hofstede’9@9vork, suggesting that culture
is uniformly distributed among all members of augroHofstede (1991, pp. 4-5) describes

culture as “the collective programming of the mymdich distinguishes the members of one
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group or society from those of another.” Such ustdeding of culture leaves little room for
the uniqueness of each individual. Even if people is members of a specific cultural
group, they may have different values and belieéstother members of the same group.
Matsumoto et al. (1996, p. 16) acknowledge theviddal in their definition of culture as
“the set of attitudes, values, beliefs, and behagighared by a group of people, but different
for each individual, communicated from one generatd the next”, nevertheless maintain
the idea that culture is stable, and people rgihssive to the world.

Definitions of culture capturing the human strigeevvolve (Bakic-Miric, 2007) as well
as the consequences of globalisation have become visible in recent scholarly activity.
A definition that allows for development and chamgée one provided by Spencer-Oatey
(2012, p. 3): “Culture is a fuzzy set of basic asptions and values, orientations to life,
beliefs, policies, procedures and behavioural cotiees that are shared by a group of
people, and that influence (but do not determiremhemember’s behaviour and his/her
interpretations of the ‘meaning’ of other peopl&shaviour.” Spencer-Oatey’s (2012)
standpoint acknowledges that cultural borders amiming increasingly permeable, and
considers other facets to constitute who peoplesaieh as personality and the experiences
they make in the course of their lives.

Attempts to explain cultural differences are priityarooted in the earlier views of
culture. Edward T. Hall (1976), for example, digtirshes between high and low context
cultures. High context cultures focus to a largeeet on the context in which messages are
presented rather the actual words. In low contelttices the verbal message is central, more
than the context around it. Hofstede (1991) dewedoipur dimensions to explain cultural
variability: individualism-collectivism, uncertagt avoidance, power distance, and
masculinity-femininity. In 2001, he added a fiftmgénsion: long term versus short term
normative orientation. In individualistic culture$ie individual is considered to be more
important than the group, whereas in collectivistittures, the group takes priority over the
individual. In high uncertainty avoidance cultunespple usually avoid uncertainty, whereas
in low uncertainty avoidance cultures, people atcepertainty as part of life. Inequalities
between people are assumed to be natural in higlempdistance cultures, whereas in low
power distance cultures people believe in equaliigsculine cultures tend to differentiate

more between gender roles than feminine culturesstelde (2001) adds that in long term
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orientation societies people act rather pragmdyicakwing changes in the future as part of
evolution, whereas short term normative orientatigfers to the view that societal change
is undesirable. The increasing heterogeneity ofyncantemporary societies, however, may
eventually lead to less significant cultural vaiii§ In contemporary research,
individualism and collectivism, in particular, halveen described as an outdated dimension,
merging together in times of increasing globalmatiSee Parker et al., 2009, for example).

Exposure to an unfamiliar culture bears challerfgeshe individual's self-concept.
As such, culture and identity are inseparable, mott the same. In a world that is
characterised by cultural diversity in many aspettde, the self-concept plays a focal role
and allows to better understand how effectively appropriately people interact with other
cultures. It enables people to consciously reflgain themselves and to develop an image
of “self”, categorising experiences and guidingdnebur (Taylor & Usborne, 2010).

The self-concept encompasses an individual’'s asgrémd avowal identity (Fong &
Chuang, 2004). While ascribed identity refers tw lmthers perceive an individual, avowal
identity describes that individual's sense of wieaoh she is as a human being. This research
focuses on avowal identity because it aims to acaed understand individual experiences
of those working for a German multinational corgimmain Australia, and in how far these
experiences impact on them. Avowal identity congwig/hat Triandis (1989) and Jameson
(2007) call personal and collective identity. Peedoidentity refers to the sense of self
derived from personality and character, for insgarieing the “unique elements that we
associate with our individuated self” (Ting-Toom2905, p. 212). Collective identity seeks
to explain the sense of self derived from membershgroups.

In theirInformational Influence Theoryrerry & Hogg (1996) argue that for people to
define their personal attributes, they require emthat allows for comparison. In other
words, if an individual considers himself or hefse successful or attractive, for instance,
this self-image has primarily been developed by manmg to other members of the same
group. The relationship between collective and qmeak identity becomes particularly
evident in an intercultural context, in which enotars of diverging norms and values are
likely to occur. As one form of collective identjtyultural identity involves knowledge and
values in relation to family structure, behavioowards the opposite sex and elders,

profession, status, and how to cope with deathl¢F& Usborne, 2010). In interacting with
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individuals from a different cultural and/or lingtic background, people may perceive
themselves as less attractive and successful theyn used to, and the self-concept be
challenged. In their study on collective traumeotigh colonisation and other forms of
cultural domination, Taylor & Usborne (2010) demwate how the self-concept can be
affected under specific circumstances. The auttate that the Aboriginal people in Canada
“were exposed to a powerful and often confusingnstaéam culture at the same time as
they were trying to retain the values of their itiadal culture. Currently, they are dealing
with the pressures of an overwhelming, dominartucelwhile trying desperately to rebuild
a now largely destroyed heritage culture” (ibid104).

A common understanding of cultural identity ands#dience has not been achieved
yet. Recent research has brought forward the viesvibhcreasing globalisation has led to a
heterogeneous set of values and beliefs, suchia@sgtfor Western culture as observed in
many Asian countries. Such stance implies thauclldifferences even cease to exist. In
earlier research, Collier & Thomas (1988) sugdest &n individual has multiple identities
(Also see Ting-Toomey, 1999), including racial, retial, national, and gender identity,
which compete for primacy in different situatiomemlinson (2003) agrees with Collier and
Thomas (1988) on the existence of multiple ideggitiviews race, ethnicity, nationality,
gender, and also sexuality, class, and religiomdver, axcomponent®f cultural identity
and suggests a more integrated model of identitiedescribing the concept of Collier &
Thomas (1988, p. 209) as failing to “recognise thdt people think of themselves as whole
persons with integrated identities”, and based am¥r & Beamer’s (2005, p. 5) definition
of culture as “the coherent, learned, shared viea group of people about life’s concerns
that ranks what is important, furnishes attitudbsut what things are appropriate, and
dictates behaviour”, Jameson (2007) suggests tmatconstituent elements of cultural
identity include components related to a persorésnimership in groups based on vocation,
class, geography, philosophy, language and bioldgyher pie chart model of cultural
identity, Jameson (2007) admits that the proportidbrthe components can vary, but
emphasises that the total always equals one hurmedent. Even though a particular
component may be small in percentage, it contitm@sfluence the overall sense of self.

While some identities are fluid, others remain ¢ansover time (Taylor & Usborne,
2010; Jameson, 2007; Fong & Chuang, 2004; Cupalthatori, 1993; Collier & Thomas,
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1988). In the course of a lifetime, people can fimneimselves adjusting to a variety of new
situations: Entering a new relationship, movingtdifferent profession, or even changing
nationality or religion. All these types of changaffuence the self-concept. Sussman (2000)
found that after a period of exposure to an unfamdulture, the identities of expatriates
can shift in the transition. Kim (1995) explores tthanges in people upon crossing cultural
boundaries, especially when they relocate on ateng basis. She argues that the process
of learning about the new culture is balanced byl¢arning” of the old culture, with
adaptation occurring through “a dialectic relatioipsbetween push and pull, or engagement
and disengagement” (Kim, 1995, p. 178). In thaidgtabout Taiwanese women migrating
to Australia, Krajewski & Blumberg (2014) found th@aomen’s cultural identity changes
during and after migration. Growing up with Confarctivalues, Taiwanese women migrants
experienced freedom and flexibility in Australibus, changing the self-concept in relation
to their roles as daughters, wives and mothersexample. Even gender identity can be
fluid, and whilst many people never question whethey are female or male, it can be a

struggle for others.

2.2. Globalisation and the Creation of Third Space

The termhybridity has been employed in cultural identity discousedpture the
impact of globalisation on the self-concept. Kra{@p05, p. 5) refers thybridity as “the
fusion of two hitherto relatively distinct formsykes, or identities”, eventually leading to
the creation of something new. If the process ehidy negotiation as suggested by Ting-
Toomey (2005) is successful, the individual develaghat Kim (1995, p. 180) calls an
“intercultural identity”: “The original cultural ientity begins to lose its distinctiveness and
rigidity while an expanded and more flexible defom of self emerges.”

A mere reliance ohybridity, however, is problematic because of its associatiibh
colonial history. The term, as such, was deeplyeaddbd in 19th century eugenicist and
scientific-racist thought (Meredith, 1998). Papegtalis (1997, p. 258) challenges such
view and poses the question whether we shoulddobewords with a pure and inoffensive
history, or should we challenge essentialist modélsdentity by taking on and then
subverting their own vocabulary?” Kraidy (2005) Biglf acknowledges the problem

associated with hybridity, devoting space to cuég of the term that used to be reserved to
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biology, and is now being employed in interculturammunication in his booKybridity
or the Cultural Logic of Globalizatian

A leading figure in contemporary cultural identidyscourse is Homi Bhaba, who
introduced the concept diird space Bhaba speaks diybridity, emphasising that it is not
about being able to “trace two original momentsfnohich a third emerges”, but “the third
space which enables other positions to emerge’h@fdrd, 1990, p. 211). Bhaba argues
that “the process of hybridity gives rise to somaghdifferent and new, unrecognisable, a
new area of negotiation of meaning and represemtaijibid). In Rutherford’s (1990)
interview with Homi Bhaba, the latter provides aample of hybridity and third space in
post-communist Eastern Europe. Bhaba points ottpdaple not only have to “redefine
elements of socialist policy, but also wider quasti about the whole nature of this society
which is in a process of transition from a commtiatate, second-world, iron-curtain frame
of being” (Rutherford, 1990, p. 220). In discusssogialism in Eastern and Western Europe,
Bhaba emphasises that people cannot be addressettolssal, undifferentiated
collectivities of class, race, gender or nationt ‘taxist as a multiple form of identification,
waiting to be created and constructed” (ibid).

In light of the theoretically vague and rather ildggocal concept ohybridity, Kraidy
argues for aCritical Transculturalism Critical Transculturalism refers to power in
intercultural relations, viewing culture as synibetharacterised by internal differences and
fusions. Global mass media and economies playalewies in Kraidy’'s (2005) argument.
The notion of transculturalism was first introdudsdOrtiz in 1940, challenging the view
that culture in South America has ever been homeges Ortiz proposes that cultures have
emerged out of a mix of cultures, defining trangmalism as the “synthesis of two phases
occurring simultaneously, one being a deculturabgseof the past with a métissage with the
present. This new reinventing of the new commotucellis therefore based on the meeting
and the intermingling of the different peoples anttures. In other words one’s identity is
not strictly one dimensional (the self) but is ndefined and more importantly recognized
in rapport with the other. [...] one’s identity istngingular but multiple” (In Cuccioletta,
2002, p. 8).

Power inequalities continue to persist in many aft the world, and in many

relationships between individuals and groups, ab,smposing an obstacle bybridity and
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the third space The concepts, however, offer a glance at theilpdiies humans have to
identify new ways of being in an increasingly hetgmeous, constantly changing world,

leaving room for people to develop a unique refegiop between them.

2.3. Overview of Key Conceptualisations of Interciiural Competence

In the Sage Handbook of Intercultural Competen8gitzberg & Changnon (2006)
distinguish between compositional, co-orientatipndévelopmental, adaptational, and
causal process models of intercultural competefitese categories have been cited
frequently in recent research (See for exampled®a2013; Reid, 2013), and shall therefore
serve as the foundation for this study. AccordiongSpitzberg & Changnon (2006),
compositional models concentrate on lists of coneptsiproposed to constitute intercultural
competence. Co-orientational models view intercaltafompetence as interaction between
people with the objective to achieve mutual undemding. Stages of progression are central
to developmental models, emphasising the time ighaequired to acquire intercultural
competence. As co-orientational models, adaptdtiomalels focus on human interaction
and mutual understanding, but emphasise the adaptit both parties through changing
attitudes and behaviour. Causal process modeldem@ibed as most suitable for empirical
testing, portraying intercultural competence agstesn of linear connections. As Spitzberg
& Changnon (2006) emphasise, these categories lbage contours and may, at times,
overlap with one another.

One of the key conceptualisations of intercult@@hpetence has been presented by
Ruben (1976) and Ruben & Kealey (1979) in theirdv&bural approach to intercultural
competence. Their compositional model represetdadmark in intercultural competence
discourse as it was the first to emphasise thatvledge and skills do not always translate
into corresponding behaviour. In Ruben’s (197633X) view, it is necessary to focus on
behaviour rather “intentions, understandings, kmaolgkes, attitudes, or desires.” The
behavioural component of intercultural competeralieen consistent in research until the

present day. Ruben (1976) proposes seven compasfantsrcultural competence:

1. Display of respect: An individual’s ability to “exgss respect and positive regard’

for others”
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2. Interaction posture: An individual’'s ability to ‘spond to others in a descriptive,
nonevaluative, and nonjudgmental way.”

3. Orientation to knowledge: An individual’s ability trecognize the extent to which
knowledge is individual in nature.”

4. Empathy: An individual’s ability to “put oneself amother’s shoes.”

5. Self-oriented role behaviour: An individual's abjlito “be flexible and to
function” in group task and relationship-buildirges.

6. Interaction management: An individual's abilitytake “turns in discussion” and
initiate and terminate “interaction based on a @eeably accurate assessment of
the needs and desires of others.”

7. Tolerance for ambiguity: An individual's ability tweact to new and ambiguous
situations with little visible discomfort.” (Rubeh976, pp. 339-341)

Another key conceptualisation in intercultural catgmce discourse is Bennett's
(1993) Developmental Model of Intercultural Sensitivitiphe underlying assumption of
Bennett's model is that intercultural competenapnes learning through interaction with
other cultures. In her view, people with a ratitenecentric worldview can acquire a more
ethnorelative worldview through experience. Induats move from an ethnocentric stage
that includes denial, defense, and minimisatiorart@thnorelative stage which consists of
acceptance, adaptation, and integration. Benmatidel remains significant in research and
intercultural training.

Critiques of theDevelopmental Model of Intercultural Sensitividften address the
absenteeism of language in Bennett's work. Comiamfa linguistic background, Byram
(1997) presents a predominantly co-orientationafleh¢hat emphasises the importance of
foreign language skills in intercultural competenicgtially developed to assist language
teachers to understand the concept of intercultgadpetence, Byram’s (1997) model has
become one of the best known and most frequertiy @ontributions in the field, arguing
for the “intercultural speaker” as a mediator, edeilit to communicate effectively in diverse
cultural settings. In hislultimodal Model of Intercultural Competend&ram proposes five

factors to constitute intercultural competence:
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1. Attitude: “Curiosity and openness, readiness tgoend disbelief about other
cultures and belief about one’s own.”

2. Knowledge “of social groups and their products aralctices in one’s own and
one’s interlocutor’s country, and of the generalgaesses of societal and individual
interaction.”

3. Skills of interpreting and relating: An individualability to “interpret a document
or event from another culture, to explain it anidtesit to documents from one’s

own.”

4. Skills of discovery and interaction: An individusl’ability to “acquire new
knowledge of a culture and cultural practices dredability to operate knowledge
attitudes and skills under the constraints of teaé communication and
interaction.”

5. Critical cultural awareness/political education: iddividual’s “ability to evaluate
critically and on the basis of explicit criteriarppectives, practices and products

in one’s own and other cultures and countries.’réy, 1997, pp. 50-53)

Deardorff (2006) combines the views of internatiomxperts in intercultural
competence to develop a model twenty-three paneibees agreed upon. Her Delphi study
was the first of its kind, and included scholarshsas Bennett and Byram. Two models
emerged out of Deardorff's (2006) research: fygramid and Process Models of
Intercultural Competenc&Vhilst the Pyramid model is developmental, vigiat) stages of
progression moving from basic attitudes up to be&haal outcomes, intercultural
competence is portrayed as a process in the |atier Process model consists of the same
elements as the Pyramid model, is, however, dynaamd portrays constant learning as
central to intercultural competence.

With twenty-one panel members coming from the Wh&éates, and one from Canada,
Deardorff’'s (2006) model is a representation of Wesperspectives. She acknowledges the
lack of non-Western perspectives in her researol, gefends her standpoint through
arguing that Asian scholars have contributed inmatéd way to our understanding of
intercultural competence. Deardorff (2006) viewsuyr harmony as a key concern in

research that originates in high context cultuseghaompatible with a study that seeks to
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reflect the cultural background of those havinggmsed the most significant definitions of
intercultural competence. — This raises the quest®to whether intercultural competence
is culture-specific, after the various efforts thave been undertaken to convince us that it
is culture-general.

Other theories and conceptualisations have beetuemtfal in intercultural
competence discourse. TRacework-Based Model of Intercultural Competepoeposed
by Ting-Toomey & Kurogi (1998), for instance, draw attention to knowledge about the
differences between high and low context culturelerldentity Negotiation Theorying-
Toomey (1993, p. 73) suggests that interculturahpetence is “the effective identity
negotiation process between two interactants inwelncommunication episode. A strong
self leads to a more open interaction with othdtuces.” Security is also a key concern in
Gudykunst’'s (1993)Anxiety/Uncertainty Management Theofyudykunst (1993) views
anxiety and uncertainty to be part of interactiothwpeople from unfamiliar cultures.
Managing anxiety through mindfulness is key to Gauhst’s theory, and so are identifying
the sources of this anxiety. Hecht's (1993) themmyidentity, Cupach & Imahori’s (1993)
Identity Management Theqryand Kim’'s (1997) Integrated Theory of Interethnic
Communicationhave also greatly influenced existing conceptatibims of intercultural

competence.

2.3.1. Intercultural Competence and Building Meamgful Relationships

Contact between members of different cultural geowps recognised as an important
part of communication across cultures by Gordompdii who has been accredited with the
development oContact Theoryand first published the idea The Nature of Prejudicin
1954. Allport argues that prejudice can be redunyedersonal contact between members of
different cultural groups. The conditions Allposcaibed to Contact Theory included equal
status of the groups, intergroup cooperation, comguals, and authority support. Later
research resulted in the conclusion that contant reduce prejudice even if Allport’s
conditions are not attained (Pettigrew & Tropp, @00Contact Theory has been further
extended by Wright et al. (1997) who suggested hlaaing in-group members with out-
group contact can lead to a reduction of prejudimntact theory has been applied to various

different settings, ranging from the contact betwdemestic and international university

45



students (See Wright et al., 1997) to socio-palitmonflicts in society (See Paolini et al.,
2004).

A mere focus on contact in the discussion arourel dbnstituting elements of
intercultural competence is insufficient becausetact alone fails to capture the complexity
of human interaction and its consequences. “Atteat of all human societies” Bercovitch
et al. (2009, p.3) argue, is conflict. “Conflictnermal, ubiquitous, and unavoidable” (ibid),
and has been defined as two parties finding theresels divided by incompatible interests,
goals or scarce resources (Avruch, 1998).

Interculturalists often describe diverging valuesd &eliefs (Bercovitch et al., 2009),
or the perception of such (Ting-Toomey & Kurogi989 as the main sources of conflict,
thus emphasising the impact of culture on such @emeos. Ting-Toomey & Kurogi (1998)
enhance our understanding through identifying ceffiees in the way individualist and
collectivist cultures manage conflict. The incregsipermeability of cultural borders,
however, needs to be part of the discussion. MénlyeoAsian societies, for instance, have
allowed for increasing contact with Western cultimerecent years, to the extent that
traditional values and beliefs have begun to fadbe younger generation in places such as
Japan (Se@he New Japan — Debunking Seven Cultural Steregtyyatsumoto, 2007).
Conflict management styles, as such, may have becaffected in the course of this
development.

Fisher & Brown (1988) remind that trust is ofteewed as the single most important
element of a well-functioning relationship. Tingdroey & Kurogi (1998, p. 206) pick up
the notion of trust and argue that “without trgsople tend to turn off their listening devices
in conflict situations.” Well-functioning, or meagful relationships appear key in the way
we manage conflicts. The related parties usualgwkithe other person well, and have an
interest in conserving the relationship. They aceenikely to try harder to solve the conflict
than those who have only been in contact with oragheer. They will also know about the
other person’s cultural background and personakigicrasies and, as such, be more prone
to understanding and accepting of the interpersaiffarences.

There is substantial evidence that people coperetth the stress conflict can cause
when there is support from other people. Ferraral.gt1989) identified the integration in

social support networks to be crucial in streskfielevents. Krajewski & Blumberg (2014)
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conclude that the ability to build meaningful redaships is a key determinant of how
successful Taiwanese women migrants will cope witktural transition to Australia.
Various other studies have confirmed the link betwsupport and emotional wellbeing (See
Helman, 2007; Giles et al., 2005). The internati@tadent experience has gained specific
attention in recent years. Research suggests fthatnational students tend to seek
friendships in the host country, and that those Wwaee managed to make friends during
their overseas study perform better, both acaddiyieamd in coping with life in an
unfamiliar cultural environment (Hotta & Ting-Toome2013; Williams & Johnson, 2011;
Gareis, 2010). Institutions such @se Mental Health Foundatiom the United Kingdom
also address the positive impact of friendship emtal health.

The ability to build relationships has been incogbed in some of the intercultural
competence models. Kupka (2008), for instancendsfintercultural competence in terms
of “impression management that allows members fééréint cultural systems to be aware
of their cultural identity and cultural differen¢esd to interact effectively and appropriately
with each other in diverse contexts by agreeinghenmeaning of diverse symbol systems
with the result of mutually satisfying relationssip(in Spitzberg & Changnon, 2006).
Mendenhall et al. (2012) consid@lationship interest‘the degree to which people have a
desire and willingness to initiate and maintaiatienships with people from other cultures”,
as a component of intercultural competence. Theaasitargue that people “high on this
dimension work hard to develop relationships witiess.” Mendenhall & Oddou (1985, p.
41) refer to “the ability to develop long-lastingehdships with host nationals.” From a
Chinese perspective, Cheng (2002) identified retastnip building to be vital in intercultural
competence, with specific focus on face, facew@djteness and impoliteness. Other
international business and management literatwiewed in the course of this research also
demonstrates that the ability to build meaningélationships in intercultural contexts is a
key component of intercultural competence (Seer@sla008; Thomas & Lazarova, 2006;
Bhaskar-Shrinivas et. al, 2005; Mol et. al, 2005).

Friendship is one form of meaningful relationshgople derive support from outside
the family context. There seems to be a wordffi@nd in most languages (Krappmann,
1996). The wordriend, however, differs in its meaning between cultuf@sse friendship

in China, for instance, has a higher intimacy timmany Western cultures (Gummerum &
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Keller, 2008). In times of social media such asdbaok, the wordriend has gained yet
another dimension, now also being used for peogemay have never met in person or
communicated with.

Berman (2002, p. 218) studies workplace friendshgsl defines them as
“nonexclusive workplace relations that involve malttrust, commitment, reciprocal liking
and shared interests or values.” The author inya®s how senior managers view
workplace friendships and in how far they supploetdevelopment thereof. A survey among
local governments in the United States found thatrhajority of senior managers had a
positive attitude towards workplace friendshipsainvay that it assisted communication.
Workplace friendships were associated with bettedyctivity, less absenteeism and lower
stress levels. Marschan-Piekkari et al. (1999) ctuntiee conclusion that relationships in the
multinational corporation are critical. They arghat staff in the various subsidiaries can
develop close relationships so that “they func@snmembers of a global family: having
access to, and be willing to share critical infotimain a flexible and integrative way with
other units, for the benefit of ‘the family” (Mazkan-Piekkari et al., 1999, p. 422).

International business and management has seenrdssarch on meaningful
relationships than other disciplines. Friendship,particular, is a concept traditionally
associated with people’s private life, outside b twork context. The employing
organisation, however, is the place where peojple te spent most of their time, and since
humans have a need for friendship, it seems ortiyralathat these often develop in the

workplace.

2.3.2. Language and Intercultural Competence

The role of foreign language skills seems to dividéercultural competence
researchers. In Deardorff’s (2006) Delphi studyysemsus about the role and importance of
language in intercultural competence was not aedigvemaining a rather “controversial
issue” (Deardorff, 2006, p. 259). Fantini & Tirm{Z006) argue that foreign language skills
are often overlooked in intercultural competencelet® A glance at contemporary theories
and concepts shows that language is considerechpareent of intercultural competence in
selected models, such as Imahori & Lanigan’s (18&ptional Model of Intercultural

Competence Fantini's (1995) Worldviews Convergence ModelByram’'s (1997)
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Intercultural Competence Moddlammer et al.’s (199&nxiety/Uncertainty Management
Model of Intercultural Competencand Kupka’'s (2008ntercultural Competence Model
for Strategic Human Resources Manageméfust recently, Krajewski (2011) identified
foreign language skills to be a key ingredient nteicultural competence as a graduate
capability for university students in higlacquarie Model of Intercultural Competence

Assuming that language was insignificant in otmtericultural competence models,
however, would be a rather hastily conclusion. he tdiscussion about language,
communication is central. Shannon & Weaver (1948yiged one of the first models of
communication, and even though it has been critigor its linearity, failure to
acknowledge content, meaning, context and relatipss the model remains influential
because of its originality at the time, providitng tfoundation for communication studies
(Chandler, 2014). People seeking to communicatenmition about who they are and how
they relate to others remains central to most®ttintemporary models of communication.
They do so through verbal messages as well ad Ba@aessions, gestures, body language,
proxemics, eye contact, haptics, appearance, amdingistics. Thus, language is part of
communication, more or less salient in a givenureltKrajewski & Blumberg (2014), for
instance, provide evidence that language was akifior Taiwanese women migrants’
successful cultural transition into Australia wherespite of the nation’s culturally diverse
make-up, communication primarily relies on verba&ssages.

This is important to remind of because most intitical competence researchers view
communication as fundamental. As Byram (2008, p.af8ues, the best communicators
across cultures are “those who have an understgquodithe relationship between their own
language and language varieties and their ownreudtnd cultures of different social groups
in their society, on the one hand, and the languaggeties) and culture(s) of others,
between (inter) which they find themselves actiagreediators.” As such, the debate about
language in intercultural competence may not beocagrovers as sometimes assumed, and
if we aim to develop a mutual understanding ofrciiéural competence that is applicable
to all situations and contexts, then language neete part of the discussion. Language is
indeed moving into the foreground of contemporaiscaurse, with journals such as
Language and Intercultural Communicatioand the Handbook of Language and

Intercultural Communicatioemerging in recent years.
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In the multinational corporation, employees comemir different linguistic
backgrounds, hence, for many, communication takespn a foreign language (Marschan-
Piekkari et al., 1999). Fifteen years ago, reseagscliound that in case of the Swedish
corporation ABB, English was used as the corpoleatguage even though two-thirds of
employees were non-native speakers of English (@hars-Piekkari et al., 1999). National
borders have become even less porous and comniani¢tathnologies advanced so that
the international business world has become mommexed and intertwined than ever.
Many employees are required to communicate in argelanguage with external parties on
a daily basis without ever leaving corporate presisin international business and
management research language is being describfdtedsasic means of communication in
organisations, the basis for knowledge creation, €ignifiers and symbols of ethnic and
national culture/identity” (Vaara et al., 2005595). Marschan-Piekkari et al. (1999) equate
communication with language, warning that the assed implications have long been
overlooked in multinational corporations, and Hagz& Pudelko (2014, p. 696) conclude
that “language differences can be a serious theetite successful management of human
resources.” The latter identified relationshipsiestn headquarters and foreign subsidiaries
to be significantly affected by language differesyogith a lack of a shared language often
causing misunderstanding and conflict potentiallgrnhing headquarters-subsidiary
interactions. Neely et al. (2012, p. 236) confirhe timpact of language on business:
“Language-related inefficiencies take numerous ®orwss of information, added work, loss
of learning opportunities, and disruption of théladmorative process.” The former CEO of
the ABB, Percy Barnevik, concludes that communingpéicross languages is the most severe
operational problem in his organisation (in Harzi&agreely, 2008), confirming Neal’s
(1998) argument that language problems present ntfaén source of frustration,
dissatisfaction and friction in multinational corptions.

Those able to communicate in a foreign languageassert power over those who
don’t (Neely et al., 2012; Krajewski, 2011; Jame#)07; Vaara et al., 2005). Such exercise
of power can take multiple forms. In their studylaiguage use in a Finnish company with
subsidiaries in forty countries, Charles & Marsciraekkari (2002) found that employees
who were fluent in the official corporate languageglish or the headquarters’ native

language Finnish accumulated power. In an anabfsigfferent languages used in meetings
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of an Italian company’s international distributdPgncini (2003, p. 30) concludes that “even
simple shifts in language can serve instrumentdliaterpersonal purposes in multicultural
business meetings.” Intercultural competence isiabtiective and appropriate behaviour
in situations where people from different cultueaid/or linguistic backgrounds come
together. When people exercise power based on d&gegahoice, such as speaking their
mother tongue in front of non-native speakers glefutile ground for feelings of exclusion
and mistrust, “creating ‘us’ versus ‘them’ divisgdn(Neely et al., 2012, p. 238). Choosing
a particular language can create superiority-inféyi relationships between the people who
belong or not belong to the group that shares gulage and the culture symbolised by this
language (Vaara et al., 2005). As such, languageelinas the potential to mark people as
representatives of the dominating or dominatedgras more or less competent, or as future
candidates for top positions. Those falling wittiie “loser” category (Vaara et al., 2005)
are more likely to suffer in the long-term fromglkind of atmosphere. Whether purposeful
or not, such behaviour seems rather counterprogue¢t the objective of intercultural
competence.

Power is linked with emotions. Neely et al. (20kR)estigate the emotions of native
and non-native speakers of other languages thalmskmg multinational corporations where
English is the corporate language. They found #maployees who had acquired foreign
language skills themselves can usually better esipdavith non-native speakers of English.
Lo Bianco et al. (1999) also note that learningrm@ifgn language is a long term effort that

often increases people’s understanding for thosetwhto speak one’s language.

2.3.3. External Influences on Transcultural Commurcation

Intercultural competence is a concept that, atate, is about human interaction, their
identities, and the ideology of creatitlurd spacesEvery intercultural encounter involves
at least two parties, and whilst people may finelkelves successful in communicating
across cultures in some situations, they may firamiselves less successful in others. In
their bookCommunication with Strangers: An Approach to Inbdiral Communication
Gudykunst and Kim (2003) discuss the influencehaf ¢onditions prevailing in the host
society, as originally proposed by Kim (1988) ine tintercultural Communicative

Competence ModeThe authors argue that the potential for peapieteract with the people
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from an unfamiliar culture depends on the receptiof the host society towards them.
Receptivity refers to the general attitude in tbsetfenvironment, and the openness towards
and acceptance of cultural differences. Gudykundt kim (2003, p. 374) conclude that
people “are likely to be better adapted in an emmment that provides greater receptivity
toward them.”

Adaptation is a core component of many intercultaoapetence models, and refers
to people learning about the other culture andifigdvays to behave effectively and
appropriately in the new cultural context. The tea® such, becomes problematic when it
implies the dominance of one culture. Gudykunst 8nK(2003) speak of conformity
pressure as one of the key determinants of sugtestural transition. Conformity pressure
describes the extent to which the host culture espeeople to conform to cultural values,
norms and beliefs prevalent in the host societyapdtion in this sense has a rather
assimilative character, bears challenges for tHeceacept, and seems counterproductive
to the notion of the third space.

Other models of intercultural competence includedkternal environment. Berry et
al. (1988) discuss the impact of the host socreth@irAttitude Acculturation Modelyhere
integration, assimilation, separation and marggaagion are presented as the four potential
acculturation styles. Navas et al. (2005) extenayBet al.’s (1988) theory in theRelative
Acculturation Extended Modethrough the inclusion of migrant and host society
perspectives. In a more recent approach, Kupka8j2@@ws the environment as part of
noise in intercultural communication, summarisedimintercultural Competence Model
for Strategic Human Resources ManagemaArgecond group of models acknowledges that
intercultural competence does not take place ihati®m. Rather than referring to the
environment in a larger sense, these models in@dugteinterpart from the culturally and/or
linguistically different background. (See Fantinild995) Intercultural Interlocutor
Competence ModelGallois’ et al. (1988)ntercultural Communicative Accommodation
Model,and Imahori & Lanigan’s (198%elational Model of Intercultural Competengce

Environment is a broad term that can, dependindpeindividual context, encompass
society at large, the local community, neighboudhosechool, university, and/or the
workplace, for instance. Each context has its owas; either in the form of legislation,

policies, agreements, or common understanding,candists of individual members. The
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Australian government has implemented legislatiegarding anti-discrimination, equal
opportunities, and diversity management to resptmdvorkforce diversity. As anti-
discrimination legislation, equal opportunitiesigtgtion applies to the public and private
sector. The latter, however, mainly addresses gedigersity and only requires private
organisations with more than one hundred employeesport to the government on an
annual basis (Syed & Kramar, 2012). Strachan €2804) describe the Australian equal
opportunities legislation as complaint-based andtixely passive in nature, primarily
dealing with the individual complaint after discimation has already occurred. Diversity
management has only been translated into legisldto the public sector in Australia,
remaining a voluntary initiative for private orgaations. Bleijenbergh et al. (2010, p. 414)
summarise that diversity management “is believedrigender competitive advantage by
establishing a better corporate image, improvirgggrand organizational performance and
attracting and retaining human capital. On the oh@nd, diversity management aims for
social justice. By advancing individual developmand inclusion of different employee
categories, diversity management supports equabroppties.” In the end, diversity
management is no guarantee for all employees tonfeleome, their different views and
norms be appreciated and discrimination be predente

Furunes & Mykletun (2007) investigate the work eamment and conclude that
manager attitudes play a key role in the failuradiekrsity management practices in the
hospitality industry in Norway. Young managers ofteeld negative stereotype of older
employees. In light of such considerations, leddprsttitudes can be critical in how
receptive the corporate environment is for empleyesm different cultural and/or linguistic
backgrounds. Limited legislation and corporateatites that can be violated by their own
architects require leaders who are able to createrlaplace where everyone is welcome.

At the same time that the above discussion poiatedhe differences in approach to
understand intercultural competence by significastholars in the field, these
conceptualisations share many key features. Thecaipat continues to divide scholars is
the role of language in intercultural competence.

Subsequent to the discussion of culture and iderttie third space and the key
conceptualisations of intercultural competencelitiie between these constructs becomes

apparent. Kupka (2008), for example, views intdtoal competence as an ability that
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“allows members of different cultural systems todweare of their cultural identity and

cultural differences, and to interact effectivehdaappropriately with each other in diverse
contexts” (p. 16). The ability to understand in hiaw culture shapes people will enable an
individual to communicate more effectively and agprately across cultures. This requires
awareness of one’s own and others’ cultural idestitThe third space is an ideal, where
people from different cultural and/or linguistic digrounds manage to find ways of
communication that are unique to their relationshimividuals high on intercultural

competence will usually find it easier to createlsspace.

2.4. The Notion of Cultural Intelligence

A term that also seeks to explain human interacéicnoss cultural borders, and has
gained attention primarily in the international imess and management contextuttural
intelligence Grounded on the theory that humans possess rhare dne intelligence,
cultural intelligence is defined as “a person’s aafity for successful adaptation to new
cultural settings, that is, for unfamiliar settiragfributable to cultural context” (Earley et al.,
2006, p. 5). Cultural intelligence allows an indival not only “to gather, interpret, and act
upon these radically different cues to functioreefively across cultural settings or in a
multicultural situation” (Earley & Peterson, 20(Qat, 105), but also to “shape the cultural
aspects of their environment” through “a systermteracting knowledge and skills, linked
by cultural metacognition” (Thomas et al., 20081 96).

Emotional and social intelligence seek to explam ways people behave, assuming
that they are familiar with their own culture (Gaed, 2006). Since social norms differ
between cultures, emotional and social intelligedoenot necessarily mean that people
interact effectively and appropriately with thogem different cultural and/or linguistic
backgrounds (Earley & Ang, 2003). People with ahHigvel of emotional intelligence in
one culture may not be very successful in undedstgrthe emotions of people in another
culture (Sternberg & Grigorenko, 2006). Culturakiiigence has been proposed to pick up
where emotional and social intelligence leave ioffother words dealing with individuals
and situations in unfamiliar cultural environme(&sirley et al., 2006).

Intercultural competence and cultural intelligermeerlap in many areas; that is

attitude and awareness, knowledge and skills, dsaséhe behavioural dimension. Gertsen
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& Sgderberg (2010, p. 251) define the constituéernents of cultural intelligence as a
“dynamic unity of three interdependent dimensidhs:cognitive (including metacognitive),
the emotional, and the behavioural dimension.” Tognitive dimension of cultural
intelligence refers to knowledge about culture treddifferences between cultures (Gertsen
& Sgderberg, 2010; Ward et al., 2009). The metaitwgrdimension of cultural intelligence
reflects an individual’'s understanding of how crdtaffects the own and others’ behaviour
and ways of thinking (Gertsen & Sgderberg, 2010)e as the cultural awareness during
interactions with members of culturally differembgps (Ward et al., 2009). The emotional
aspect of cultural intelligence includes the mdisato engage with other cultures, and the
empathy to be more accepting of cultural differend@omas et al. (2008, p. 138) avoid
including motivation in their conceptualisationoofitural intelligence as they believe it leads
to “unnecessary complication”. In their work, “mfnthess” is used rather than motivation
(Also see Thomas & Inkson, 2003). According to &emt& Sgderberg (2010), both verbal
and non-verbal communication are critical to thénaweoural dimension of cultural
intelligence. Behaviour includes flexibility in slwong the appropriate interaction when
communicating with people from different culturaldkgrounds (Earley & Ang, 2003; Plum
et al., 2008; Thomas et al., 2006).

Cultural intelligence is a concept that tends teeb®wloyed in international business
and management research more than in other fi&de Huff, 2013; Saderberg and
colleagues, 2008-201Cultural Intelligence as a Strategic Resourpeogramme at
Copenhagen Business School; Imai & Gelfand, 20Hné & Vedina, 2009; Thomas et
al., 2008). In spite of the similarities with intettural competence, most of the academic
discourse overlooks cultural intelligence as a ephthat also seeks to describe what occurs
in situations where people from different cultuaat/or linguistic backgrounds interact. The
difference between competence and intelligencenmee general sense may serve as an
explanation. Earley & Peterson (2004) distinguigitwieen cultural intelligence and the
related competences, suggesting that an indiviithla high level of cultural intelligence
is more likely to develop the competence to be ssgftil in communication with other
cultures than an individual with a lower level afltaral intelligence would be. Cultural
intelligence also differs from intercultural comeete in the separation of individual and

external influences on communication (Thomas e28ai08).
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Conclusion

Multiple efforts to understand intercultural comnuation have been made in the
course of more than a half a century of scholadyvay in the field. Terms other than
intercultural competence have emerged, offeringualde insights in how people
communicate effectively across cultures. This stueljes onintercultural competence
because the most influential concepts and modeks éeolved around the term. In contrast
to cultural intelligence, intercultural competenalblows for the inclusion of external
influences on communication, thus, recognisingatam in our ability to behave effectively
and appropriately in situations characterised Hyucal diversity. Host culture receptivity
and leadership attitudes, for instance, are ambaosget external factors that can affect the
success in communicating across cultures.

Communication is based on a shared language. Beegh some cultures focus more
on the context in which the message is presentaal tthe actual words, communication
across cultures can prove challenging without matéVanguage skills, unless people come
from the same linguistic background. Developing megful relationships in the new
cultural environment will most of the times requioeeign language skills for people to be
able to communicate about a variety of topics lpattiies can relate to. This is particularly
the case in low context cultures. Consensus albwtrale and importance of foreign
language skills and the ability to develop meanihgfelationships in intercultural
competence, however, has not been achieved yet.

Government legislation, corporate policies, andediity management practices,
among others, can only guide behaviour. Respecpdople from other cultural and/or
linguistic backgrounds than one’s own largely dejfseon the attitude of the individual. In
light of Organisational Support Theory, leadershtifitude appears to be pivotal, laying the
foundation for receptivity of difference in the vkptace.
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Chapter 3

Theoretical Research Framework

“Whenever you find yourself on the side of the majoty, it is time to pause and

reflect.” (Mark Twain)
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Introduction

The theoretical framework of this research is basedn in vivo approach to theory
building and a critical realist epistemology andabogy. Mixed methods case study research
links these theoretical considerations to dateectthn and analysis.

Planning, designing and conducting a study grouraiteduch framework means to
move away from mainstream research in the soci@nees (Bryman, 2012), and
particularly in the field of international businemsd management (Piekkari & Welch, 2011;
Miller & Cameron, 2011; Easton, 2010; Stake, 200&leory-testing research employing
guantitative strategies of data collection, in vhozillture and organisation are displayed as
relatively stable and homogeneous, continues thdaorm. Although such studies deliver
valuable contributions to the field in drawing aitention to the impact of culture on the
workplace and reminding us that much work needsetaone in order to make business
communication more effective, there are problemsseiated with a mere focus on positivist
research. A positivist paradigm bears the risk oéatng stereotypes and broad
generalisations of organisations and cultures. BElengh sophisticated stereotypes may
assist in pointing out national characteristicsrupist contact, generalisation studies fail to
account for how perceptions and identities are ldgesl and how they can change over time
(Clausen, 2010; Lauring, 2008). When case studyoiglucted from a positivist stance,
guantifications are somewhat insignificant becacase study is usually small number
research, concerned with the investigation of cerpdnenomena in a particular setting
(Easton, 2010; Morais, 2011; Sayer, 2000). Posttiviewpoints tend to ignore the world’s
diversity, whether it is society or an organisatiand therefore suggest a high level of
generalisability. Limitations of self-report atwmal surveys have also been widely
recognised and discussed in detail in various digb@rticularly so in psychology (Funder,
1995; Ozer & Reise, 1994; Schwarz, 1999). Respawsatitudinal surveys depend upon
the immediate and correct understanding by theiggaaht. Reasons behind response
choices cannot be further investigated and, as soai be misinterpreted by the researcher.
Self-report surveys are also affected by the insagespondent wishes to communicate, with
no opportunity for the researcher to combine threpoase with any kind of non-verbal

communication or other contextual factors.
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The theoretical framework this study is based uparot a dismissal of the dominant
approach, rather a representation of its compleangobunterpart. Although critical realism
is still a relatively new position, it has beenctésed as a way forward for the case study in
international business and management researckkéie Welch, 2011; Morais, 2011;
Easton, 2010). The central assumption of critiealism is that reality exists without our
knowledge thereof, and at the same time acknowtetlge people have created meaning to
the world. Considering reality to be independenbof knowledge is relevant for the yet
uncovered views of what constitutes intercultuahpetence in the specific context of this
study and how it is being developed. The emphasisieaning is important to allow for a
more fluid view of culture and organisation.

The last ten years have seen an increase in théeruwmh studies seeing culture and
organisation from a more dynamic viewpoint; astexgipeople make sense of in their own
ways. It is also increasingly being acknowledgeat the nature of cultural identity is fluid
and its salience subject to change. As discusstkiprevious chapter, some identities can
change and become more salient than others whenepfead themselves confronted with
an unfamiliar environment. This also applies to warkplace where work ethics differ
between cultures. In light of such understandiegearch that takes these dynamics into
account is becoming more important in recent irgtomal business and management
research.

This chapter outlines the theoretical frameworkshely stands on, starting out with
a discussion about the nature of the relationstapwéen theory and research before
addressing the underlying epistemological and ogioal considerations. The second part
of this chapter is dedicated to the research desigich presents a way of combining
quantitative and qualitative data collection witkase study research to produce legitimate
knowledge. In doing so, the chapter establishetrang argument for in vivo theory-
building, a critical realist stance and mixed mehoase study research.

3.1. In Vivo Approach to Theory-Building
Theory-building was critical to this research irder to identity what intercultural
competence means in the Australian subsidiariessedécted German multinational

corporations, and the yet uncovered strategieadi¥idual employees of how to develop
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this ability. Intercultural competence is a concépat seeks to reduce the challenges
associated with cultural diversity, but too litteeknown about the ways it can be learned.
Literature is incomplete in the exploration of #fepe intercultural competence can take in
different individuals and contexts, and paints theadisjointed picture of how employees
develop this ability. Theoretical ideas evolve fralfferent sciences and are often too
abstract for an organisation to implement. It wessréfore important to enter the field with
the mind-set that there are uncovered strategiastiofg interculturally competent. A theory-
testing study would have limited the potential loistresearch, preventing the researcher
from enhancing current knowledge.

This study relies on an in vivo approach to thdauyding in order to overcome the
dilemma associated with inductive research, expgctio collect data without any
“theoretical ballast” (Andersen & Kragh, 2011, 64} and, at the same time, to provide a
priori specification of concepts, following the samrocedure as for establishing research
guestions as in hypothesis testing research (Ezsdi1989). Conducting research through
an in vivo approach aims to balance the inclusibtheory with detachment from theory.
Orton (1997) labels such approatgrative grounded theoryhich emerged from the need
to include deductive elements into merely inductiveunded theory. The inductive stance
considers existing theory as a barrier for thetifieation of new phenomena in an objective
way, whereas the in vivo approach views existireptii as a guide to research (Andersen
& Kragh, 2011). Even though Bryman (2012, p. 27@gloot speak of in vivo, he concludes
that “it is useful to think of the relationship a&ten theory and research in terms of deductive
and inductive strategies. However [...] the issuesnat as clear-cut as they are sometimes
presented. To a large extent, deductive and indeistirategies are possibly better thought
of as tendencies rather than as a hard-and-fashadisn.” Morais (2011) argues that
explanation tends to be more convincing in lighewisting theory and data, and Andersen
& Kragh (2011, p. 147) advise that qualitative sesbers should even “embrace and
understand how theory and data interact in themseemaking efforts during theory-
building.” Glaser & Strauss (1967, p. 253) sumnmetigat “no sociologist can possibly erase
from his mind all the theory he knows before hei&dis research. Indeed the trick is to
line up what one takes as theoretically possiblg\\ith what one is finding in the field.”
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Hence, it is being acknowledged that existing thieord previous empirical research
have informed this study. Key theories and conadsations of intercultural competence,
the notion of thehird spaceand cultural intelligence played important roleshis research
as they provided direction for the way in whichtarg and organisation are seen. Previous
empirical research indicates that challenges pgemisvorking in a culturally diverse
environment. In her article on cultural identityddsusiness communication, Jameson (2007,
p. 200), for instance, states that “people contitauencounter difficulties when they meet
with overseas clients, manage an ethnically divexs#force, negotiate contracts in another
language, or take a job at an organization witladically different corporate culture.”
Pitkanen (2007, p. 403) found that “mainstream pewogre the norm” in culturally diverse
Eastern Finnish companies, with rather assimiladieminating human resources policies.
Cultural stereotypes have been identified as a migaier to effective communication in
the workplace. Clausen (2010, p. 64) provides exadeof how “disparate ‘stereotypical’
business practices have indeed created managehadl@nges” in her case study research
on Danish multinational corporations in Japan. €hésgments of empirical research
indicate the incomplete picture of culture in ongations, with even less known about the
specific context of Australia.

Cultural intelligence served as the initial ovehang theoretical framework Andersen
& Kragh (2011) propose, from which this researcpaited. In the course of data collection
and analysis, it became apparent that the corperaieonment played a central role to the
individual’s ability to work effectively and appraptely with people from different cultural
and/or linguistic backgrounds. Hence, since cultinizlligence separates individual and
environment, the concept was discarded. Searcbing theoretical framework that would
allow for the inclusion of the corporate environmésd to the concept of intercultural
competence. Such procedure is consistent with Aedef Kragh's (2011, p. 151) argument
that the in vivo approach to theory-building takdeparture from one single overarching
theoretical framework”, but continues “to scangseland discard theoretical perspectives
as this framework meets empirical data.” The sttllys, gradually shifted from a focus on
the concept of cultural intelligence to intercuuicompetence.

The in vivo approach to theory-building emerged asnsequence to the problem that

ignoring existing theories and concepts can prekesgarchers from gaining new insights,
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and allow for hastily conclusions. The in vivo apgeh to theory-building challenges the
“inductive myth” (Andersen & Kragh, 2011, p. 164jat conducting research without
considering any existing theories situates theareber in a better way, and, as such,

presents an alternative to purely inductive redearc

3.2. Critical Realism

In vivo research is usually associated with acaltrealist epistemology and ontology
(Andersen & Kragh, 2011). Critical realism viewgess to reality as “always mediated by
a pre-existing stock of conceptual resources” (aleed, 2005, p. 1) and the underlying
research as one of “continuous cycles of researdheflection” (Eastwood, 2010, p. 128).
Thus, critical realism suits the in vivo approach theory-building best, appreciating
literature to be part of theory-building researelfidoe entering the field, and recognising the
importance of verifying empirical findings in thewrse of data collection.

Employing a critical realist paradigm is a move gfram the dominance of positivist
research in international business and managemeatnumber of studies concerned with
cultural diversity in the workplace, concentratorgmerely quantitative research, displaying
culture and organisation as stable and generalisumgomes across company types,
industries and national cultures is indeed overmivey. Taras & Steele (2009) explain this
phenomenon by the on-going influence of Hofstedd ars framework of cultural
dimensions. The authors argue that “the need fantgative culture indices became evident
through its popularity” (Taras & Steele, 2009, 0),4noting that “Hofstede’€ulture’s
Consequences a ‘super-classic’, having been cited about @ @®es” (p. 40). D’Iribarne
(2011, p. 453) concludes that “empirical researsingi attitude scales, dominated by
Hofstede’s work (1980[2001]), enjoys an almost Imegeic status in the field of cross-
cultural management.”

This popularity continues to be highly visible gcent research. Drogendijk & Holm
(2010), for instance, explore the effect of cultarethe headquarter-subsidiary relationship
in multinational corporations, with a sample of I47subsidiaries in six countries. The
researchers emphasise that “great care was takesndore that the data would be
comparable, and the questionnaire was construottthsit could be applied in all countries

involved” (Drogendijk & Holm, 2010, p. 390). Based their study on the effects of cultural
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diversity on team outcomes, Stahl et al. (2010partpat cultural diversity in work teams
can be both an asset and a liability. The autha dhis conclusion from a meta-analysis
of one hundred and eight empirical studies on m®e@d performance in 10,632 teams, and
suggest that future research “should focus on tleehamisms through which cultural
diversity affects team dynamics and performancé&lf&et al., 2010, p. 705). Another recent
study concerned with culture and the workplace usdt al.’s (2012) research on the
acculturation and job satisfaction of Chinese msif@nals in Australia. Based on their
sample of 1,050 participants the authors conclbdemost Chinese professionals seek to
maintain their heritage culture and strong relaiops with Chinese culture, either
managing acculturation through separation or irategn.

While these example studies illustrate the need koitlding an interculturally
competent workforce, they leave organisations vather vague implications than concrete
recommendations as to how this can be achievedt Mgortantly, such studies leave us
with the question as to why. Nakata (2009, p. 45cdbes it as “ironic” that even though
there is a general agreement that cultural valndsbaliefs can best be identified through
direct interaction with individuals, the majoritfyscholars employ self-report questionnaires
and secondary data.

Critical realism responds to the call for the irsttun of meaning and interpretation in
how we see reality. As an advocate of criticalisga) Sayer (2000) urges to conduct research
that views the world as less objective and moveayafnom broad generalisations across
different contexts, instead manages to explain edryain phenomena occur to allow for a
better understanding of the social world. Stahlés (2010) call for future research that
identifies mechanisms around cultural diversityns&éo be an inherent request for a critical
realist standpoint. The following section furthi&tmrates on such mechanisms and outlines

the key features of critical realism.

Reality and Meaning

The belief that reality exists independent of ouowledge is a main feature of critical
realism (Morais, 2011; Easton, 2010; Fleetwood,52(ayer, 2000) and a fundamental
belief of this research. Strategies of developmtgrcultural competence can exist without
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our knowledge. They can be tacit knowledge of imhlial employees, which is yet to be
discovered. As such, critical realism overlaps \hith positivist paradigm.

Critical realism, however, differs from positivism a way that reality can only
accessed through a mediator (Easton, 2010; Fleetw2§i05). Critical realists argue that
social phenomena depend on our explanations. Heweedity can exist without our
knowledge, but knowledge can only be produced tjindwumans. As such, critical realism
contains traces of interpretivism and assumeshlaning is created through interaction and
interpretations of those interactions (Bryman, 2(H@sse-Biber & Leavy, 2011).

Not only the individuals studied add meaning tditgabut also on the researcher’s
own frame of mind plays a key role. Critical realiscknowledges that researcher views
differ, however, assumes that reality exist regessllof the researcher’s interpretation.
Cultural background and personal experience ofrdsearcher indeed impacted on the
construction of the cases. The researcher's Gerpaakground, cultural transition to
Australia, as well as work experience in a Germagamisation with frequent contact to
Australian distributors and customers have impactedhe choice of study context. The
position here is that it has made the researchexperienced inquirer through work, study

and social interaction in both cultures.

The Causal Power of Objects

Easton (2010) distinguishes between objects, evants structures. Objects are
described as including organisations, people,iogiahips, attitudes and ideas, either in a
structured or unstructured form, complex or simpled with the power to cause events.
Events are viewed as peoples’ behaviours. A cefdaedlire of objects is their structures.
Organisations, for instance, consist of structsgsh as hierarchies, departments, people
and processes. Structures also exist within strestun other words, an employee, for
example, has certain personality traits and idestit

Such mechanisms are important to acknowledge ®ipthsent study. Mechanisms
reflect the ways in which objects act based orr thewer and liabilities and cause events
(Easton, 2010). The Racial Discrimination Act, ifistance, is an object that has the power
to generate events. It provides direction in refato cultural diversity for organisations in

Australia and, as a consequence, influence wor&fbehaviour. Work relationships also
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have causal power. People from different culturad/ar linguistic backgrounds, with
different work ethics and communications styles kverde-by-side. As such, cultural
boundaries are porous and communication is transall Employees create new meaning
to their collaboration; a@hird spaceas Bhabha labels it. They establish effective work
relationships that differ from all others; not ngsarily merging norms, values and beliefs
from each culture, rather creating an entirely mexk culture. This new space is even likely
to differ from one work relationship to another drak the power to positively influence a
work relationship or team collaboration. Organisiadél structures, such as a diversity
management, departments and committees that déalti@ challenges of a culturally
diverse workforce impact on behaviour as they mtedirection for the interaction between
people. Employees behave towards other culturasnay that is perceived as respectful or
not, encouraging or discouraging. The power to geresvents is a mechanism that takes

many forms.

Balancing Reality and Social Constructs

Critical realism recognises that the world is,dmg extent, a social construct (Easton,
2010; Sayer, 2000). “Critical realism acknowleddest social phenomena are intrinsically
meaningful, and hence that meaning is not only reatyy descriptive of them but
constitutive of them. Meaning has to be understatathnnot be measured or counted, and
hence there is always an interpretative or hermenelement in social science” (Sayer,
2000, p.17). The difference between the criticalis¢ and social constructionist standpoint
lies in accepting the possibility that reality miag known in the former case and usually
rejecting it in the latter. Critical realism admitsat not all knowledge can be discovered,
and that a full understanding of any social situais unlikely. Critical realism depends on
collecting further empirical data to select anatdrsl alternative explanations, and on further
academic discourse (Woodside & Wilson, 2003; Waielsit al., 2005).

As such, the critical realist stance addresseserihgoing debate about acknowledging
the existence of an objective reality within tha@stouctionist position as outlined by Bryman
(2012). While authors like Becker (1982) see rgalg pre-existing, including culture and
organisation, Walsh (1972, p. 19) denies the ext&t®f an objective reality and emphasises

the need to “examine the process by which the bamédd is constructed.” Sayer (2000)
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and Easton (2010) offer a solution to this strudglesuggesting that from a critical realist
perspective, the “real” world becomes visible aohstimes replaces the stories that people
create, so that researchers can comprehend aralregjiations.

Recognising reality to be a social construct watiqdarly important for this study in
understanding the contemporary multicultural popaysued by the Australian government.
The constructivist stance in critical realism redpethe fact that both culture and
organisation are not objective realities that actamd constrain people, but emerging
realities in a “continuous state of construction aaconstruction” (Bryman, 2012, p. 34).
The position supports viewing culture as dynamid alentities as changing. Politics and
the media, for instance, constantly construct aedmstruct Australian culture, depending
on individual and group motivations. In the casduostralia, this dynamic is highly visible
through the construction of\&hite Australiain the early 28 century, the reconstruction of
the nation in the 1970s towards a multiculturaietycas well as the on-going debate around
multiculturalism ever since. While Australia debes itself as a multicultural society in
which cultural identities are invited, respected! ancouraged to flourish in the public
sphere, opinions within society differ and havetiedhe question whether or not Australia
is a truly multicultural society. Labour partiesatito promote multiculturalism in Australia,
introducing new government bodies and improvingigek policies, for instance, whereas
liberal parties tend to remove themselves fromdba of a multicultural society, prioritising
“Australian” values and cutting government funds foulticultural bodies (See Koleth,
2010; Clayton, 2009, for example).

The same process of construction and reconstruagiphes to organisations, in which
social actors continuously construct and reconstihe entity through policies, rules and
regulations, as well as communication. A new managay bring in new ideas and
restructure the team; a new CEO may implement newegures or influence the general
thinking; and over time graduates may lead to asgdion change as they propose new ideas
from academia. A company is not a stable entitylich employees act according to and in
a given structure, but a dynamic environment inclwleémployees influence profit-making,
the discovery of revenue streams, expansion begatidnal borders, invent new products
and initiate the establishment of a canteen thstefe social interaction among employees.

Diversity management is constructed in a way tlest Buits an organisation. While some
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employers may build diversity management aroundigerothers may see other aspects of
culture in the centre. Diversity has the potertodbe associated wifbroblem opportunity

or something neutral everyone lives with on a diadlgis. The point is that these associations
depend on how diversity is constructed within agaoisation, or within society.

Cultural identity is constructed, too. Some ideesitunder the umbrella of cultural
identity are constructs established by societyntieelia or an organisation. Gender identity,
for instance, can be constructed in a way that woane perceived as equal to men; in other
organisations this may not be the case and womegnbmaviewed as typically fulfilling
administrative roles. This is particularly relevamta work environment that is shaped by
cultural diversity where identities can change ttueew group membership. — In summary,
critical realism mirrors the language and proceslupeople routinely adopt and the

explanations that they create.

Acknowledging Diversity

Another key element of critical realism is the bethat the world is diverse (Easton,
2010). Diversity is a key feature of German muliior@al corporations in Australia. Many
employees are new migrants or sojourners, estafdishew or provisional homes in
Australia and bringing part of their original cukuinto the workplace. People take up
international assignments within the organisatiod have often worked in other countries
for the same organisation before coming to Austr&ireams of migrants constantly change
as nations develop and provide Australia, and he@eegman organisations, with a new
workforce. It does not seem to be appropriate tpr@xrh organisations in Australia
assuming that every employee is the same. Ratisamportant to acknowledge the cultural
diversity inherent in society and the organisationguestion in particular.

Intercultural competence is an individual’'s abilitp behave effectively and
appropriately towards people from different cultusad/or linguistic backgrounds, and
whilst the key components have been relatively t@orisn research over time, the ways in
which people acquire this ability will vary. Criitrealism acknowledges the diversity of
forms practicing and developing intercultural cotepee can take. People are unique and
their strategies to communicate and collaboratecéffely with other cultures will therefore

be diverse. Critical realism allows for gainingiasight into the different strategies people
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have developed to work effectively across cultudésalso permits to understand the
meanings an organisation’s diversity managementidakfferent individuals. While the
contrasting paradigm of positivism views the watdpurely objective, critical realism seeks
to understand the different positions and percapti@f individuals as well. An
organisation’s diversity management may be a mah#ifact to the positivist researcher,
but such approach would have failed to grasp thecated experiences and interpretations

of employees, which have led to view those measuardsferent lights.

3.3. Mixed Methods Research within Multiple Case Sidy

The research design that links the theoretical éwaark to data collection and analysis
is mixed methods multiple case study. Case stuilly suitical realism well since the design
recognises an in-depth investigation of objectsicttires and events. Case study allows for
researching employee behaviours, generated by thanigation they work for, team
members and other fellow staff, their relationshipth each other, their beliefs and ideas.
Sayer’s (2000) view of critical realism, enabliing tresearcher to use quantitative methods
within a single case study and multiple case stadymploy qualitative approaches reassure
that mixed methods case research is consistentadtihtical realist ontology. Sayer (2000)
argues that both qualitative and quantitative fooheesearch are necessary to understand

the social world.

3.3.1. Mixed Methods Research

Mixed methodss a term that represents the combination of gizine and qualitative
research within a single project (Bryman, 2012, rRierinta & Nummela, 2011; Creswell &
Plano Clark, 2007). Other names mixed methods relse€an be found in literature include
blended researciiThomas, 2003)integrative researcl{Johnson & Onwuegbuzie, 2004),
multiple-method researdi\lasuutari et al., 2008) amdixed researckJohnson, 2006). This
study choses to rely on the term mixed methodsrekeas it offers a definition that reflects
the reason for its employment best (see ratiorfalesiixed methods research later in this
section): “Mixed methods research is the type eéaech in which a researcher or team of
researchers combines elements of qualitative aadtfjative research approaches (e.g., use

of qualitative and quantitative viewpoints, datdlexiion, analysis, inference techniques)
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for the broad purposes of breadth and depth of stateding and corroboratiorifdohnson
et al., 2007, p. 123).

While the mixed methods research design has bestrided as one of the fastest-
growing areas in research methodology today (Bengr2@08), research in international
business and management continues to be domingt@ddle method designs (Hurmerinta
& Nummela, 2011). Combining quantitative and quadiMe research still seems to be
associated with an incompatibility of epistemol@gjigositions, (Bryman, 2012; Creswell &
Plano Clark, 2007), and a research design thatre=ga well-trained researcher in both
strategies (Hurmerinta & Nummela, 2011). AlthougtyBan (2012) dedicates a separate
chapter to mixed methods research, he commenceswrrgument against mixed methods
research before outlining the possibilities andaspmities of such strategy. Smith’s (1983)
warning to employ mixed methods research as theeynaompatible worldviews reflects the
widespread belief among researchers until not émugthat epistemological positions cannot
be mixed, thus, establishing an confrontationahtr@hship between qualitative and
quantitative, also termed the “purist stance” (Rums & Wilson, 1985).

A number of propositions towards mixed methodsaegehave been made since the
mid 1990’s. Greene & Caracelli's (1997) notion lné t'dialectical position” emphasises the
value of mixed methods research, encouraging thgeusf compound epistemological
considerations. It is accentuated however, thatdbearcher needs to be explicit about these
considerations (Creswell & Plano Clark, 2007; Gee&nCaracelli, 1997). Thdournal of
Mixed Methods Resear@merged from Sage Publications in 2005, and sd dgthakkori
& Teddlie’s (2003)Handbook of Mixed Methods in Social and BehavioRasearchThe
International Business Reviedournal of International Business StudesdManagement
International Revievinave published a multitude of studies conducted aimixed methods
research design, and Piekkari & Welch’s (2011)estliookRethinking the Case Study in
International Business and Management Reseaastiains a chapter entirely dedicated to
mixed methods research. Johnson et al. (2007) gofewther and argue that mixed methods
research is becoming the recognised third majoeares approach besides purely
quantitative and purely qualitative data collectammd analysis. Bryman (2012, p. 649)
explains the increase of integrating qualitativel @uantitative research by “a growing

preparedness to think of research methods as tpegsof data collection or analysis that
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are not as encumbered by epistemological and antalb baggage as is sometimes
supposed” and “a softening in the attitude towagdantitative research among feminist
researchers, who have previously been highly aadisb its use.”

Using mixed methods in this research is based oaggmegated strategy. As such,
both qualitative and quantitative data was coliéced analysed within the cases. Such
strategy was better suited as opposed to a comgatdiiised strategy in which the researcher
collects quantitative and qualitative data forghedy, but builds the case study on qualitative
data only (Hurmerinta & Nummela, 2011). An aggredastrategy allowed for a deeper
understanding of each case. Quantifications enahkedesearcher to identify the attitudes
held towards working across cultures, to gain aergew of the frequency with which
employees communicated with people from differestiucal and/or linguistic backgrounds,
the intercultural skills they possessed, and tabdish an image of cultural diversity through
the representation of gender, age group, educéatlmzkground, religion, and cultural
background.

Hurmerinta & Nummela (2011) argue that an aggrebateategy is particularly
suitable for research in mature fields when newghits are needed to either challenge
dominant ways of thinking or enhance our understandPrevious beliefs that perceived
cultural proximity would rarely lead to miscommuaiion and conflict when working across
cultures were only possible to challenge by quginigf and then understanding individual
experiences in depth through qualitative data.sfadies employing an aggregated strategy
within the case study in international business mathiagement see Fenwick el al. (2003),
Clark & Pugh (2001), Glaister et al. (2003), LydHamilton (2001), Testa et al. (2003), and
Manev & Stevenson (2001).

Within the aggregated strategy this study lendslfiteo an explanatory design.
Creswell & Plano Clark (2007) describe such rededesign as a two-stage approach to
data collection, with the overall aim to explain lmrild upon quantitative data through
gualitative data. The participant selection moéeved the purpose of sampling. Such model
allows to “identify and purposefully select pantiants for a follow-up, in-depth, qualitative
study” through quantitative information (Creswell &lano Clark, 2007, p. 74).
Understanding the different viewpoints within eastganisation made it important to
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include managerial and non-managerial staff as agetlifferent cultural backgrounds in the
samples.

In addition to completeness, explanation and samgplemploying mixed method
research was employed to achieve triangulationr@ry, 2012). Since critical realism relies
on the researcher’s interpretation of knowledgangulation was an important aspect in
combining quantitative and qualitative forms ofadabllection as it assisted in increasing
validity.

Although literature presents some variability ifat®n to the number and terminology
of rationales for conducting mixed methods reseémtan overview see John et al. (2007),
there is great consistency. Collins et al.’s (20pP6jticipant enrichmentfor instance,
essentially refers to the same as Brymaaisplingrationale, and Creswell & Plano Clark’s

(2007)participant selection modeio optimise the sample.

3.3.2. Multiple Case Study

Stake (2006, pp. 1-2) describes the case as “a, @otlving, an entity” and the study
of such case as a careful examination of “its fiem@hg and activities, but the first objective
of a case study is to understand the case.” Casly 8 commonly understood as “an
empirical inquiry that investigates a contempornaingnomenon within its real-life context
when the boundaries between phenomenon and carterbt clearly evident” (Yin, 1994,
p. 18 in Piekkari & Welch, 2011, p. 212). Intercuéil competence represents the
contemporary phenomenon in this study, whereasefielife context is the workplace in
subsidiaries of German multinational corporatianéustralia. Multiple case study implies
research in more than one case, enabling the oksdo understand the phenomenon under
investigation in different environments (Stake, @)@nd creating greater validity (Bryman,
2012; Stake, 2006). Another important feature efc¢hase study is that the case is expected
to be influenced by the context, which, in thisdstwonsists of Australian society and its
multicultural strategy, “whether or not evidencardfuence is found” (Stake, 2006, p. 27).

Case study finds frequent employment in internalidrusiness and management
research as it provides in-depth contextual insigifletcher & Plakoyiannaki, 2011).
Thomas (1996, p. 497) argues that case study tekesconsideration “environment

characteristics, resources constraints, and cultais”, allowing researchers to achieve
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more in-depth understanding of the phenomena (ke& Plakoyiannaki, 2011). “The case
study is well suited to international business arahagement research since it can capture
the complexity of cross-border and — cultural sgdiand contribute to the examination of
emerging areas of research” (Fletcher & Plakoyi&nr2911, p. 187).

At the core of case study research is the decisetween a single or multiple case
study. Piekkari & Welch (2011) outline the dilemmhat lies in this decision. “We are all
too familiar with the pressures to conform to gitative standards” (p. 9). A feedback the
authors received from a journal reviewer states ‘tfau have anN of just five for the
research — a very small sample, despite the nuoflyerople you interviewed” (Piekkari &
Welch, 2011, p. 9). Fletcher & Plakoyiannaki (2q11186) view the argument “the more
cases, the better” as one of the main misconceptibout the case study. Whilst Eisenhardt
(1989) and Yin (1984) favour large samples of casesincreasing number of scholars
express the view that fewer cases should not bgedeas less valuable, but provide the
opportunity for greater depth and richness, and-caented explanations.

The present study chose to rely on multiple casdyswith a sample of three
organisations in order to allow for great depth aadhe replication logic. Identifying what
intercultural competence means for employees ofm@er multinational corporations in
Australia, and the ways they develop this abiktguired them to talk about and explain their
individual experiences. Investigating three orgatiiss allowed for including different
perspectives, and detecting patterns across ddségple case study offered the opportunity
to understand the relationship between organisatmehlegal compliance, and to compare
in how far Australia’s multicultural policy and agsated laws and regulations impact on the

organisations’ approach to managing diversity atkwo

3.4. Generalisation and Validation

Critical realism allows for what scholars includidMprais (2011) and Danermark
(2002), for instance, cattansfactual generalisatianThe term transfactual generalisation
refers to suggesting tendencies, which may or n@ymmanifest themselves in the field.
Since the aim of case study is to investigate tqouéar phenomenon in depth, generalisation
across an entire population will not be possiblee Tindings from three cases cannot be

transferred to all German organisations in Ausraliendencies are, however, possible
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because not every object, structure and eventiggaienlf they were, any explanation would
be unique, too, and incapable of contributing talsasome form of generalisation. It would,
as a consequence, be impossible to develop theastdn, 2010).

In order to provide greater validity for a studgtlinelies on three casegangulation
was employed. Triangulation compensates the weaksas a data collection method by
the strengths of another method (Jick, 1979). Dudation seeks to confirm findings (Miles
& Huberman 1994), and includes different aspectghef phenomenon (in this study
intercultural competence) through the most suitablabination of methods (Yeung, 1995).
As such, triangulation increases the validity o€ tetudy. In the present research,
triangulation was accomplished by using mixed meéshmutlined in detail in the next

chapter.

Conclusion

Critical realism seeks to oppose the two extremeagdigms of positivism and
constructionism and the associated polarisatioquahtitative and qualitative research. As
such, it completes the in vivo approach as thedogina allows for the inclusion of existing
literature in theory-building research and assunmed the research process is one of
continuous research and reflection. A critical istadtance encourages employing mixed
methods research through the argument that thalssorld, which organisations are part
of, can only be understood when combining quantgagnd qualitative research. It can also
be concluded that case study is an ideal reseagttioeh for the critical realist position in a
way that it is designed to generate causal exptamat

Case studies conducted with an underlying critiealist epistemology and ontology,
employing mixed methods, however, remain scarceint@rnational business and
management research. Moving away from traditionlscamforming to mainstream research
continues to be the preferred choice of many rebeas. Although journals have published
mixed methods case study conducted from a critigalist stance, thinking around large
sample size and high generalisability seem to dateithe academic world. Nevertheless,
an increasing amount of literature and papers mergng which call for the consideration

of the approach the present study took.
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Chapter 4

Methodological Research Framework
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Introduction

The methodological research framework of this stiedys on three cases. Each case
consists of a German multinational corporation, amore specifically their Australian
subsidiary in Sydney as well as headquarters im@ey. This chapter concentrates on the
methodological research framework employed for Alustralian subsidiaries. Sampling,
research method and instrument, as well as dathssan relation to the German
headquarters of the three corporations will beietan Chapter 7.

The research methods used in each subsidiary ietladline survey, semi-structured
interviewing, and focus group. Consistent with ith@ivo approach to theory-building, the
research methods were used successively, allowirté reflection on and analysis of data
prior to collecting further evidence. Self-admieigtd questionnaire, interview guide and
focus group guide served as the research instremé€uantitative data was analysed
through statistical means, whereas qualitative datmanalysed through coding.

Even though case study is primarily a researchgddsir the collection of qualitative
data, discussions around quantity often dominaeadttual study (Piekkari & Welch, 2011).
Sample size continues to cause debate, with thrgseng that a single case can be enough
for analytical generalisations, provide alternatiaecounts for causality, explain
relationships, and build theory at the one extreme of the spectrum (Piekkari & Welch,
2011; Lervik, 2011, Flyvbjerg, 2006), and the aces of a “the more, the better” principle
at the other end (Yin, 1984; Eisenhardt, 1989)kHa & Welch (2011) conclude that large
sample case studies continue to be the norm. Tthersuspeak of the “pressures to conform
to quantitative standards and positivist assumptigRiekkari & Welch, 2011, p. 9) when
conducting case study in international business madagement research, and call for
greater variety and flexibility in case study resbato increase the likelihood of
methodological innovation.

This chapter illustrates in how far three casesreff an appropriate sample size to
allow for transfactual generalisation, and consatjyetheory-building. As such, this study
rejects the pressures to conform to quantitatieadsrds. Instead, the research relies on
Eisenhardt’'s (1991, p. 627) conviction that — ia thecision between single and multiple
case study — “good theory is fundamentally the Itesti rigorous methodology and

comparative multi-case logic”, and Patton’s (2002244-245) argument that “there are no
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rules for sample size in qualitative inquiry. Saeplze depends on what you want to know,
the purpose of the inquiry, what's at stake, whiitlve useful, what will have credibility,
and what can be done with available time and ressiit Relying on three cases allowed for
such comparison whilst ensuring that great depthpess and case-oriented explanations
were achieved. The chapter also provides an insightthe impediments that occurred

during sampling, strengthening the rationale fat significance of this research.

4.1. Case Sampling

Sydney represents Australia’s multicultural capitet is home to one hundred and
eighty different nationalities, speaking over onadired and forty different languages (UTS,
2010), and is Australia’s central hub of commerarad financial activity. Organisations in
Sydney are important for the country’s economicwgho (Bean, 2007). Case sampling
concentrated on those German multinational corgratwith their head office in Sydney
to include the city’s diversity and economic pasitiin Australia, but also to investigate
organisations that operate within the same envienim

Cases were selected through theoretical samplisgngardt (1989), Coyne (1997),
Strauss & Corbin (1998), and Patton (2002) desditieeretical sampling as a selection
process that is informed by the emerging concegptder to investigate the conditions along
which the properties of the concept vary. As stioboretical sampling seeks to select cases
that are likely to replicate or extent the emergihgory, showing “how the program or
phenomenon appears in different contexts” (StaB@62p. 27).

A list of German multinational corporations in Awia was sourced from the
German-Australian Chamber of Industry and ComméDeutsch-Australische Industrie-
und Handelskammer AHK). From that list, organisagiovith their Australian head office
in Sydney were extracted. In order to show howrautiéural competence is being practiced
and developed in different contexts, organisatioos different industries were included.
Further sampling criteria encompassed subsidiazg. stmall subsidiaries would have
prevented the researcher from collecting repreteataurvey results, sampling enough
interview participants, and including different peectives, both culturally and hierarchical,
into the study. Large subsidiaries of German mattonal corporations are rare in the

Australian market where the majority of organisasioare small and medium-sized
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enterprises, thus potentially hindering the sanggtirocess. As such, subsidiaries of medium
size, which means maintaining more than twentylassl than two hundred staff according
to Australian standards (Australian Bureau of Stats, 2002), were considered to be most
suitable for the present research.

The selected organisations operate in a cultudiNgrse environment; internally
including staff, the overseas parent company arkidiaries in other countries, and
externally through interaction with customers, digrp, investors and other business

partners.

4.1.1. Sampling Before and During Fieldwork

Timing of case selection has been linked with #searcher’s epistemological stance
(Fletcher & Plakoyiannaki, 2011). Whilst positivisisearchers, such as Yin (1984), incline
to rely on completing the case sample prior toemihg empirical data (Piekkari et al.,
2009), a new community of case researchers ackadgetethat this is not always possible,
particularly when more dynamic phenomena are bexagnined. Fletcher & Plakoyiannaki
(2011, p. 183) conclude that “neither the phenomamnaer investigation nor its context is
necessarily known prior to starting the reseamtsteiad, they are brought to light gradually
in the investigation.”

Completing the sampling process before enteringfitié indeed turned out to be
unfeasible. In this research, lengthy decision-mgkprocesses, as well as rejection and
withdrawal by some of the organisations approadbeparticipation were the main reasons
that suggested to commence the data collectiorepsdgefore sampling was competed.

Based on the selection criteria outlined abovésteof fifteen German multinational
corporations with their Australian head office iyd&ey was compiled, including only those
organisations where an email address from the hureaources or communications
department was identifiable. Both departments apeanost appropriate for accessing
potential decision-makers in relation to participatin the present study. Email invitations,
outlining the purpose of the study, timeframe, fignéor the organisation, data collection
process, and obligation of the researcher to kdlemfarmation confidential, were sent
between January and March 2012. In the first dhgegrganisation accepted the invitation

to participate in May 2012, the second organisatenuited gave their consentin July 2012,
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and the third in December 2012. Considering thergtumeframe of a PhD research project,
completing case sampling prior to entering thalfiak such, proved to be impractical.

The first case embodies an engineering corpordii@a operates in the energy
industry. For de-identification reasons, the orgaton is referred to afase 1
Communication was established with an executiveaganin the Sydney head office. In
the telephone conversation she requested, defaite gtudy were discussed. Her primary
concern was the benefits the organisation wouldn gihiom their participation.
Communication with the manager can be describguadsssional, with continuous contact
and updates from both sides. The organisation thgreconsent to participate by telephone
and email in May 2012.

A number of successive, ineffective contacts witheo organisations from the initial
list of fifteen organisations eventually led theegarcher to pursue a different approach to
case sampling. Even though human resources managend communications were
viewed as departments that would most likely hapdigicipation internally, they may lack
the required decision-making power. Sampling th&t tase showed that even though the
contact person considered participation to be kighéneficial for the organisation,
contacting more senior managers to decide was s&geslhus, the researcher enhanced
the initial list of organisations by researching thternet for other corporations that met the
selection criteria, but for which an email addresshe executive management could be
found through different sources online.

Direct access to a representative of the subsidiaayecutive management was
accomplished in the second case, an organisatainotferates in the power transmission
industry. The organisation will be referred toGase 2 Given the provision of both, email
address and mobile phone number through the cdgasebsite, it was possible to follow
up the initial email invitation in July 2012 by eléphone conversation two weeks later.
During this conversation, the executive managenaekedged receipt of the email and
suggested to contact the researcher by the ere afay with a decision. On the same day,
he agreed to support the study via email.

The problem of gaining access to organisationsbeas discussed by Macdonald &
Hellgren (2004). Through their own research thehanst conclude that a researcher’s

networking abilities can influence sampling orgati@ns that operate internationally. As
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concluded before by Greiner (1985, p. 251) “acadawsearchers rarely [...] receive open
access to organisations [...]. Most of us do not egena five-minute tour through the
executive suite. Instead, we dip our rusty fishimgks in backwater streams and hope to
get a nibble.” Macdonald & Hellgren (2004, p. 26ds0 conclude that sampling
organisations can be a “formal, complex and lengtingcess.

Balancing follow up communication and allocationtiafie required to pave the way
for data collection internally was key in samplthg third case, a logistics company which
will be referred to a€ase 3 As in the second case, a member of the execuareagement
was approached directly via email. In a follow efephone conversation two weeks later,
he agreed to support the study (December 2012)Is\data collection commenced within
three weeks after the decision was made to paateim this research in the first two cases,
Case 3 remained hesitant to begin data collecboralbout three months. Informing his
management team about participation in the studyyas@amunicated as the reason for the
delay. The researcher found a balance betweennioldpup with the senior manager and

offering the organisation the time they requiregtepare for data collection.

4.1.2. The Value of Rejection and Withdrawal

A common challenge in case study in internationaitess and management research
is rejection and withdrawal (Piekkari & Welch, 20 PRuwels & Matthyssens, 2004). Many
organisations decline the invitation to particip@ateesearch studies, or even withdraw from
the study after they initially agreed to be partitofHowever, withdrawal in particular
remains a highly sensitive issue which is usuadlly discussed in the publications these
studies feed into (Pauwels & Matthyssens, 20043eReech articles reviewed in the course
of this study indeed show that the majority of aushinclude a brief statement on how many
organisations were invited, and how many out ofséhinvited agreed to participate.
Discussions about rejection to participate or widlwehl remain scarce. This study is no
exception to the phenomenon of rejection and wathvdit. Discussing this topic, however,
was considered to be important since those orgamsathat declined the invitation to
participate or decided not to pursue participatmy longer strengthened the assumption
that culture is a sensitive topic in the businemssirenment in Australia, potentially

underestimated in its impact on the wider orgaiusat
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Two examples shall be provided for illustration gses. An organisation that
expressed keen interest in being part of this reeea a pharmaceutical firm, representing
one of the fifteen organisations listed initiallfhe organisation responded to the invitation
to participate within a week, asking for furtheformation on the study and the benefits it
would offer to the organisation. Response time @mm in emails and on the telephone
indicated strong interest. The organisation wasemlogetic for not having responded
earlier, reassuring they had not missed a deadldewould still be able to participate. In
the course of the following week the researchervigeml all requested additional
information, which was then discussed in furth&gbone conversations. At the end of that
week, the organisation consented to be part dtilety. The same day, in the late afternoon,
the organisation withdrew from the study, statihgttcultural diversity was not on their
agenda.

In case of a financial organisation that was aleorgg the original list of fifteen and
employs more than one hundred staff in the Sydeay loffice, contact was established with
a representative of the middle management. In gtlgntelephone conversation, she
expressed a high level of interest in the studyuested additional information, and stated
that she would contact the senior management éar ¢bnsent to participate. The next three
months saw regular communication between the middieager and researcher, until the
organisation eventually rejected to participateguarg that their focus was on gender
diversity, with cultural background of stakeholdplaying a rather minor role.

The second example strengthens the assumptiomtrat organisations in Australia
deal with cultural diversity at work when legallgdnd. As Syed & Kramar’s (2010, p. 96)
conclude, “the legal framework in Australia placedy limited obligations on organisations
to manage cultural diversity” and “the focus of drgial employment opportunity legislation
in Australia has been on one designated group aelywomen. There is no specific EEO
(Equal Employment Opportunity) legislation for eullly diverse workers or migrant
workers” (Syed & Kramar, 2010, p. 100). Considetimg requirement of the Act that private
organisations employing more than one hundred pea@ obliged to report annually to a
government authority on their progress in implenmentEEO programs, and that non-
compliance may lead to those employers being nam#w Federal Parliament, it appears

somewhat understandable that some organisations hesiyate to invest even limited
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resources into a study on cultural diversity. Rgyétion in such study would mean that the
organisation would have fewer resources availaimesfisuring legal compliance. Another
possible explanation for the rejection of the ficiahorganisation, and also the withdrawal
of the pharmaceutical firm, may be the sensitiveimeeof this study’s topic, with outcomes

of the study viewed as potentially damaging todrganisation.

4.2. Research Methods and Instruments

The research methods this study lend itself to veelene survey, semi-structured
interviewing and focus group; the research instmisieincluded self-administered
guestionnaire (Appendix 2), interview and focus ugroguides (Appendices 4-6).
Quantitative data collected through online survépwed for an initial picture or
preliminary understanding of each case, and as puebeded the other methods. The survey
also had the purpose of sampling interview and$agoup participants, and to place their
responses in a context. Semi-structured intervigwgrovided rich data about individual
experiences, and focus group sought to generatégaiarecommendations for the future of
a culturally diverse workplace. Consistent with itn@ivo approach to theory-building, this
study employed multiple research methods consealytiallowing for an adjustment of the

following method in its setup where necessary.

4.2.1. Online Survey via Self-administered Questioraire

Collecting survey data online was considered thstragitable option in this research,
based on the assumption that most employees wamsddgeps their own corporate emalil
address. Convenience and accessibility played &8s rin the decision to employ the
internet as a means of data collection as prewadiscussed by Sax et al. (2003). Many
employees travelled frequently. Providing the opyaty to complete the survey online
enabled all staff to participate in the study, #redresearcher to include the opinions of those
who have frequent personal contact to culturallg/anlinguistically different customers,
suppliers and other external business partnerse-teaface or mail survey would have
proven to be unfeasible considering the constramtglation to travel. Moreover, online
survey allowed the researcher to collect quantiadata in a short period of time at low cost
(Bech & Kristensen, 2009; Alasuutari et al., 2088x et al., 2003; Dillman, 2000).
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All three subsidiaries agreed to inform their stbut participation in this research
via email. Case 1 elected to invite their staffcamplete the online survey via their
Communications Department, Case 2 approacheddtagirthrough administrative staff of
the executive management, and in Case 3, the éxecumtanagement sent the email
invitation to their staff. Such choice reflects @iee of the organisations. As a subsidiary
with ninety employees, internal communication irs€4 was more likely to be delegated
to a separate department than it was going to éedke in smaller organisations such as
Case 2 (sixty-two staff in the Sydney office) anaks€ 3 (twenty-seven staff in the Sydney
office). All three emails were based on a draftrésearcher provided as a guideline for the
organisations. Such draft was requested by CaaadLhighly welcome by the other two
organisations since it saved them time to prepamri@sponding text. The email outlined
the purpose of the study and the organisation’patiphereof, provided the estimated time
to complete, the researcher’'s name and contadtdasavell as a note about confidentiality
and withdrawal without consequences for the indigaid

Each subsidiary agreed to the survey being opetwimweeks. The respective start
and closing dates were indicated in the originahiéto all staff, sent on the actual start date
since it was expected that most people would comple survey in the course of the first
days after receipt of the survey link. Two daysobefthe survey closed, the organisations
reminded their staff to participate in the survefthey had not done so already — in a second
email. Hence, the disadvantage of low response @ten associated with online survey
due to a lack of personalisation, pre-contactigt@@d follow-up communication (Kaplowitz
et al.,, 2004) was reduced through a reminder erfiig following response rates were
achieved: thirty-seven per cent in Case 1 and €aaed sixty-seven per cent in Case 3.

The survey served to obtain a better understandfnthe organisations from an
employee, rather than leadership perspective. Tallgjeneral staff, but the executive
management was invited to complete the survey.

Sampling interviewees was the other rationale fopleying survey. The survey
invited participants to indicate whether or notythveould be willing to provide further
information in a face-to-face interview with thesearcher, and potentially in a group
discussion with some of their colleagues. Estalvigsthe sample for interviewing through
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the survey proved to be an effective strategye#ds to be noted, however, that in some
cases, certain backgrounds had to be included jhyiripnent.

Time and costs were the main rationales for emplpya self-administered
guestionnaire as a research instrument. A selfqaidtered questionnaire also had the
advantage of collecting data that was free of eareher bias (Williams, 2003), and as such,
added validity to a predominantly qualitative stubhterviews provided the opportunity to
explore survey responses in more detail.

An introduction served to capture employees’ aiberdéind raise interest in completing
the questionnaire. The introduction comprised eflwutline of the study and its purpose,
the expected time to complete as well as the reBeds contact details and responsibility
to keep all information provided confidential. Vialins (2003) argues that an interesting and
informative introduction is beneficial for a resgarstudy because people often decide
whether or not to participate based on the intremiydext.

The self-administered questionnaire was divided g#ctions to make it appear less
overwhelming and more manageable for the particip@Williams, 2003): Work
environment experience and trainingas well as a section with questions about the
participant. As a warm up phase, the questionnemm@menced with simple and easy
guestions about the frequency and nature of thdoyeg's work with people from different
cultural and/or linguistic backgrounds. Such questireferred to how often employees
worked with people from other cultural and/or lirgjic backgrounds, and whether those
include team members, colleagues from the overgaasnt company, suppliers, or
customers. Previous studies have shown that easmare general questions preceding the
more specific ones leads to better response ratdsains, 2003).

The majority of questions were closed. Open-endeestipns were employed to
identify the countries people had lived in for sionths or longer during their lifetime, their
mother tongue and the foreign languages they spéadr forms of preparation for working
effectively in a culturally diverse environmentgthhallenges they experience in working
for a German multinational corporation in Austrabad the keys to working successfully
across cultural and/or linguistic diversity. Thétda had particular importance because it
served to identify ideas in the search for whagnmiltural competence means in German

multinational corporations in Australia, and howain be developed.

84



4.2.2. Semi-structured Interviewing and Interview Guide

The defining characteristic of semi-structured rviaws is their flexibility, unlike
structured interviews, which consist of an arrangetér of questions all interviewees will
be asked in the same way (Miller & Brewer, 2003ictsflexibility was important to ensure
in this study because it was anticipated that aotéural challenges and the ways in which
employees practice and develop intercultural coemuet were inherent in their stories, and
the experiences of working with colleagues fromfedént cultural and/or linguistic
backgrounds. Hence, semi-structured interviewihgnadd for posing follow-up questions
and exploring interesting or even unanticipatedcsmpAs Mabry (2008, p. 218) concludes,
such type of interviews “facilitate the developmehsubtle understanding of what happens
in the case and why.”

An important aspect in the decision for interviegvindividual employees and against
conducting focus groups to reveal tacit strategiééspractice and development of
intercultural competence was the assumption thatdpic would be of sensitive nature.
Smithson (2008) suggests that people’s experienelesg to those topics that are usually
considered to be unsuitable for focus groups. &ustgersonal experiences are more
appropriate to be investigated in individual intews (Smithson, 2008). The workplace is
a professional, and often, also a competitive @mirent. Exposing personal experiences
and feelings can easily be viewed as unprofessiandldiscussing challenging experiences
or difficulties as a weakness of the individualeB\ihough people collaborate in and across
teams and departments, the workplace remains aetdiwg environment in which many
employees strive for recognition and promotion.

Between seven and nine interviews were conducteddh subsidiary. The interviews
lasted between thirty-five and seventy-five minut@sd were audio-recorded. Each
interviewee signed an information statement andseonh form (Appendix 3). Audio-
recording enabled the researcher to concentrateham was said, rather than note-taking.
All interviews were conducted in a separate comfegeroom in each of the organisations,
and transcribed. Case 1 suggested two dates fatucting the interviews, so that the
researcher was able to contact all intervieweesaarashge a schedule. Case 2 also agreed
on two days on which the interviews would be conedat their premises, but chose to

contact all interviewees themselves, sending anilewith the final schedule to the
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researcher. In Case 3, it was agreed that therodszacontacted interviewees and arranged
for a schedule. The subsidiary left the dates stilbpethe arrangement between researcher
and interviewees.

The sampling approach this study took challengegrtditional view in international
business and management research. Whilst the tyagdriresearch studies exclusively
concentrate on the managers’ view (Macdonald & dgfet, 2004), the present study
assumed it to be of equal importance to gain aces$ise less studied attitudes of non-
managerial staff. Going beyond having managerspéals for the organisation, but also
including the perspective of non-managerial stgifoVides important fine-grained data,
often casting new light on developing lines of enguand real insights into the lived
experience of work in these organisations” (Edwastisl., 2011, p. 423). In their own
research, Edwards et al. (2011, p. 427) found thetny of the employee interviews
illuminated and extended aspects of the data wecbkekcted previously from managers.”
Macdonald & Hellgren (2004) come to a similar caisgbn, stating “that top management
may not know most about what is going on in theanisgtion, that middle management is
likely to be much better informed, and that junmanagers may be most knowledgeable of
all on specific matters.” In this researgleneral staffefers to all staff outside the executive
management team, thus reflecting the opinion a$ehweho live the decisions made by those
leading the organisation.

The flexibility of semi-structured interviewing reged an interview guide rather than
a questionnaire. Interview guides consist of abguestions the researcher wishes to pose,
but allow for the order of questions to be charayedlinteresting topics to be further inquired
(Miller & Brewer, 2003). Two separate interview des were prepared; one for
representatives of the subsidiaries’ executive mament and one for general staff. The
interview guide for general staff comprised fourteguestions to capture the lived
experience of employees in relation to culturaledsity in the Sydney head office of a
German multinational corporation. Questions refittcehow employees felt about working
for a German company in Australia, experiences ofkimg with people from different
cultural and/or linguistic backgrounds, the knowjedhey have about other cultures and
languages, as well as their perception of how tigarasation handles cultural diversity.

Although the interviews were not related to papiits’ employment, the topic of cultural
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diversity in the workplace encouraged them to &bout colleagues, the organisation’s
leadership, and incidents, which are sensitivectpi

Interviews with representatives of the executivenagement began with a question
about the organisation, its global presence, magkéty into Australia, its management
strategy pursued in the Sydney office, and the gpeed headquarters-subsidiary
relationship. Corporate activities in relation toltaral diversity, such as seeking new
candidates with relevant knowledge and skills, riagefor cultural practices as well as
policies were in the focus of the interview guidée last section of the interview guide
sought to understand how corporate leaders petemanaging a culturally diverse
workforce, and the subsidiary of a German multoreadl corporation in Australia overall.

4.2.3. Focus Group and Focus Group Guide

As the last part of data collection in the threbssdiaries in Australia, focus group
served to provide further explanations for key g from the interviews. Group dynamics
played an important role in the discussions abalitial diversity at work, and the skills
required to work effectively and appropriately wikople from different cultural and/or
linguistic backgrounds, as well as the perceptioh®rganisational support for cultural
diversity. Massey (2011) argues that focus groudfes the unique opportunity to generate
cultural understandings through deep discussiomsug-groups tend to be used in the final
follow-up phase that pursues exploratory aspectiatd analysis (Puchta & Potter, 2004).

Even though the focus groups were not used to exgersonal experiences for
sensitivity reasons as discussed before, in CaieeZpcus group lead to further insights
into the personal experiences of some participalptsit discriminative behaviour at work,
and the reaction and feedback by other group mesnBeich outcome tends to be difficult
to achieve since people often hesitate to exprbafienging personal experiences and
related feelings in front of their colleagues (Smdn, 2008).

Focus group sampling was primarily conducted thihotlge interviews. After each
interview, participants were asked whether theyldidne willing to further discuss cultural
diversity in the workplace in a focus group. Sieeeh focus group was homogeneous in its
composition of employees of the same organisattbe, researcher aimed to create

discussions that included different perspectivende, each focus group consisted of a mix

87



of employees from different cultural and/or linguaackgrounds. In order to maintain the
principle that including the view of non-manageg#dff can offer important contributions,

each focus group consisted of managerial and naragwial staff. The supervisor-direct
report relationship was, however, respected andupervisor and his or her direct report
were selected for the same focus group. Such catbmis usually not recommended
(Smithson, 2008) because employees may feel unctabfe to speak freely about sensitive
topics in the presence of their supervisor.

The focus groups consisted of five to seven paditis. Such size provided an
environment where all participants were able ty jgla active part in the discussion, which
may prove difficult in larger groups (Smithson, 8D0The smaller size also allowed for a
discussion of topics in detail (Brannen et al., 2000 respect Ritchie and Lewis’ (2003)
concern that groups smaller than four can lose suinttee qualities of being a group, four
was decided to be the minimum size for the focusigs. Each discussion was held in a
separate conference room of the organisationsaateld between forty-seven and fifty-one
minutes. Similar to the interviews, all group dissions were audio-recorded and
transcribed, and each focus group participant sigmeinformation statement and consent
form (Appendix 7).

Goffman (1981), Drew & Heritage (1992), and Myet948) address the arranged
situation in focus groups. Their notion méditural discussiorandartificial performanceis
central to the quality of such groups. The autlawgaie that even a discussion that appears
natural is an artificial performance since focusugs are unnatural settings in which the
researcher and participants work towards a comnbgectve. In the present study, some
focus groups were closer to a natural discussiam tithers. Certain topics led to discussions
that can be described as lively, with no involvetr@rthe researcher. The researcher only
interfered when discussions went into irrelevargations or were too lengthy. Such role is
desired in focus groups. While the researcher tHiesole of a listener in interviews, he or
she is a moderator who influences the conversatiarfocus group (Hesse-Biber & Leavy,
2011). Even though Agar & McDonald (1995) doubtliriely conversation in focus groups,
this study has seen discussions that were vivideagaging, involved all participants who
expressed diverging ideas about cultural diversityre workplace.
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The focus group guide consisted of an introduditothe researcher, the study and its
purpose. It outlined the rules of the focus groungjuding the researcher’'s role as a
moderator in the discussion, confidentiality isswesd audio-recording. Participants were
encouraged to express their opinions and speakep they disagree. A set of six questions
sought to engage participants in a discussion @lltliversity in the workplace, whether or
not they believe people are always respectful tdwather cultures, and the strategies they
thought can assist to improve the current situat®milar to the interview guide, the focus
group guide allowed the researcher to further irgumto interesting aspects that were
mentioned, and skip questions if they had been aresivin the course of the conversation
before.

4.3. Entwining Theory and Empirical Data

Whilst quantitative data collected through onlinevey was analysed by statistical
means, coding made sense of qualitative data gathethe course of interviews and focus
group to identify the intercultural challenges m@sgents viewed in place as well as the
ingredients of intercultural competence. Codinthes process of analysing data per line or
per paragraph for noteworthy incidents, experiereefeelings (Strauss & Corbin, 1998).
In qualitative research, a code usually referswoa or short phrase that assigns an attribute
to a text. Interview and focus group transcripts @among the frequently employed sets of
data for coding (Saldana, 2013). Charmaz (2001¢rie=s coding as the “critical link”
between empirical data and how meaning is crearedigh such data.

The coding method employed for this research hlagivo Coding which refers to
the establishment of codes based on the actualswotdrviewees used (Saldana, 2013;
Strauss, 1987). In Vivo Coding suited the presesearch best as it is viewed to be
particularly appropriate for studies “that prics&i and honour the participant’s voice”
(Saldana, 2013, p. 91). With non-managerial viegiadpunderrepresented in international
business and management studies, In Vivo Codingaicularly useful to value
respondents’ actual words, which can enhance aegetieour understanding of their
worldview (Saldana, 2013). In Vivo Codes refledteé'tbehaviours or processes which will
explain to the analyst how the basic problem ofdtters is resolved or processed” (Strauss,

1987, p. 33). Intercultural competence is a madtfietd for which new insights are required
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to shed light on its meaning in different conteatsl the way it can be developed. “Actors”
in this study are the participating employees mdhganisations under investigation. Their
individual strategies of working effectively andoappriately in situations shaped by cultural
diversity were in the centre of this study. As suahVivo Coding was particularly suited to
answer the research questions.

Coding in the early stages of data collection ezdhtie researcher to identify patterns
for the emerging theory that building meaningfubatenships with people from different
cultural and/or linguistic backgrounds is centaairttercultural competence as an employee
ability in German multinational corporations in Awadia. Lewis-Beck et al.’s (2004)
proposition that the interesting aspect about Mo\iodes is that the researcher knows the
moment the idea is expressed that this is sometoingrite down, indeed applied to the
present study. An experienced senior manager frage @ stated that “there is nothing that
can replace a personal relationship.” This qudteats the key finding of this research, and,
as such, has been chosen as the study’s titleaisal@013) emphasises that trusting one’s
instincts is part of In Vivo Coding. From the codesategories and subcategories were
developed. Whilst coding refers to arranging thinge a systematic order, categorising
builds a system out of codes (Saldana, 2013). BasdHdese categories and subcategories,
a new conceptualisation of intercultural competenae established.

Literature provides limited material about the imovapproach to theory-building, and
as such, about the process of entwining the egistieoretical framework from which such
study departs, with data collection and analysisn&authors have dedicated their research
activity to the consideration of theory in theomtding research, including Jackson &
Mazzei (2012; 2013), Andersen & Kragh (2011; 2018%ig (2010), Dubois & Gadde
(2002), Van Drongelen (2001) and Orton (1997). Mesearch, however, continues to be
concerned with the recognition of theory in thebwylding research as the third stance
besides induction and deduction. Hence, the lack detailed discussion about how to
integrate existing theoretical framework, data exdibn and analysis comes somewhat
anticipated. Andersen & Kragh (2010) state thatitheivo approach to theory-building is
employed frequently, but rarely discussed.

The way this study entwined the existing theorétiGanework with data collection

and analysis is based on the approach Andersenag§hKg2011; 2010) propose. It reflects
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the fundamentals of Orton’s (1997) idea ofitkeative grounded theorpubois & Gadde’s
(2002) systematic combininddaig’s (2010) notion obduction and Jackson & Mazzei's
(2013; 2012) concept oplugging in Grounding research on such less established
methodological framework, however, is likely taratt sceptics. However, it is believed that
a road less travelled can contribute to the innomain international business and
management research, and case study in particular.

A main characteristic of the in vivo approach tedty-building as suggested by
Andersen & Kragh (2011) is the constant iteratietw®en original theoretical framework,
data collection and analysis. The authors suggest Stages to the development of new
theory through in vivo: Preliminary framework reorientation exploration and
reintegration Whilst the preliminary framework serves as thenpof departure for data
collection, all following stages rely on empiricdata and feed into theory-building
(Andersen & Kragh, 2011). Figure 1 provides an esav of the in vivo approach to theory-
building employed in this research, discussed taith the subsequent text.

Preliminary Framework
Cultural intelligence

Reorientation

Increased focus on unity between different subsuofit
the larger organisation. Discarding of cultural
intelligence and focus on intercultural competence.

Exploration

Building meaningful relationships discovered as
central to intercultural competence and collective
identity as a major contributing factor in the eion
of this ability.

interviewing, focus groug

I\ I\ /\

Data collection through survey,

Reintegration

Interrelated Model of Intercultural Competence for
MNC Management

VAY

Figure 1: Theory-Building (Adapted from Andersen & Kragh, 2011)

91



In the reorientation stage, the researcher becamageaof the above mentioned
incompatibility between the preliminary frameworideempirical data: Cultural intelligence
separates the individual from the environment. Toeporate environment, however,
emerged as a component of what constitutes outyatoilwork effectively and appropriately
across cultures. The researcher thus focussedemuitural competence, since the concept
allows for the inclusion of the environment whickceme apparent in the early stages of
data collection and analysis. Unity between difiérsub-units of the multinational
corporation appeared to shape much of the colléibarguality, an aspect that had not been
recognised as central ingredients to intercultcoahpetence in previous research.

According to Andersen & Kragh (2011, p. 158), tbhkowing stage — the exploration
stage — is “a process characterised by open-mirgiedovery of new theoretical
perspectives, rather than the predetermined sdardpecific theories, yet maintaining a
tight link between the evolving framework and thregimal empirical referent.” Building
meaningful relationships with people from differenttural and/or linguistic backgrounds,
and collective identity in a sense of membershighin larger organisation evolved as the
most important aspects of the “unity” that appeaasdentral to working effectively and
appropriately in a culturally and linguisticallywéirse environment.

Once the decision had been made that building mganirelationships and collective
identity contributed important insights into theseg, those perspectives were integrated into
the emerging theory (reintegration stage). Tinerrelated Model of Intercultural
Competence for MNC Managemevisualises the interplay between dimensions, and
emphasises that a more holistic view of the orgditis and its stakeholders, rather than
thinking in separate units and individuals in isiola from each other, bears the potential to
strengthen collaboration in the subsidiary as wadl partnership with the overseas
headquarters.

Chapter 5 uses online survey and semi-structutecdviewing as research methods. It
presents some of the key results from self-adngrest questionnaire and interview guide
employed for data collection across the three comppases. Qualitative data is embedded
in the discussion through quotes to allow for anght into the diversity of opinions. Chapter
6 uses online survey, semi-structured interviewamgl focus group. Results from self-

administered questionnaire offer an initial insigid the intercultural challenges employees
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face. Qualitative data collected through intervigwde is being analysed through coding
and establishes the key intercultural challengesgbent in this research. Extracts from
focus group discussions confirm interviewing resatd provide employee ideas about how
to achieve more effective and appropriate commuioicacross cultures in the workplace.
Chapter 7 employs semi-structured interviewindhmaverseas headquarters, which will be

outlined in more detail in the respective sectibthes thesis.

Conclusion

Selecting cases gradually, rather than completivey dampling process prior to
entering the field proved to be an effective wagarhpling because it enabled the researcher
to reflect upon empirical data from previous orgations prior to sampling other cases and
collecting further data. Previous cases also offeraduable practical information about the
organisations’ approaches to prepare their staffdda collection, which proved to be
effective in the following cases.

Case study research would benefit from discussyertion and withdrawal in case
sampling in more depth. In largely avoiding theitpmany studies evoke the impression
that rejection and withdrawal are negative aspguitentially showing a weakness of the
researcher in his or her sampling skills, or questig the relevance of the study. The present
research views rejection and withdrawal in casepsiagnas a confirmation of rationale to
investigate intercultural competence in the busires/ironment in Australia. As outlined
in the introduction to this study, skills relevdnt working effectively and appropriately
with people from different cultural and/or lingucsbackgrounds seem to be rarely sought
in the recruitment of new candidates. Few orgainsatin Australia specify intercultural
competence as selection criteria, which leadseéagsumption that they see little need for
such ability in a workplace that is shaped by caltdiversity.

Many norms persist in case study research. In iaddio the underrepresentation of
detailed discussions about rejection and withdrawatase sampling, large sample case
studies also continue to be a norm in internatibnalness and management research. Some
recent publications, however, challenge existingm®o in a way that they offer
complementary views on case study research. Pie&kafelch’s (2011) bookrethinking

the Case Study in International Business and Mamage Researchor instance, offers
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new perspectives from a community of internation&thown scholars. This chapter has
demonstrated in how far relying on three casescatlidcting data through survey, semi-
structured interviewing and focus group providetficent material to iterate between the
existing theoretical framework of intercultural coetence, data collection and analysis, and

in doing so, to achieve transfactual generalisation

94



Chapter 5
Operating Culturally

Diverse Subsidiaries in Australia

“Commitment is an action, but it is one that does at act on its own.
Instead, it depends on other actions, or on what done with it.” (Sara Ahmed, 2006)
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Introduction

In many contemporary organisatiorSprporate Social Responsibility (CSRas
moved onto the business agenda. The European Cemmi011, p. 6) defines CSR as
“the responsibility of enterprises for their impaoin society.” As such, “corporations have
a degree of responsibility not only for the econmotinsequences of their activities, but also
for the social and environmental implications” (Aatian Human Rights Commission).
Cultural diversity is one aspect of Corporate SoRi@sponsibility (Bertelsmann Stiftung,
2014), even though not all organisations refer 8RGs suchDiversity Managemens a
frequently employed term by organisations to addoegtural diversity in the workplace in
their CSR activities. The concept of Corporate 8lodResponsibility primarily emerged out
of societal pressures to act responsible as a égsiarganisation (Edwards et al., 2007).
Hence, CSR is to some extent concerned with thatiore of a public image of the
organisation to meet stakeholder expectations.

One way of achieving a public image is through tentdocumentation. Annual
reports, for instance, serve to inform stakeholdémut corporate activities and standpoints.
Corporate policies seek to direct employee behayibut also function to provide
“evidence” that certain aspects of the businesgr@mwent are being regulated. Recently,
however, “many practitioners and academics haveresgspd concerns that writing
documents or having good policies becomes a sutssfiir action” (Ahmed, 2006, p. 117),
suggesting that “the orientation toward writing datocuments can block action, insofar as
the document then gets taken up as evidence thaawe done the work.” In her research
about the non-performativity of anti-racism at wersity level in the United Kingdom,
Ahmed (2006, p. 117) refers to the “politics of doentation”, and poses the question
“whether what is being measured are levels of tutstnal competence in producing
documents rather than what the university is dawtgrms of race equality” (ibid).

This chapter analyses the way in which the thrdssidiaries under investigation
approach cultural diversity and seek to ensurelepportunities for people from all cultural
and/or linguistic backgrounds in the workplacesdts out with a brief introduction to the
multinational corporations and their head office#\ustralia. The chapter moves on with a
discussion about the subsidiaries’ regulatory and-mnegulatory instruments to foster

mindful communication in terms of reciprocal redpstween people from different cultural
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and/or linguistic backgrounds, and the cultural exak of their workforce. Including the
opinion of general staff and executive managerd bt on the extent to which theory and
practice differ. The central argument of this cleap$ that profound documentation alone
will not necessarily create a workplace where pe@ammunicate in a mindful way with
one another. Instead, leadership that demonstitaesbility to put theory into practice was
critical in the present research study. As sudb,dhapter establishes a strong rationale for
including the corporate environment in intercultw@mpetence discourse.

Overall, this chapter facilitates the comprehensiosach company case. It establishes
the ground for an in-depth analysis of the intdroal challenges employees face in the
workplace, as it will be subject to analysis anstdssion in Chapter 6. The findings of this
chapter are linked with research question 1 (“Wdrat the key challenges employees of
German multinational corporations in Australia exgrece in working across cultures?”) in
a way that they show how workforce demographics eah as key indicators of

malfunctioning diversity management.

5.1. The Organisations

The three multinational organisations investigatethe course of this research look
back at a long history. They were all establishethe 19' century in Germany, and their
ownership remains German until the present dayerms of headquarters and subsidiary
size, the organisations vary. They also diffeheit market portfolio, with two organisations
focussing on manufactured goods for corporate ousts, and one organisation offering
services for both corporate and private custom&ussiness relationships between
headquarters and subsidiary are maintained in athayone subsidiary is treated as a
customer, another as an extended sales and maykatim, and yet another acts rather
independently. The parent companies also purstereliit human resources management
strategies in the Australian subsidiary, rangimmgrfitight cultural control to best fit for key

roles. The following table (Table 1) provides aeboverview of company facts.
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Industry

Energy

Power transmission

Logistics

Market portfolio

Manufactured goods

Manufactured goods

Services

Customers

Corporate (B2B)

Corporate (B2B)

Corporate (B2B)
Private (B2C)

Headquarters in
Germany established

Mid-19™" century

Early 19" century

Late 19" century

Ownership

German

German

German

Headquarters size (staff)

+ 15,000

+ 2,000

+ 1,000

Global presence

In nearly every country|

+ 50 countries

+ 32 countries

Subsidiary in
Australia established

19" century

Early 1970s

Late 1980s

Subsidiary size (staff)

90

62

27

Headquarters-subsidiary
relationship

Supplier and customer

“Marketing company”

Rather independent

Human resources
management strategy in

Ethnocentric (primarily
German nationals in
key roles)

Polycentric (primarily
locals in key roles)

Geocentric (best fit for
the role, irrespective of
cultural background)

subsidiary in Australia

Corporate language
across the multinational
corporation worldwide

English English English

Table 1: Case Overview 1 - Factsheet

Company data is incorporated in the abbreviated oggorts (Appendix 8) in a more

comprehensive way, merged with the key findingthf research study.

5.2. Mindful Communication in Theory and Practice

This study employs the termindful communicatioto describe the reciprocal respect
people from different cultural and/or linguistic digrounds have towards each other.
Mindful communication includes the organisation dmuv leaders shape the corporate
environment, which is subject of this section. imiews with executive managers offered
an insight into the activities related to Corpor&ecial Responsibility in the three
subsidiaries under investigation. The focus is o diversity aspect of Corporate Social
Responsibility. This section distinguishes betwegsgulatory and non-regulatory
instruments they employ to achieve mindful commation in the workplace.
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5.2.1. Regulatory Instruments

The Code of Conductis one of the most common regulatory instrumernis a
organisation can implement to guide behaviour éniticreasingly globalised business world
(Keller, 2006). Code of Conducts are voluntary atune rather than legally binding. The
OECD (2001) defines the Code of Conduct as “commmis voluntarily made by
companies, associations or other entities, whidhfgath standards and principles for the
conduct of business activities in the marketpladéndse Code of Conducts developed by
multinational corporations have been describedaasnational normative regimg@eller,
2006): They are not subject to national laws, lavehbeen created by private organisations
in which national boundaries have become porous.cbldes are informal, yet have a public
function.

A Code of Conduct had been formulated and impleetemt all three company cases.
Established by the headquarters in Germany, thescagre transferred to the subsidiaries.
They were provided either in hard copy or eleccdiormat to the researcher. Since the
codes are also available to the public, this steéhains from detailing their contents for de-
identification reasons. Important here is that pdgach code was an outline of behaviour
employees were expected to demonstrate towardsagpiés, customers and suppliers as
well as other external parties. Across the pamidng organisations, discriminative
behaviour in relation to race, culture, religiogeadisability, sexual identity, and gender
was described as not tolerable.

Other regulatory instruments regarding culturakdsity in form of corporate policies
had been implemented in the three subsidiariesdpelicies had primarily been developed
for internal access and usage, and differ in tlgamesations’ view as to what can lead to
mindful communication in the workplace. As an ex&nase 1 has corporate policies in
place further detailing how to interact with culilhy and/or linguistically different parties.
The organisation also employs online forms that l@eg distributed by the German
headquarters and compulsory to be completed. P#rese forms regulates behaviour in a
culturally diverse environment. Case 2 outlines howehave towards people from different
cultural and/or linguistic backgrounds in their waontracts, banning conversations about
culture at work, for instance. Behavioural instroigs serve to remind their staff of existing

guidelines and are communicated prior to corpof@tetions, such as Christmas parties.
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Case 3 also includes respective guidelines in workacts, and has, as an example, policies

in place which encourage employees not to answail&m other languages than English.

5.2.2. Non-regulatory Instruments

In this research, non-regulatory instruments rééeprogrammes, initiatives, and
functions that have the objective to cater for eyeés’ cultural needs and foster mindful
communication in the workplace.

As the largest of all subsidiaries, Case 1 maistai@ultural Diversity Committee
which comprises one full-time role on maternityMeat the time when the fieldwork of this
study was conducted. The responsibilities of tbimmittee remained rather unclear since it
was impossible to speak to the person in chargethéninterview with the manager
representing the organisation, she admitted hegrtainty about the committee’s activities,
and explained such with the committee being “instagje of infancy”. Case 1 also maintains
diversity ambassadors across the multinationalaratpn worldwide. Their function is to
act as role models and to foster cultural diveragiya business imperative. They also aim to
demonstrate how diversity can be beneficial fordbmpany and individuals through their
own experience.

Case 1 caters for the cultural needs of their devevorkforce on a provisional, yet
purposeful basis. Praying facilities, for instarttaye been established within the premises.
Since some women have declined using the room k@ to share with men, the
organisation also arranged for an external roonutegiaway from the office where women
can pray separately from men. In the canteen thaiperated by an external catering
company, vegetarian food is available. This oféenat specifically targeted at people with
certain religious dietary requirements, but at ¢hetio do not eat meat in general.

In contrast to the previous company case, non-aégul instruments to cater for
cultural needs and foster mindful communicationarsent at Case 2. When the executive
manager was asked to provide reasons for this tdesem, he elaborated on those aspects
that he believed to be critical for successful afiens in Australia.

“What we do for cultural diversity? | would say wee not doing that much to be

honest. We do have our get togethers, but it isertwunite the team rather than

seeing cultural differences. We are all here fa task. We are all here on local
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contracts and we are working according to the land regulations from
Australia and New Zealand. [...] We realise that we different, look around
here, we have quite a number of people coming fadferent backgrounds. |
see it more as an asset than anything else. Ouotltee hand, we are not here to
encourage to become more Lebanese or to encounage to become more
Indian. We are operating in Australia; we have tam to the rules and

regulations of the culture of Australia.”

As in Case 2, programmes, initiatives and functitmsater for cultural needs and
foster mindful communication had not been impleradrdat Case 3. Neither a canteen, nor
praying facilities were available, even though trganisation employs people from a
Muslim background. In the interview, the managepressed the opinion that mindful
communication is not necessarily about programmégtives, and certain functions, but
about leadership attitude. He believed that acim@ global environment successfully
requires seeing oneself and the organisation dmbgbitizens.

Harmony Day as a festivity to embrace cultural Bitg was celebrated by Case 1,

not in the case of the other two subsidiaries.

5.2.3. Workforce Composition

A starting point in the analysis of organisationedmmitment to mindful
communication in terms of reciprocal respect beyamiting documents or having good
policies was a close look at workforce compositionthe three subsidiaries under
investigation. The survey provided an indication ggnder distribution, age group
representation, employees’ educational backgrownldste they felt they belong to culture-
wise, representation of religion, and mother tosguguch data served to create a first
impression of workforce diversity. The survey wasnpleted by thirty-three employees
from Case 1, twenty-three from Case 2, and eighfteem Case 3.

Case 1 emerged as a rather male-dominated organifaim the survey, with twenty-
two respondents being male and eleven female. $e €and Case 3, gender was distributed
more equally: twelve respondents from Case 2 weate nand eleven female; eight

respondents from Case 3 were male and ten females{@n 19). All three executive

101



managers interviewed confirmed the survey resalta way that they said they reflected

actual male-female ratios.

Case 1 Case 2 Case 3

Female: 10

Figure 2: Gender Survey Participants

Operating in the energy industry, core activitié€ase 1 in Australia are related to
engineering, with product modifications and adjustinbeing completed locally by the
subsidiary. Recently, Nguyen & Pudlowski (2012) foom that women in Australia
participate significantly less in the engineerimgl dechnology profession than their male
counterparts, but continue to be attracted by tpostessions that include social interaction
and administration. With only fifteen per cent attal enrolment in engineering and
technology courses at tertiary level, but constitutnore than fifty per cent of the general
population in Australia, women continue to be ungigresented in these professions. In the
interview with the executive management of Casthd subsidiary’s intention to increase
the representation of women in engineering roles described as a continuing struggle.

Even though Case 2 also operates in the manufagtimiusiness, the subsidiary
functions as a distributor, with minimal local emeggering activity. Based on Nguyen &
Pudlowski’'s (2012) argument that women tend to lmeemattracted by roles that involve
social interaction than men, the subsidiary’s foensnarketing and sales in Australia may
serve as an explanation for the female-male rltappears as if the stereotypical image of
female and male professions also applies to CadaBy roles are service-related office

jobs, including customs clearance, freight handlargl customer service.
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Both, Case 1 and Case 3 employed a rather youngfavoe: More than half of
respondents from Case 1 (seventeen), and almdsvfhiaspondents from Case 3 (eight)
were under the age of thirty-five. In contrast, #ige group eighteen to twenty-five was not
represented in Case 2 at all, and less than aeguwdntespondents (five) were under the age
of thirty-five. AlImost half of survey participanfsom Case 2 (eleven) were aged between
thirty-six and forty-five. The survey also indicdtthat Case 3 maintained the most equal

age group distribution. (Question 20).

Case 1 Case 3

[0 18-25 W 26-35 WM 36-45 WM 46-55 WM 55 +

Figure 3: Age Group Survey Participants

Since most engineering roles require tertiary etloigan Australia and many other
countries, it is not surprising that more than ¢hgrarters of respondents from Case 1
(twenty-nine) had completed a university degreesltban half of survey participants from
Case 2 (eleven), and about one third of respondemts Case 3 (seven) indicated their
highest level of education to be university. Basadsurvey data, Case 2 employed most
people with no professional training (four). Norfetee respondents from Case 1, and one
from Case 3 stated high school as the highest [@vetlucation. Whilst TAFE graduates
formed the minority of respondents from Case lr{fothey represented the majority of
respondents from Case 3 (eight). Those who selécotibeér’ had completed a technical

college course, or professional training in tramsptanagement/operations. (Question 21).
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Case 1 Case 2 Case 3

[ University @ TAFE @ High School [ Other

Figure 4: Educational Backgrounds Survey Particip&

When employees were asked to describe where tltethéy came from (Question
25), most participants saw themselves as beingfluérea European or Australian, as such
Western background. Respondents from a non-Webgakground formed a minority in
each of the organisations, although representetifisi@gntly more in Case 1 and Case 3.

Case 1 Case 2 Case 3
European 11 9 5
Australian 9 5
Asian 8 2 6
South American - 2 -
US American 1 - -
Other 4 1 2
Total 33 23 18

Table 2: Cultural Background Survey Participants
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“European” includes employees who described therasels coming from Germany,
Austria, Great Britain, Ireland, Sweden, Hungary déine Balkan. Respondents who saw
themselves as belonging to China, Hong Kong, In@iambodia, Malaysia, Vietnam,
Philippines, Nepal and Punjab are grouped as “Asidhe group “South American”
comprises one respondent who described herselfaaliBn, and another who identified
herself as South American. “Other” consists of éhego viewed themselves as being
Armenian, Fijian, New Zealander, Russian, Britisdian, and Greek-Australian. One
employee indicated to be of a Western backgroudthér” also includes the response of a
young male who stated he would find it difficultday where he was from because he moved
from one country to another throughout his childhas he explained later in an interview.

When employees were asked to indicate their redi¢i@uestion 26), Case 2 stood out
in a way that without exception, all responderasest to be Christian. In contrast, Buddhism,
Hinduism, and Islam were represented in Case 1Cas# 3. Out of the five participants
from Case 2 answering the question with “othertirfepecified their response with “none”,
which may have resulted from the terms atheism agrbsticism being unknown or not
deemed as appropriate to describe their viewpdi fifth respondent stated that she would
prefer not to mention her religion. In light of suesults, indicating “none” in the question
about religion may have also resulted from discoifegarding religions other than

Christianity. In Case 3, the group “other” includei#hism and the response “none”.

Christianity 19 14 11
Buddhism 2 - 2
Hinduism 4 - 1
Islam 3 - 1
Agnosticism 1 - 1
Atheism 4 -
Other - 2
Total 33 23 18

Table 3: Religion Survey Participants
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In all of the three subsidiaries, the majority of\ey respondents stated English to be
their mother tongue. Variation, however, existedha native and non-native speaker of
English ratio: Case 2 showed the lowest repredgentaf non-native speakers of English
(eight), compared to fifteen native speakers, waer€ase 3 displayed the highest
representation of non-native speakers of Englighh{e compared to eleven respondents
whose mother tongue was English. Case 1 restecebatite two other cases, with twenty
respondents being native and thirteen non-natiealsg's of English. (Question 11).

The company cases began to develop through theggknemployee demographics.
A more aged workforce, the lowest representationoni-native speakers of English across
the three participating organisations, the lowestcgntage of employees from a non-
Western background, and the absence (or not mémgioof other religions than Christianity
as a survey result shape Case 2. In contrast,ysdata collected from Case 3 indicate a
rather equal representation of age groups, shathegighest percentage of employees from
a non-Western cultural background, and the higleggesentation of non-native speakers of
English. Case 1, again, rests between the otheotganisations.

Further inquiry was needed to shed light on thiedéhces in representation of gender,
age group, educational background, religion, caltbackground, and the native and non-
native speakers of English ratio between the osgdiioins. The following section, therefore,
investigates the lived experience of general stafficentrating on their perception of the
attitude towards cultural diversity in the workpacand as such, into mindful

communication in theory and practice.

5.2.4. The General Staff Perspective

The majority of survey participants across alllaf three subsidiaries stated that they
would work with people from different cultural and/linguistic backgrounds on an
everyday basis (Question 2). In Case 1, thirtyoadpnts said they had daily contact, three
stated to have weekly contact. Seventeen respanfient Case 3 indicated to communicate
on a daily basis with people from different cultuaad/or linguistic backgrounds, and one
stated to have weekly contact. All survey respotslélom Case 2 answered the question
with “daily”. Team members emerged as the domirgmoup of people from different

cultural and/or linguistic backgrounds respondeinteracted with, followed by other
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internal staff, staff from the overseas parent camypand other subsidiaries, customers and
suppliers (Question 3).

Attitudes towards a culturally diverse businessimment (Question 4) were also
relatively similar across the three organisatidiiere was a high level of agreement to enjoy
working with people from different cultural andAarguistic backgrounds, and to consider
such diversity as part of the job. At the same tilveg most survey respondents gained joy
out of their work with culturally and/or linguistatly different people, about one third of
participants in each of the subsidiaries statqaréfer working with people from their own
cultural and/or linguistic background. One resparnaeho said so agreed to be interviewed
and explained that working with people from his awattural background would be easier:
“It is just a comfort zone thing. You need to getnething done quickly, it is easier for me.
It just takes a little bit more time if a task,dikhere is a bit more of the risk of the challenges
that we talked about.” In spite of the similariteegoss the three company cases, participants
from Case 3 exhibited a slightly more positive s&am relation to a work environment
shaped by cultural and linguistic diversity thaa tdther two organisations. Out of the three
subsidiaries, Case 3 emerged as the only one wienespondent disagreed with the

statement to enjoy working across cultures andudages.

| enjoy working with people from different

cultural and/or linguistic backgrounds. L.41 L =
| see working with people from different

cultural and/or linguistic backgrounds as p 1.31 1.35 1.45
of my job.

| prefer working with people from my own 267 252 28

cultural and/or linguistic background.

1 = strongly agree; 2 = agree; 3 = disagree; 4ongty disagree

Table 4: Attitude of Survey Participants towards Vkimg with People from Different

Cultural and/or Linguistic Backgrounds
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When general staff was asked to indicate in howtHay agreed or disagreed with
statements around mindful communication in the plage (Question 8), the subsidiaries
also showed overall similar results with slightigion. Consistent with the above data
analysis, Case 3 appeared as an organisation whikueal diversity was viewed in a more
favourable light than in the other two organisasicd@omparing the mean of responses to the
statement “There is little respect for people fralifferent cultural and/or linguistic
backgrounds”, however, revealed a noteworthy difiee between the organisations. Whilst
respondents from Case 1 and Case 3, overall, éisdgvith the statement (mean = 3.14 and
3.05), respondents from Case 2 agreed (mean = 2x0&estingly, “fitting in” was regarded
as an approach people from different cultural anliidguistic backgrounds should pursue
across all three company cases. “Fitting in” hasaasimilative character, aiming at

minorities to leave their original culture behintbdeadapt to the new environment.

There is respect for people from different

cultural and/or linguistic backgrounds. LER 191 1.55

People learn about each other's culture an

2.17 2.04 1.80
language.

Cultural and/or linguistic differences do no

play a role 2.69 2.57 2.35

The faster people from different cultural
and/or linguistic backgrounds fit in, the 2.17 2.30 2.35
better.

There is little respect for people from
different cultural and/or linguistic 3.14 2.09 3.05
backgrounds.

1 = strongly agree; 2 = agree; 3 = disagree; 4ongty disagree

Table 5: Perceptions of Mindful Communication Surydarticipants
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Mixed feelings about theory and practice regardimgdful communication in the
workplace were revealed in Case 1 during the irgers. To the question how he would

describe his employer’s attitude towards cultureéibity, a male interviewee responded:

“They are really open, bringing in people who rgdhow their job, experts,
wherever they come from, and it is a really goodrttay, everyone speaks a
second language, and | rarely know anyone who higsome language, in New

Zealand, my boss had only English.”

Such favourable view was shared by one of his aglies who compared Case 1 with

his previous employer.

“l think it [cultural diversity] is highly respecteand in other companies their
slogans are ‘we embrace cultural diversity’, butehg is in action because

Aussies are a minority here and it is a well-fumaiing workplace.”

Another male respondent saw cultural diversity masea key success factor to

operating in a global business environment, ratiem a consequence thereof.

“I think [...] is a very open employer, they appraei@and embrace everybody
that can and wants to add value. [...] treats peogie respectful in that regards,
when you look at our office there are so many ecakuso it is not an issue for

[...], itis actually very important for [...], beingnia global environment.”

Corporate commitment to mindful communication beyamitten documentation was
viewed in a more sceptical light by a middle mamagleo had experienced that German
language proficiency was vital for acquiring an @xeze management role within the

organisation.

“We all speak English, but decisions are being enaddGerman’, this is what |

was told one day, so if you don’'t speak German, a@unot getting anywhere.
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If you intend to climb up the ladder, spend someetin Germany, if you want
to be part of the discussions, you need to speaikn&e It all depends on what

you want to achieve.”

This response confirms the rather ethnocentric ggmgbr of Case 1 to manage the
Australian subsidiary. It underscores Paik & SoH2804, p. 62) argument that the use of
expatriates is a common approach to manage intenaatsubsidiaries, acting as a control
mechanism to “monitor and evaluate the activitied Behaviours within the subsidiary.”
Requiring executive managers to be proficient imnGa is not discriminative behaviour in
itself, rather a skill an organisation may vieweasential for a specific role. Together with
the response of another, more senior manager, lewieguggests that equal opportunities

do not necessarily exist for people from all cudtiand/or linguistic backgrounds.

“The one thing that speaks books to me is that when you look at that
organisational chart, and there are probably fiitye of us, you will be
impressed that five are not German. So even ththeghgo diversity blablabla,
the day I look at that chart, [...] and | identifylpitwo German names, then it is
implemented, actually practising what they predcit at the moment, they have
all these nice flyers and pictures [...]; so outlbfreese fifty-nine of us, five are

not German. They say there is opportunity for eweey but not really.”

The lived experience of general staff differs tmmecextent from the Code of Conduct
and other corporate policies around cultural dierm the workplace in Case 1. This
divergence between theory and practice, howeves,exalusively related to higher career
aspirations, rather than discrimination as a maolels form of everyday behaviour.

Case 2, in contrast, emerged as an organisatiorrewimerviewees indicated
discriminative behaviour on a more day-to-day baSeneral staff exhibited rather mixed
feelings towards the organisation’s commitment todful communication beyond written
documentation. Speaking from an affirmative starecdemale employee described the
organisation’s attitude towards cultural diversig/follows:
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“I think it is great that the company give anyohe thance to, again, it's based
on person, skills and all those types of thingseiad of where they come from,
what colour their skin is, what colour their har This doesn’t play any role in

this company at all; the company is very open tgbady.”

One of her female colleagues shared this view,paiodided an example of what she

saw as positive.

“l think they are very accepting. Firstly, they wadn't hire them if they didn'’t
think that and once they are here, they are cleatgpted by all, by means of
their food, obviously they bring in their own foadd heat it up and you have to

smell. All things like that are very accepted.”

Some interviewees, however, saw the organisatiaagocated commitment to
mindful communication in terms of reciprocal redpéct a different light. Taking his
recruitment experience as an example, a male rdepbirom the United Kingdom alleged

that cultural background played a role in the cdath recruitment process.

“They are into it [cultural diversity], but not m&sely. The very fact that this
person recruiting me for this role said ‘You arefarglo so | put you forward’

implies that they are quite happy employing an Aragid if | had been an Indian,
whether | had been put forward... The recruitmennageloesn’t care. They
want to get their commission. If they had any iation that they liked Indians

or they liked whatever... | mean, you look around.”

The woman who preferred not to mention her religiothe survey shared one of her
recent personal experiences during the intervidve Kghlighted that the discriminative
attitude she encountered in the workplace predamtiynacame from the executive

management team and to a lesser extent from teanbars or other colleagues.
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“I just heard people discussing very racist issfieg.It was really hard, because
| have worked with these people for so long andetheas always this same level
of mutual respect with everybody and when you liteidue first time, it throws
you off guard and then you get offended and thenhgar it again and again in
the same day and you lose that respect for thag@gand then it becomes really
hard to work with them, because you see them ailg llasis, they try to laugh
with you, but they haven't realised or are not egenscious of the offensive

things they may have done the previous day.”

Religion also was the theme in the experiencerofbe interviewee who managed a

small team:

“Before | worked for Australian company [...] and @et eight or nine, not even
ten people. One guy was employed as a fitter asdbdackground is Muslim. |
am not saying he was a bad worker but unfortundtteligad to pray like four or
five times a day during working hours. At the erellvad to sack him. [...] During
working hours you can't just say ‘Because of mygieh | can’t work now, |
need to go to the car park, facing one directipn.] It doesn’t work. During
lunch time, tea break, that’s fine, well not evieart because he has to pray in the
car park are and there are safety issues, you kimaeks, cars coming in and

out.

To the question whether the applicant’s religioaypld a role when he recruited new

employees in his current role, he admitted thatbeld pay extra attention.

“To be honest, yes. | am a bit more careful. Ofrsepduring the interview or
when you look at the resume, | haven’t seen oneameghat would mention their
religion. And | know by rule you cannot ask eithywou can tell, but... Probably

it is not right, but from my previous experience...
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Even though discriminative behaviour against calturackground is unlawful in
Australia, recent research describes discriminaéind racism as “commonplace within
workplaces” (Trenerry & Paradies, 2012, p. 12; Rosja et al., 2009; Deitch et al., 2003).
Such encounters are often followed by coping, @gss that involves “constantly changing
cognitive and behavioural efforts to manage inteamal external demands appraised as
exceeding a person’s resources” (Lazarus & Folkrh884, p. 114).

Data collected through interviews with generalfdiaim Case 3 further strengthened
the emerging case in a way that all intervieweesmdothe organisation to communicate
mindfully with people from different cultural and/bnguistic backgrounds. The response
of a male employee who had been with the organisétr many years to the question how
he would describe their attitude towards culturaésity addressed the high percentage of
employees from a non-Western cultural backgroumdi eepresentation of non-native

speakers of English identified through the survey:

“[The attitude is] lovely. This company actuallyesm’t hire many Australians,
sorry, people of Australian background. | guessbee they need the languages.
If I have got problems with the Japanese, | go yocolleague and ask her to
translate for me into Japanese and send it oved. v have customers from
China and Vietnam and they only want to communiedth our Chinese and
Vietnamese colleagues because they feel comfortableess that is good for
business. If their English is very poor, and they'td understand what | am
saying and | don’t understand what they are saying.

Another male employee also described the orgaaisatiattitude towards cultural
diversity in a kind and reassuring way: “I thinkstwonderful.” The executive manager of
the Australian subsidiary was considered as th&bmaee of attitude towards cultural
diversity in the response of a female employee. ibman saw the organisation as “very
supportive of diversity”, to the extent that the mager would not accept any kind of
discrimination or other issues, but intervene indya Another female interviewee

responded: “They are pretty good. They are prgigndo doing this type of stuff”’, and one
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male interviewee was uncertain about his answatingt he had never thought about his
employer’s attitude towards cultural diversity lrefo

In summary, the public image an organisation se&ksestablish through
communication with stakeholders not always matthedived experience of staff. Roberge
et al. (2011) and Ahmed (2006) address the gapdegtwheory and practice, concluding
that it is a common problem that organisationstaidieliver their commitment to cultural
diversity. Such a gap has been identified in CasedlCase 2, where regulatory instruments
had been violated by their own architects. Unfajdihe three subsidiaries shows that
regulatory and non-regulatory instruments to cftea culturally diverse work environment
are no guarantee for mindful communication. Previstudies have proposed that change is
necessary. Among these studies are Kramar & S{@i€) suggesting to create new roles
within human resources management to respond matersatically to diversity, and
Kramar (2012) recommending to leverage the impBletgislation since gender diversity in
organisations in Australia has allegedly improvédotigh its inclusion in the Equal
Employment Opportunity regulation.

The following section picks up the notion of leagtep attitude that was mentioned by
some interviewees to describe the atmosphere witleiorganisation in relation to cultural
diversity. It presents viewpoints of those spealkmg a leadership stance to substantialise

the perceptions of general staff.

5.2.5. Insights from the Executive Management

Consistent with the responses from general staéfcases were further strengthened
through the inclusion of leadership viewpoints. éxecutive manager from each subsidiary
was asked to offer an opinion on how they wouldcdbs managing a culturally diverse
organisation, and how they would describe managifigerman company in Australia. In
Case 1, the first question was answered as follows:

“It can be a challenge [...] and it can be so ennghas well to the whole
dimension of your work force. On the sort of pag@tside you are getting a lot
more experience and knowledge and points of viewfpeople, if you had one

homogenous group you would you would, obviously,otiiaining those things.
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So it makes it a more effective workforce if opethind used in the right way.
A challenge in the way where you have these coh&smes, issue management
which derived from a lack of understanding of haw work within those
dimensions of different people from different cuétsi so a lot of our work might
be putting pieces together for a lot of situaticmsd getting people to
communicate properly and getting people to getwtname and some of that is

derived from differences you have in the workfaice.

Managing a subsidiary with a parent company fronrn@&y, however, was
associated with challenges, rather than opporasiti

“Look, we have dealt with things in this marketAnstralia for so long, we can
serve the market from here and we are not relym@ermany, all we rely on is

a predictable failure. It just doesn’t work.”

The executive manager continued to elaborate onathie with incidents observed
over the years, emphasising the level of frustratelying on the German headquarters to
deliver products according to local market requieats had caused among the management

team in the Australian subsidiary.

“You can get angry and hostile with Germans. | heaen managers in Australia
who just put those people on the next airplanesamd them back to Germany.”

Whilst Case 1 found managing a culturally divenggaisation to be beneficial, where
associated challenges could be harnessed ancedtitis the advantage of the business, a
representative from the executive management teanCase 2 concentrated on the

challenging aspects of cultural diversity in hisgense.

“It is much harder, much harder to understand. Y.adi really have to make sure
they have understood what you would like them tdemstand.”
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To the question how he would describe managingran&e organisation in Australia,

the executive manger replied:

“l don't see it any different from managing a nosf@an company. You are
managing a company according to the rules and Ewbat country. Every

company has its’ different culture, different refimy system etc. etc., but it
wouldn’t be different if | ran a Swedish companyelscope of responsibility is
always the same. By law, you are responsible figrdahd that.” He added at a
later stage of the interview: “| don’t think thae@nany is that great. We are far

away; they can’t come here every day — luckilydsr’

Respect played a central role in the response &mexecutive manager in the Sydney

office of Case 3.

“Cultural diversity is something were we try to ilement respect. [...] And the

diversity, it is exciting. It leads to different @omes. You get many point of
views, including the cultural views. That can benessed to an advantage. |
think in Australia cultural diversity is very mucimdervalued.”

In his response to the question how he would desecnanaging a German corporation
in Australia, the manager emphasised that the sgton in Australia aimed to be viewed
as a global organisation.

“You make an effort not to be seen particularly iBan. It is good, but at the
same time we operate in Australia, so we are aaglobmpany. English is our
language, but you can’'t help it there is Germantha business and we
diplomatically tell our colleagues not to speak iBan. Managing a German
company you report to Germany, you can supporptsitive German cultural

experiences, and also the attitude, it is not@dund fire company.”
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The manager admitted that the influence from thersmas parent company beared its
challenges, yet emphasised that collaboration a&wags constructive and agreement
achieved in one way or the other all of the times.

Table 6 summarises the different perspectives eorthand practice of mindful
communication in the workplace of the three sulasids, and provides an overview of the
emerging cases. The table highlights the limitddogifzeness of regulatory and also non-
regulatory instruments seek to ensure employees fiifferent cultural and/or linguistic
backgrounds interact mindfully with one anothestéad, leadership attitude and behaviour

evolved as a key determinant in working effectivatyl appropriately across cultures.

Regulatory Code of Conduct Code of Conduct Code of Conduct

instruments Other corporate policies Other corporate policies Other corporate policies
Diversity committee

- Diversity ambassadors

_Non regulatory _ y None None

instruments Praying facilities
Harmony Day

Gender distribution Male-dominated Rather equal distribution Rather equal distribution

Age group Youngest workforce Most aged workforce Most equal distribution

representation

Educational Largely tertiary educated | Balanced Balanced

backgrounds

Cultural Primarily Western Primarily Western Primarily Western

ultural . . . .

backgrounds Representation of non- Lowest representation of | Highest representation of
Western backgrounds non-Western backgrounds | non-Western backgrounds
Primarily English Primarily English Primarily English

Mother tongues Representation of non- Lowest representation of | Highest representation of
native speakers of English | non-native speakers of non-native speakers of

English English

Representation of Representation of different | Christian only Representation of different

religion religions religions

General staff Theory and practice do not| Theory and practice do not| Theory and practice match

perspective always match always match to a large extent

ri);i?tgﬁent stance g\l/gtrl;?l gg’i(tei:/?yb\gﬁ) Vr\lleicti'l as cultural diversity and Cultural diversity and

) - . P X ging belonging to a German belonging to a German
on cultural diversity to a German corporation ; - ; -
; X corporation viewed as corporation viewed as
and being part of a viewed as overall . i
S . overall challenging overall positive
German organisation | challenging

Table 6: Case Overview 2 — Mindful Communication Tineory and Practice
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Conclusion

Theory and practice are not necessarily the samieg\gen if an organisation advocates
their commitment to cultural diversity through corate social responsibility and related
actions, the lived experience of staff may diffemh the public image an organisation seeks
to create. Much of the effort made in writing staémts of commitment seems to fail to
translate into the creation of an inclusive workplaRules and regulations for working
across cultures had been implemented by the omg#omns under investigation, but, in two
out of three cases, are being violated by their avhitects.

As such, recent conclusions that “organisations engage themselves in a long-term
commitment toward embracing diversity through timplementation of multiple diversity
practices and supportive activities” (Roberge et2011, p. 14) need to be seen in a more
comprehensive way. Empirical data collected in ¢berse of this study suggests that
employers can embrace cultural diversity and createinclusive workplace without
implementing related practices and activities,tbraugh leadership attitude and behaviour.
Such notion is consistent with recent conclusidra tmanagerial communication drives
relationships and frames the attitudes and behessioti employees in the workplace”
(Dasgupta et al., 2013, p. 173). At the same tilmejmportance of regulatory instruments
such as Code of Conduct and other corporate psigtieuld not be undervalued. Instead,
these instruments are the foundation of an orghorsa approach to cultural diversity in
the workplace, yet being descriptive, not activeature.
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Chapter 6

Towards Meaningful Relationships

119



Introduction

A main rationale for employing case study was tbetylation that such research
design allows for an understanding of the phenom&moontext (Fletcher & Plakoyiannaki,
2011). The context in which intercultural compeei being practiced and developed in
this study is the corporate environment — primanlyerms of the subsidiary, but also the
larger organisation — and to some extent Austradiaciety. Chapter 2 reviewed existing
literature about external influences on transcaltatommunication, highlighting that many
conceptualisations and models of intercultural cetapce include the environment, usually
in a sense of the host society or an individuamfra different cultural and/or linguistic
background. The previous chapter identified a gapween mindful communication in
theory and practice in two out of the three pgsting organisations, and planted the
thought that employees are coping with multipldlelnges associated with cultural diversity
at work.

This chapter analyses the specific interculturallenges employees in the three
subsidiaries found themselves confronted with (Retequestion 1: “What are the key
challenges employees of German multinational cafpams in Australia experience in
working across cultures?”). The chapter highligthist the perception of cultural and/or
linguistic differences can vary, depending on whettounterparts are based in the Sydney
office or overseas headquarters (Research queatiddow do they view cultural and/or
linguistic differences within the subsidiary?” ams$earch question 3: “How do these views
compare to the cultural and/or linguistic differeacthey see in their work with the
headquarters?”). Based on respondents’ opiniorrdegaour ability to behave effectively
and appropriately towards people from differentunal and/or linguistic backgrounds, this
chapter establishes the dimensions and componkewtsab intercultural competence means
in working for a German multinational corporationAustralia (Overall research question:
“What does intercultural competence mean in working a German multinational
organisation in Australia?”). Central to the dissiosa is the notion of building meaningful
relationships, identified as the most importangrcomponent of intercultural competence
in the context of this study, followed by languadidis (Research question 4: “What is the
role of meaningful relationships and foreign lamges skills in achieving mindful

communication in working for a German multinatiogalporation in Australia?”). Focus
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group outcomes are presented, and the last saifttbrs chapter discusses in how far some
of the existing knowledge and skills relevant tterultural competence are being utilised

for the benefit of the wider organisation.

6.1. Intercultural Challenges

In the first step to the investigation of intercuéil challenges, survey responses were
analysed. Participants were asked to indicate Htem they encountered misunderstanding,
language problems, and conflict in their work wgtkople from different cultural and/or
linguistic backgrounds (Question 5). This rathesibanquiry sought to obtain an initial

picture of the nature and frequency of intercultorallenges (Table 7).

Misunderstanding

. . : . 2.47 2.52 2.65
(i.e. message is received incorrectly)

Language problems

. e , . 2.47 2.52 2.45
(i.e. difficulties to find the right words/termg

Conflict 3.19 3.09 3

(i.e. anger, dispute, arguments or frustratig

1 = very often; 2 = often; 3 =rarely; 4 = never

Table 7: Frequency of Intercultural Challenges acating to Survey Participants

Comparing the mean of responses shows high conesystacross the three
subsidiaries. Misunderstanding and language prablecturred on a somewhat regular
basis, in-between “often” and “rarely” with meankowing only minor variation.
Respondents largely agreed that conflict took ptateare occasions.

Employees were then asked to indicate how misutatetig, language problems,
and conflict compared when they worked with peojptan their own cultural and/or
linguistic background (Question 6). This questioned to shed light on the overall impact
culture has on the individual’'s work (Table 8).
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Misunderstanding

. . : : 2.39 2.61 2.95
(i.e. message is received incorrectly)

Language problems

. e 1 , : 2.56 2.78 2.65
(i.e. difficulties to find the right words/termg

Conflict 2 2 39 51

(i.e. anger, dispute, arguments or frustratiq

1 = more often; 2 = similar; 3 = less often

Table 8: Comparing Challenges with own Backgroundaarding to Survey Participants

There is tendency across the participating orgéaisathat working with people from
the own cultural and/or linguistic background leften leads to misunderstanding, language
problems and conflict. Responses slightly stand iou€ase 1 where respondents saw
misunderstanding occurring with a more similar éreigcy than those participating from the
other two organisations.

To gain an initial understanding of the intercudluchallenges in employees’ own
words, survey respondents were asked “What do ko tis the greatest challenge in
working successfully with people from other culluemd/or linguistic backgrounds?”
(Question 18). This open-ended question was ar@lgs®ughin Vivo Codingas a first
cycle coding method (Saldana, 2013). Second cyadeng, and more specificaliocused
Coding allowed to identify significant codes (Saldan812) and to develop “the most
salient categories” (Charmaz, 2006, p. 46). Foc@mding often follows In Vivo Coding,
and enables researchers “to compare newly constrecides during this cycle across other
participants’ data to assess comparability andsteaability” (Saldana, 2013, p. 217). Based
on the most important codes, four categories adrautitural challenges were developed:
LanguageBehaviour Cultural differencesandPersonality and attitudé€Table 9).
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Category In Vivo Codes

Language “Language barrier” “Language problems” “Language Barrier”
“Translation” “When they speak” “Understanding English”
“Meaning of words” “Misinterpreting”
“Saving face”

Behaviour “Social integration” “Behaviour differences” “Not verifying”
“Not adapting” “Ineffective “No adaptation”
“Assumptions” communication” “Racism”
“Discrimination”

Cultural “Ignoring backgrounds” “No cultural learning” “Different priorities”

differences “Not realising differences” “Lack of knowledge”
“Lack of learning”

Personality “Personal inhibitions” “Stubbornness” “Egos”

and attitude | « ack of respect” “No respect” “Stubbornness”

Table 9: Intercultural Challenges in Survey Respagats’ own Words

Language was the strongest of all categories, lla@minating survey responses.
The code “Social integration” captured the researshattention because of its connotation
with the diverse associations maintained among lpeapd the notion of relationships in
intercultural competence. The researcher madeeafdhis specific code to keep in mind

upon further data collection and analysis.

SinceLanguage Behaviour Cultural differencesandPersonality and attitudevere

intercultural challenges of different importancehe three subsidiaries, a ranking (Adopted
from Stake, 2006) was attributed. “High importancegans that a particular category

presented an important intercultural challenge,troead with a high frequency. “Middling

importance” means that the category affected redgruis to a certain degree. “Low

importance” indicates that a particular categorg waaely mentioned.
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Category: Language

Category: Behaviour

Category: Cultural differences

< | Z|LZ | T
rlr|<Z|I
L <Z

Category: Personality and attitude

H = high importance; M = middling importance; Lew importance

Table 10: Importance of Intercultural Challenges kad on Survey Responses

In the second step to the investigation of intétzal challenges, interview data was
analysed to obtain a more detailed picture of titercultural challenges respondents from
the three subsidiaries in Australia saw in placgéerview responses were also analysed
through In Vivo Coding as a first-cycle coding nadhfollowed by Focused Coding for the

establishment of categories and subcategories.

6.1.1. Language

Language emerged as the most impacting interculthedlenge from the interviews
with members of staff, and the one that appliedltdhree subsidiaries, thus, confirming
survey outcomes. Survey responses occurred withqlanations, without the opportunity
to ask further questions, and without examplesyTdomsisted of somewhat isolated words
or short phrases. Coding interview transcriptsvee#id richer data, including examples of
the experiences employees referred to in theioresgs. As such, interviewing balanced the
limitations of online survey.

Whilst this study seeks to identify a tendency asrdhe three participating
organisations in terms of what intercultural conepee means in working for a German
multinational corporation in Australia (transfadtganeralisation), intercultural challenges
need to be understood in each case separatehagndyito allow the organisations to address
them accordingly.
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Case 1: The Multiple Facets of Language

The following table (Table 11) provides an extraicthe In Vivo Codes applied to the
interview transcripts from Case 1 upon first cycteding. Code names were attributed
because of the quantity of codes that evolved. Té#gct case number (1), subcategory (A,
B or C), and consecutive number (1, 2, 3 and solmjler the category dfanguageas an
intercultural challenge, the researcher developeeet subcategoriekanguage not good

enough Translation issueandExclusion
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Subcategory 1A: Language not good enough

Code Name| In Vivo Codes | Raw Interview Data
Code 1A.1 | “English is “You are writing emails to Germany to a guy, his
good, but not English is good, but not perfect, you are writireck
perfect” and forth in English, but actually he misunderstpod
something. [...] And then all out of a sudden it hees
a huge issue.”
Code 1A.2 | “Not good “Their English was actually not good enough to keep
enough” track of what | was going to say.”
Code 1A.3
Subcategory 1B: Translation issues
Code Name| In Vivo Codes | Raw Interview Data
Code 1B.1 | “Translation of | “The famous one is the translation from German to
the little words” | English. One particular German guy made a reqoest f
work to be done quite stern, but it wasn't meanbe&o
stern. Like ‘Go do that.’ rather than ‘Could yowase,
would it be ok if...", just that translation of thétle
words. That if missed can cause misunderstandings.”
Code 1B.2 | “Didn’t all make | “Well, when my manager [from a German linguistic
sense” background] first started, it was really quite frating
because her emails didn’t all make sense andthes
and go what does this mean?”
Code 1B.3
Subcategory 1C: Exclusion
Code Name| In Vivo Codes | Raw Interview Data
Code 1C.1 | “Being left out” | “He was trying to understand and they said oh, don’
worry if we wanted to involve you, we would speak
English. So he felt like being left out.”
Code 1C.2 | “Decisions are | “I heard some comments once: “We all speak English,
being made in | but decisions are being made in German.” | agfgeLi
German” don’t speak German, you are not getting anywhérg. |
you intend to climb up the ladder, spend some ime
Germany, if you want to be part of the discussigos,
need to speak German.”
Code 1C.3

Table 11: Case 1 — First and Second Cycle Codingnguage
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Language impacted on respondents from Case 1 piynmiarcommunication with
colleagues from the Sydney office and the overpasant company, to a lesser extent with
external stakeholders.

Respondents found the English language skills tiv@speakers of German most
frustrating. They often did not meet the Englishgaage expectations held by subsidiary
staff. Foreign languages have been an integralgb&erman school curricula over the past
decades. English continues to be the first foreilgmguage taught, and the
internationalisation of universities in Germany Ihasught English into many courses and
units. Educational backgrounds, however, vary ambagvorkforce, and it also needs to be
recognised that Australian English differs from Breéish English usually taught in German
classrooms in terminology, expressions, and style.

The differences between Australian and British Ehgkeemed to be particularly
embedded in the translation issues respondentsteepoEmployees also referred to
situations where their German counterparts empl@yeather direct communication style,
which was perceived as impolite by native-speakéiEnglish who usually include forms
of politeness in their language.

Exclusion based on a lack of (sufficient) Germargleage skills was another pattern
that emerged in Case 1. The multinational’s ethnimehuman resources management
strategy pursued in the Australian subsidiary heslilted in a rather exclusive “club” of
German nationals leading the organisation, withea imembers from other cultural
backgrounds, yet able to communicate either onnégrmediate or proficient level of
German. Respondents also raised the issue of extluisa more general sense, stating that
a lack of (sufficient) German language skills aléaothers to exercise some kind of power
in certain situations.

Respondents stated that some of the misunderstpadoh frustration resulting from
Language not good enougind Translation issuesvould eventually be solved, however,
often causing unnecessary delays and tension betiheeGerman and Australian offices.
Delays were said to, at times, affect customesfatiion. Particularly problematic in Case
1 is the exclusion employees experience in reldmolanguage, imposing a major barrier
for them to become part of the top management t&anovercome this barrier, employees

would have to commence learning German years befag sought to apply for a top
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management role. Bearing in mind the fluctuationnyn@ontemporary organisations
currently experience, there is limited room for fative speakers of German to achieve

such career aspirations in Case 1.

Case 2: Language as a Source of Friction

The picture that emerged from the interviews widgmmbers of staff from Case 2 was
one of friction between German headquarters andidialy in Australia. The majority of
intercultural challenges associated with languageeviound to be deeply embedded in the
headquarters-subsidiary relationship. Language lgnad with other parties, such as
colleagues in the Sydney office, customers androgix¢ernal stakeholders were only
marginally mentioned.

The following table (Table 12) provides an overviefnthe In Vivo Codes applied to
the interview transcripts from Casel2zanslation issueandExercise of powewere chosen
as most suitable subcategories for the organisaficodes.
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Subcategory 2B: Translation issues

Code Name| In Vivo Codes | Raw Interview Data
Code 2B.1 | “Lostin “It is challenging, especially with the languageriza
translation” between Australians and Germans from the parent
company. At times, we lose a lot of time, just for
communication break-down. [...] We send an email to
Germany and it is lost in translation in the tome #he
text and they might think you are asking a certain
qguestion, they reply with a completely differensaer.
It slows down work, duplicates, and causes delays.”
Code 2B.2 | “Incorrect “If you don’'t understand the nuances of the langusgu
English may | might interpret things very differently, they mageuthe
become incorrect English word and it may become very
offensive” offensive.”
Code 2B.3
Subcategory 2C: Exercise of power
Code Name| In Vivo Codes | Raw Interview Data
Code 2C.1 | “Understood | “Just recently, | sent an email to Germany about
my email and | something from marketing and | got a response in
wrote back in | German. A colleague here in the office had to edast
German” for me. They did not write back in English, | meam
understood my email and he wrote back to me in @arm
a huge email in German.”
Code 2C.2 | “You become | “Because when they are here, they all speak in @erm
sceptical” Sometimes you think “What the hell are they talking
about? Are they talking about me or the businegsfl
then they talk in German and they stop and oneopers
will talk to you in English. You become sceptical.”
Code 2C.3

Table 12: Case 2 — First and Second Cycle Codingnguage

Respondents in the Sydney office reported of mawgasions where emalil

communication offended recipients because the rasanicEnglish language were not fully

understood by their German counterparts. Tone anglwords often differed from what

respondents thought would be appropriate in a Bpecontext. Even though most

interviewees in the subsidiary had worked for ttgaaisation for many years, and also been
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in frequent contact with the German headquarterserging tones and other language
nuances continued to represent a major interclichilenge.

Most problematic in this finding is the impact laragie allegedly has on performance.
Respondents stated that translations issues oftew “down work, duplicate, and cause
delays”, with time zone differences adding to tssaktisfaction of various stakeholders in
Australia. It was mentioned that local custometsrotomplained about extended waiting
times for responses. There is also the dangetites¢ delays impact on the image associated
with a supplier from Germany.

A dominant theme in the interviews with staff fréuastralia was the inherent power
of language. Whilst language primarily served aseans of power in relation to access to
top management positions in Case 1, respondents €ase 2 were confronted with
exercises of power through language on a more esiatsis that affected much of their
everyday work. More specifically, it was statedttballeagues from the parent company at
times elected to write emails in German, knowirgg the recipient of their email would not
understand. English is the corporate language si¢h&sorganisation on a global level, to
the extent that employees are allowed to refusesponse in case another language than
English is used. None of the respondents, howeagangred written communication in
German because they relied on the informationefatstthey either responded back to the
sender or asked their German-speaking colleagué¢keirSydney office for assistance.
Operating manuals and other technical documentatiene also occasionally received in
German from their colleagues in the headquartergh \&hly three employees in the
Australian subsidiary being proficient in Germangdahe rest of staff having either no or
limited German language abilities, the languagélehge becomes evident.

To the question whether the headquarters prepa@dmkentation for marketing, sales
and service in English, interviewees from Case@ that they would. In other words, when
operating manuals and other documents, which aengal parts of each product for sale in
Australia are being sent in German, it is the peasahoice. The motivation behind such
behaviour remains unclear, but empirical data eugis that language serves as a means of
creating power relationships. Such behaviour isceamng because it not only creates
friction in the headquarters-subsidiary relatiopsbut also leads to duplication of work and

delays, which, in turn impacts on customer satt&facand business performance.
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The way in which language serves as a means ofrgowviee headquarters-subsidiary
relationship is further visible in the experienaggerviewees made on the occasion of visits
from the headquarters. Their German colleaguetbtalspeak German among themselves
when in a group where not everyone was able tavolthe conversation, which left
employees from the subsidiary with a somewhat megiame of mind.

Case 3: Language Choice and Team Spirit

Language also impacted on respondents from CasecBntrast to the previous two
organisations, the subsidiary-headquarters relstiipnwas not affected by the language
challenge. Table 13 is an extract from the codind eategorising undertaken based on
interview transcripts. Language skills and transtaissues were not found to impact on
respondents. Instealxclusionwas the only subcategory of the language challehge

emerged from the interviews.

Subcategory 3C: Exclusion

Code Name| In Vivo Codes | Raw Interview Data

Code 3C.1 | “Speaking “You enter the kitchen and they speak Chinese. afeu
Chinese makes | in an office in Australia, speak English. It makeisers
others uncomfortable because they don’t understand.”

uncomfortable”

Code 3C.2 | “Do you have | “If visitors come, they speak English, but if thene in
something to sa) a hassle they speak German. No big deal, | am tased
about me” that. But it is annoying when those working withie
company start speaking in another language. If #iey
visitors to the country, they are going to speakn@.
That’'s only natural. But if you work in Sydney im
office and you start speaking in a different larggi
than English; that can get a bit annoying. Yousiiteng
in a work environment, speak English. “Why do you

need to speak in that language? Do you have tq say
something about me?” It can become a bit upsetting.

D W

Code 3C.3

Table 13: Case 3 — First and Second Cycle Codingnguage
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Similar to Case 1 and Case 2, emails were regutadgived in German from the
overseas parent company. In contrast to the ofNwptganisations, respondents from Case
3 were rather forgiving in relation to such behavidNone of the interviewees saw it as
problematic when visitors from the overseas headeisaspoke German among themselves
when in a group of non-native speakers: “We jusglaas we don’t understand.” One

respondent explained the way she handled commioncat German in detail:

“There are sometimes emails in German, but therebonly here translates it. |
have noticed there are different ways of talkinghis company. Please respond
back over night or something like that. A little bf getting used to, but after a
while you understand how they are talking. [...ljust the way they speak and
once | interpret what they say, it is pretty mulbh same thing over and over
again. [...] Listen to what they say, because witglish when you speak it every
day you just talk and don’t think twice. But witlkeqple for whom it is not their
first language, for them it is very difficult toying to get their words out, but it's
like getting them to understand as well. In thé cahtre, | did get calls from old
people, people who can’t speak English properlg,tais is on the telephone and
everybody has got one so | have spoken to every ¢fperson possible, and
they are angry as well, so | think it teaches yoadtively listen and build rapport

with them.”

Subsidiary staff was, however, less forgiving witkeir colleagues in the Sydney
office spoke languages other than English. Respuadelt “uncomfortable” when they
entered a room where team members were havingweisation in a language they did not
understand, and were “annoyed” when colleaguesedi into their mother tongue in the
office. Such behaviour irritated respondents inagy that conversations in other languages

than English made them feel as if their colleaguese saying something about them.
As a concluding remark, it can be said that issseciated with language are likely

to persist. Colleagues from the German headquanidreot be able to acquire a mother

tongue level of Australian English so that transla issues can be avoided. When the
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corporate language across the multinational cotorés English, employees nevertheless
need to possess an adequate level of language skiltommunicate effectively and
appropriately with staff from the Australian subarg. It is, however, impossible for any
organisation to influence the language abilitiesudtomers and other external partners.

Coding outcomes further illustrate in how far regaty instruments can fail to ensure
mindful communication and equal opportunities ie thorkplace. Even though the three
organisations maintain a Code of Conduct and atbwgrorate policies in relation to cultural
diversity, in two out of the three organisationsden investigation, employees face
inequalities: In Case 1, German language profigieaqupears to be a door opener to top
management positions, and in Case 2, subsidiafy etgperiences subtle forms of
discrimination through exposure to communicatioGgrman.

In all of the three company cases, language acéssagnifier of national or cultural
identity and serves to form in-groups and out-gsouyhether or not people employ
language for these purposes intentionally or rathdsconsciously remains somewhat
unclear. There are indicators for purposeful betavisuch as promoting candidates from a
German linguistic background for top positions, a@mmunication in German with
colleagues who do not possess such language ability

A rather controversial topic is an “English-onlydly. Corporate policies defining
English as the only language to be spoken in thkplace have been in the media attention
over the last years. An Australian supplier of mgaimplants, based in Sydney’s North
Ryde, demanded their culturally diverse staff te &nglish only during working hours
(West, 2007). The complaint lodged by one emplayas subject of a newspaper article in
the Brisbane Time®ecause the organisation announced to cut emdogekaries in case
they used another language than English at worle Efual Opportunity Tribunal of
Western Australia recently decided that a requirgrteespeak English in the workplace was
not direct or indirect discrimination on the grosnof race when employees are able to
communicate in the corporate language of Englistlis(E2 Cronin, 2013). Two
complainants alleged that their employer had shdwseriminative behaviour on the ground
of their race, instructing them not to speak Thdhie workplace. Thai was the complainants’
mother tongue and the language they usually coastessth each other in the workplace.
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What is perceived as creating discomfort by outigronembers may be perceived as
discrimination against culture by in-group members.

In light of the above experiences employees froentkinee subsidiaries had made in
relation to language, it becomes more understaedaby approximately thirty per cent of
survey respondents in each of the three organisastated to prefer working with people
from their own cultural and/or linguistic backgrau(Question 4). Even though they may
enjoy working across cultures, there is less p@kfdar misunderstanding when working
with people from their own linguistic backgroundpecially in the workplace, people have
a deep need to feel competent. Not understandirag @thers say, may it be language-wise
or in any other area, will be a rather uncomfordbkling for most.

The above coding outcomes from the three compasgscevere merged, and final
subcategories established. Since the importaneadi subcategory differed from case to
case, a ranking (Adopted from Stake, 2006) wasided. “High importance” means that a
particular subcategory was an important aspecthef language challenge. “Middling
importance” means that the subcategory was lessriamt, but still affected respondents to
a certain degree. “Low importance” indicates thatasticular subcategory was an either
unimportant aspect of the language challenge, ornmentioned. The researcher’'s own

interpretation of events has also influenced tin&ireg outcome.

Category: Language

Subcategory A: Insufficient language skills M L L
Subcategory B: Translation issues M H L
Subcategory C: Inherent power of language H H M

H = high importance; M = middling importance; Lew importance

Table 14: Merged Findings — Importance of Langua@hallenge based on Interview
Responses
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The analysis of interview data confirms Harzing &delko’'s (2014, p. 696)
conclusion that “language differences can be agsrihreat to the successful management
of human resources” and Neal's (1998) argument lHirajuage problems present a main
source of frustration, dissatisfaction and frictiomultinational corporations. Data analysis
also provided further evidence for the power thwke possess certain language skills can
assert over those who don’t (Neely et al., 201Zjéwski, 2011; Jameson, 2007; Vaara et
al., 2005). As such, this research urges to ingatpolanguage in the management of

German multinational corporations in Australia, sdentially beyond.

6.1.2. Corporate Environment
The corporate environment evolved as another kajlestge in working with people

from different cultural and/or linguistic backgraisin Case 1 and Case 2.

Case 1: The Ethnocentric Struggle

The following table (Table 15) offers an overview initial In Vivo Codes and
categorising outcomesJnsatisfactory adaptation to local conditiomsd Processes and
procedureswere chosen as the most suitable subcategoridbdarorporate environment
challenge in Case 1.:
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Subcategory 1D: Unsatisfactory adaptation to locainditions

Code Name

In Vivo Codes

Raw Interview Data

Code 1D.1

“All we rely on
is a predictable
failure”

“We have dealt with things in this market in Austta

for so long, we can serve the market from herevem
are not relying on Germany, all we rely on is
predictable failure. And our customer feedbacktiow
decades was [...] is fine as long as you buy what
wants you to buy.”

—
e

Code 1D.2

“Not possible to
implement”

“There was this corporate strategy group
headquarters and this group puts out strategiethé&
countries and there is a strategy for Australiag
everyone is like ‘How did they do that?’, and thbis
person who was delegated down here came with
pack here, saying we have got a strategy for Alist]
[...] and then they get here and start understanaiveg
is actually going on. Maybe that strategy is natgdlole
to implement, because of various different reguia

in

=

an

that
ra

(0]

decisions or whatever it may be or the staff weehav

got.”

Code 1D.3

Subcategory 1E: Processes and procedures

Code Name

In Vivo Codes

Raw Interview Data

Code 1E.1

“Guideline of
how we sell
things”

“They have this guideline of how we sell thingseria

is a certain timeframe, each week, each monthtaine

manager is around to sign off on things. If | wasng
to give a client something in eight weeks’ timéave
to work backwards and see when the various slets

-

ar

Code 1E.2

“Non-binding”

“A customer says ‘Can you give me a budget ideanqr

indication?’ | go ‘Yes, but it is non-binding. | caive
you some ideas to help you with your board, but
won't get the binding offer on this day. You cangihe
pope; it is not going to change.’ [...] We as salesple

you

have to work with our customers and don’t give them

false expectations and | think that's where theeass
sometimes, ‘Well, | give it to you in four weeka you
don't, tell them the truth.”

Code 1E.3

Table 15: Case 1 — First and Second Cycle Codingrgibrate Environment
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The corporate environment affected respondents €ase 1 in a way that they found
the parent company in Germany to lack adequateidenagion of local circumstances in
Australia, both on a manufacturing and managenerl.| Even though the subsidiary is
empowered to undertake product modifications to tnmestomer requirements, they
continue to rely on the German headquarters ingerfthe actual supply of products and
related parts. For a long time, customers in Aliatraere expected to purchase what the
headquarters manufactured, with no consideratidooad circumstances. Climate and other
environmental factors require systems to performaispecific way. Even though the
subsidiary experiences more independence todaypomdents stated that the parent
company’s ethnocentric approach still creates minghtration among stakeholders in
Australia.

Ethnocentrism also affects the subsidiary in refatio management. The parent
company allegedly formulates some of the key ggrasefor Australia without any detailed
knowledge of the local market and business asp&ush approach was viewed as
challenging in a way that respondents felt exclufileth key decision-making processes,
and overshadowed by corporate culture from Germiamyas mentioned that the strategies
developed by the parent company hardly ever worke#lustralia, yet the headquarters
continues to transfer much of their perspectivéeheosubsidiary. Progress in moving away
from the headquarters’ ethnocentric managemenbappmwas described as a slow progress.

An executive manager from the subsidiary explathedstruggle as follows:

“We are talking about key positions, so we hadHead of [...] and Head of
[...], these two positions when | was coming in, tiseyd that we had delegates
coming in from Germany for these two positionsnéew things would change
and things changed when these two managers canmrenn Germany, but
unfortunately it didn't work so it's been less thanyear, neither of the
assignments worked and particularly in that Heald.dfrole, that was basically
the second implant of German colleagues in tha aold didn’'t work the first
time, it didn’t work the second time, so what wedagone to now is we have an
Australian, a guy who has been in the organisdiorfifteen years, who has

taken on that position and | think that is seea igood light now that we have
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got someone who is local, who knows the local oiggdion and who is locally
invested in the organisation because what peopkn ahink that a lot of
delegates might come for a one or two year penatithat they want to change

everything during that time and they don’t wanirteest anything in here.”

Tight processes and procedures also shape mubhk obtporate environment in Case
1. Respondents reported that they found strictssgigdelines, specific timeframes for
signatures to be collected, and long waiting tifieesnformation from the headquarters as
particularly challenging. The problem here was tihgpact respondents saw their
performance. One respondent explained that in syithe senior role he held in the
organisation, he relied on information from theguarcompany before he could confirm
delivery dates and price indications. To add tofthstration, the interviewee said it would
often take a few days until a binding response ftbenparent company was received and
could be forwarded to the customer. There was aenlying tone of counter-productivity,
and dissatisfaction created by such processesraodagures.

It needs to be taken into consideration that Casepfiesents a large multinational
corporation, thus being highly restricted in thidexibility solely based on company size,
and the complex matrix structure worldwide. Nevelglss, when structure impacts on end

customer satisfaction, there needs to be somedfindmpromise to be established.

Case 2: Mindful Communication Challenged

The corporate environment also affected respondiemtsCase 2. The following table
(Table 16) provides an overview of the interculturhallenges related to the corporate
environment as identified in Case 2. Subcategodkesen includeUnsatisfactory

adaptation to local conditionandDouble verifications
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Subcategory 2D: Unsatisfactory adaptation to locainditions

Code Name

In Vivo Codes

Raw Interview Data

Code 2D.1

“No idea”

“They have no idea what is going on in Australmitl

because they are arrogant, not stupid, but arrcayzoht

know better?”

Code 2D.2

“Heavily relying
on German is a
major struggle”

“We heavily rely on Germany in terms of prodt
adjustment and how to handle spare parts, butat
major struggle.”

uct
S

Code 2D.3

Subcategory 2E: Double verifications

Code Name

In Vivo Codes

Raw Interview Data

Code 2E.1

“Slowly wears
down”

“We have policies, procedures that are meant tfmb
a large company, but they don’t recognise that [n.
Australia is a small company. If | want to senduatg
to a customer, | have to have three people chedking
have to sign, and actually physically sign as opdds
an email or whatever. In the previous company
approval limit was a million dollars. | would write
purchase order and write the approval myself. Andl
was an engineer they said you are a professiorth
they give you the responsibility. Here they asst
everything needs to be double checked and t
checked. It just slowly wears down. [...] It consun
time because you need to have actual signaturel
Then they respond when they want in their slow
arrogant German way.”

D

[—

my

a
an
ime
riple
nes

[...

an

Code 2E.2

“Double
calculations”

“Germany is more conservative, and here it is m
‘Yeah, it will be all right, we try it.” And Germawant
to verify everything, do double calculations, tokm:
sure it works.”

ore

574

Code 2E.3

Table 16: Case 2 — First and Second Cycle Codingrgdrate Environment

The corporate environment impacts on respondeoits €ase 2 in a similar way as in

Case 1. The subsidiary relies on the parent comfiangourcing products and parts, and

struggles with the formalities imposed on them. Wlamaspondents viewed the parent
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company as not fully understanding local marketumegnents, both in product and
management terms.

Much of the frustration that was visible in theeintiews with employees from the
Australian subsidiary stemmed from the inflexilyilithey encountered. Respondents
mentioned that the headquarters imposed struoturése subsidiary that were designed for
a large organisation, but failed to recognise tmands of a company with only sixty-two
staff in the Sydney office at the time of this @®h. Interviews were largely shaped by the
desire for the subsidiary to become more indepdral@mhmove away from their strong ties
with the parent company.

Many cultural stereotypes persisted in Case 2,glynin relation to German culture.
Respondents described Germany as “more conservatidestated that “Germans want to
verify everything”. Stronger stereotypes with a ai@ge connotation were “slow and
arrogant” to describe colleagues from the Germattpearters. Varner (2000) describes a
cultural stereotype as “a widely held, generaliaed simplified conception or image of a
specific group of people.” Such stereotypes areegpdead in society and most people have
a simplified image of national cultures. Adler (20@nd Fang (2005) suggest that cultural
stereotypes often serve as a starting point abdtural behaviour in that it offers basic
background knowledge on the potential impact ofomai culture.

Interviewees in this study hardly relied on cult@tareotypes in the above sense. They
generalised based on their own experiences andjaraéted people according to their
national background. Relying on cultural stereosyp®wever, not only fails to capture the
paradox (Osland & Bird, 2000), but also ignoresifamental changes in society. In his book
The Newdapan — Debunking Seven Cultural Stereotydessumoto (2002) discusses the
most common cultural stereotypes of Japanese eulind the problems they impose when
interacting with a society that is confronted wethift between the older, more traditional
generation and the younger, more Western oriengé@@rgtion. Thus, while sophisticated
stereotypes can serve to initially point out diéfeces between cultures, generalisations are
rather static, failing to consider changes oveetiirauring, 2009).

From an international business perspective, culgieseotypes are also problematic.
Sgderberg & Holden (2002) conclude that generabisatn relation to culture do not offer

sufficient understanding of business contexts. €4au(2007) warns that generalisations
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prevent people from unfolding the potential synesgor new understandings that can
emerge from encounters; reminding of Bhaba'’s (ithBdord, 1990}hird space The other
problem associated with cultural stereotypes inwlekplace is its potentially negative
impact on business. In her research about subgsliaf Danish multinational corporations
in Japan, Clausen (2010, p. 64) found that “stgpoal business practices have indeed
created management challenges.”

The above results were merged and final subcategyestablishedEthnocentrisnand
Bureaucracy As in the case with the language challenge, kimgn(Adopted from Stake,

2006) was included to visualise how important ezatlegory was in each subsidiary.

Category: Corporate Environment

Subcategory A: Ethnocentrism H H L

Subcategory B: Bureaucracy H H L

H = high importance; M = middling importance; Lew importance

Table 17: Merged Findings — Importance of Corporavironment Challenge based

on Interview Responses

6.1.3. Humour

Whilst language represents the most impacting caterral challenge in all three
subsidiaries under investigation, and the corpoesigronment imposes another major
barrier to effective and appropriate communica@enoss cultures in Case 1 and Case 2,
humour emerged as an aspect in working in the Ge#wetralian context that is too weak
to be classified as a real challenge. Humour agpesaa phenomenon in Case 1 and Case 2
that accompanied most respondents when they fiosked with people from a German,
respectively Australian background. Humour ofteruseasl surprise and, at times,
misunderstanding. The main reason for not labehimgiour as @&hallengein this research
is the very fact that respondents understood tfiereint nuances of humour after a short

period of exposure. In stark contrast to languagkthe corporate environment, humour did
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not represent an ongoing struggle. Neverthelessintportant to address humour in a study
that investigates what intercultural competence neean working for a German
multinational corporation in Australia to complete picture of differences likely to cause
(initial) misunderstanding.

In the literature, humour is generally viewed as aspect of transcultural
communication which should be handled with caréhwequent references to the difficulty
of transporting humour across national or cultii@indaries (Axtell, 1993, Lewis, 1999).
National preferences for styles of humour and wihery are used have been subject to less
recent research, such as Mulholland (1997, p. WI8) investigated the differences in
humour between people from an Australian and wAlgan background, and states that
“joking, teasing or leg-pulling between Australiandusiness interactions can make Asians
very uncomfortable”. Humour has become an integaal of material published in relation
to business etiquette, advising those in contatt winfamiliar cultures to consider this
aspect in their work (See Martin & Chaney’s (20b2pk Global Business Etiquette — A
Guide to International Communication and Custpms

There seems little doubt that the use of humouwerbal communication is a
phenomenon that all languages and cultures hawnmmon. How humour is used in
business contexts and the potential for failuleedrs is less clear, and while there is some
research-based evidence to suggest that it may tsswe in intercultural business contexts,
there is limited empirical data (Rogersen-Reved)?). Research that has been conducted
about humour in international business contextgasitg that humour can fulfil a wide range
of functions in discourse (See Hay, 2000, Ervippr& Lampert, 1992), but its key role is
often viewed as showing solidarity and creatingoaifpve self-image, by entertaining an
audience and expressing a shared idea of whatig/filRogersen-Revell, 2007).

In the interviews with employees from Case 1 respots found that there were
differences in humour between Germans and Austalid respondent who described
himself as coming from Australia encountered huntoure an interesting aspect of culture,
and stated that even though the two styles diffarelteagues from both backgrounds would
work together well.
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“The Germans take a lot of pride in their work amalild not make fun of each
other so easily, so there is a different transtegilbout what is humorous, the type
of work they are doing. So there is the seriouswésbe Germans about their
work and the focus to get their work done. Ausgiesld make jokes, laughing
about each other when making mistakes, are matebkik, have a dig at each
other, but both get the job done, it is just infatént ways. They work well
together though.”

Similarly, a respondent from the United Kingdomioed the differences between
styles of humour. He described his own and Austnahumour as “sarcastic”, a notion
Germans often fail to understand and take perspnidit emphasised that such lack of
understanding occurred even when Germans weret ilu@&mglish. Rather is it the tone and

humour employed in the language.

“Germans do speak English very well, but oftenAhstralians are sarcastic, and
the Germans usually aren’t, so they miss that cetaly. My wife is German
and if | am sarcastic to her, she doesn't get ftigs straight over her head. So
when Australians write something sarcastic to Gesnd might be completely
misunderstood. Those things can really be avoiflgdu are aware of it, if you
understand the cultural differences you see imntelgiavhat is going wrong.
People can take it personally, because it can ive gasty, but it isn’t meant that
way. It is just a joke.”

Bell & Attardo (2010) state that humour and languagve moved into the research
focus of applied linguists. In their study abowuiss in non-native speakers’ understanding
of humour in the United States, the authors corelimt it is important for non-native
speakers “to interact with native-like skill in tdemain of humour” (Bell & Attardo, 2010,

p. 442) to become part of the group.

A respondent from Germany reported of an experiancehich diverging work

practices were handled with a response that waghsda be humorous by his Australian

colleague. The situation the interviewee refercedas a customer meeting both attended.
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“Sometimes you really try to be serious and thamesmne comes and makes a
joke. It sometimes creates tension. [...] For exampie go for a meeting, my
Australian colleague and myself and | ask ‘Do wech® prepare something?’
and he goes ‘No, you don’t need to do anythingjusego there, sit down and
take notes.” So we go to the meeting and all oat idden he starts talking and
giving a presentation and | go ‘Hang on a secoedphld me we don’t need to
do anything’ so | had nothing prepared. Did he ekpee to give a presentation,
now he is giving a presentation by himself? Why? Are going to a sales
meeting, a customer meeting? What is it then? He'tdiell me before. After the
meeting he laughed and said ‘I thought you knowtwhaean.”

To the question how he felt during the meeting ualttwe response from his Australian

colleague and in how far this experiences had ingolaon him, the respondent said:

“I was uncomfortable in the beginning because yamtwo be professional, or
at least perceived as professional and you wamtalke a good impression when
you go to a customer the first time. | have to dpown thing and that was a

lesson learnt.”

The response further strengthens the assumptivpribi@ssionalism and competence
are central themes in the discussion around conuation in a culturally diverse work
environment. Culture has the power to create fgelof incompetence, which can, in turn,
affect the self-concept.

Bell & Attardo (2010, p. 426) state that “theresgivirtually no literature on failed
humour.” Failed humour refers to “any instance pdexch production in a communicative
setting in which any of the participants fails ttine the (potential) perlocutionary intention
to amuse [...] or fails to process the text/situaiiosuch a way as to be able to access the
information whereby one of the other participardasiders the situation [...] funny” (Bell
& Attardo, 2010, pp. 426-427). The above examptaahthat the humour employed by the
Australian colleague did not translate into themggisoutcome. Failed humour is difficult to

capture because there is no usual marker as aoreaatit. Reactions to humour usually
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include laughter, a visible response that the tiwerto be humorous has been successful.
This not being the case with failed humour, mayeers a plausible explanation for the
limited research on the topic (Bell & Attardo, 2010

Differences in humour were also noticed by empleykeem Case 2. The following
extracts from interviews illustrate that humour wassble in the workplace, yet not creating

any challenges that were found to impact on theviddal.

“It is interesting, you know, just today | heard [ from Germany talking about
speaking to Germany on Friday and then [...] said, ‘®Whs that nice for you?”’
Obviously that was sarcastic, completely didn’tigetr carried on going, which

is fine. He didn’t see the sarcasm at all.”

One respondent who also described himself as cofrong Australia elaborated on
the pride he believed Germans take in their woekyiag as an explanation for him that

humour may not be part of business as it is the cafustralia.

“Germans are very hard and accurate and very camtfid here is no grey area
in their knowledge. If they don’t know it, they woralk about it. [...] Germans
are experts in that area, and that’s like a wédlebmachine, that works really

well, but outside their expertise, they won't tedk much about it.”

Even though Mulholland’s (1997) depiction of Austata humour as “joking, teasing
or leg-pulling” continues to explain some of théfatiences between Australia and other
nations, it seems important to take the culturaliyerse make-up of society into
consideration. What constitutes Australianin the 22! century? Multiple cultural identities
shape the nation. New residents and citizens meegporated their humour into society and
created third spaces. The same applies to Germsirgy @ation that is, like Australia,
characterised by cultural diversity. Interestingly,Case 1 and Case 2 stereotypes shape
much of the notion of humour. Respondents refaiweédustralian humour” and “German
humour” which has its validity because culturafetiénces continue to persist even though

national boundaries have become increasingly porous
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The differences in humour brought to attentiorhim ¢ourse of this study have limited
impact on work relationships. In one case, teamwak initially threatened because the
perception of what is humorous and what is noed#fl between people. There may be the
danger that those who feel offended lose comfoth iheir peers, and not share their
challenges at work with them in order to avoid ermdmssment in public. In this study,

however, all initial issues were solved shortheathe event.

6.2. Intercultural Competence

This section establishes the groundBailding meaningful relationship® be most
important to what intercultural competence meanwanking for a German multinational
corporation in Australia. In spite of the interculil challenges respondents from the
Australian subsidiaries saw themselves confrontig, wnany of them had been with their
employer for a long time, and in most cases gasasfaction and joy out of their role.
Some of the challenges were arduous in nature, asithe constant battle with insufficient
English language skills in a workplace where Einglis the corporate language. Other
challenges related to mindful communication in tewhreciprocal respect, with some kind
of discriminative behaviour involved; among thoke allegations that “Anglos” would be
“preferred”, inappropriate comments be made abaligion, and top management positions
primarily be reserved for German nationals or thaedicient in German language.

There is an extensive body of research that ibtss the adverse consequences of
discriminative behaviour in the workplace. Domin#mmes include the impact on health
(See Pavalko et al., 2003) and the increaseditell for employees to resign (See Deitch
et al., 2003; Shields & Price, 2002). These studresmperative for further increasing our
awareness and knowledge of the impact discrimiadd@haviour can have on the individual,
the team, and also the larger organisation. ThayHawever, to inform us how many
employees manage to maintain their health, andthey stay with the organisation.

Change is desirable, and organisations need toreggonsibility for some of the
intercultural challenges that persist in the woakgl. At the same time, employees develop
their own strategies to work effectively and appraely across cultures. Building

meaningful relationships with people from differendtural and/or linguistic backgrounds
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evolved as central to intercultural competence, laglds us to understand in how far some

of the intercultural challenges are being managed.

6.2.1. Dimensions and Components

To gain an initial understanding of interculturangpetence in respondents’ own
words, survey participants were asked “What dothowk is the key to successfully working
successfully with people from other cultural anditleguistic backgrounds?” (Question 17).
Based on the most important In Vivo Codes, fouegaties were developedttitude
Knowledge and skil)]8ehaviour and theCorporate environmer(fTable 18).

Categoriesandsubcategoriesre terms employed in the analysis of qualitatia&a
(See Saldana, 2013 and Charmaz, 2006). Since uitterd competence research usually
refers tocomponentf the concept, categories were transformed intoedsions, and

subcategories into components.

Dimension In Vivo Codes

Attitude “Respect” “Respect” “Respect”
“Open mind” “Be open” “Willingness to learn”
“Willing to collaborate” “Interest in their culture”

Knowledge “Empathise” “Be understanding” “Empathy”

and skills “Listening” “Listen” “Knowledge”
“Awareness of difference”| “Observing” “Speaking a language”
“Norms and practices” “Foreign language skills”

“Work in other countries”
“Foreign languages”

Behaviour “Patience” “Patience” “Patience”
“Communication” “Communication” “Communication”
“Networking in person” “Paraphrasing” “Be friendly”

“Consider them as friends
“Speak clearly and slowly’
“Understood completely”

Corporate “Language support” “Friendly environment” -
environment | “|nclusion”

“Not forcing practices”

Table 18: Working successfully across Cultures inr8ey Participants own Words
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A ranking reflects the importance of the four dimiensAttitude Knowledge and

skills, Behaviour and theCorporate environmenh each case (Adopted from Stake, 2006).

Dimension: Attitude

Dimension: Knowledge and skills

Dimension: Behaviour

Z|lxT|xT|T
r|T|Z|I
r| T || I

Dimension: Corporate environment

H = high importance; M = middling importance; Lew importance

Table 19: Importance of Dimensions for Working suessfully across Cultures

based on Survey Responses

Across the three subsidiaries, “patience” was noeeti with the highest frequency,
followed by “respect”, and then “communication”. Mation (“willingness to collaborate”,
“Interest in their culture”, and “willingness to dma”), empathy (“empathise”, “be
understanding”, and “empathy”), as well as langudtiereign languages”, “foreign
language skills”, and “speaking a language”) alsocuored as responses with a high
frequency in all three organisations. Intercultweaperience (“Work in other countries”),
however, was mentioned by respondents in Case \, antl the dimensioCorporate
environmentwas not viewed as central to working successfulthr people from different
cultural and/or linguistic backgrounds in Case 3eTresearcher added the codes
“Networking in person” and “Consider them as frishtb the note made during the analysis
of intercultural challenges, where the code “Som#tgration” stood out. “Networking in
person” and “Consider them as friends” also sugtpedtbuilding meaningful relationships
play a role in intercultural competence.

In the next step of data analysis, interview trapss were coded to obtain a more
detailed picture of what intercultural competenceams in working for a German
multinational corporation in Australia. As for tlamalysis of intercultural challenges, In

Vivo Codes were applied to raw interview data istfcycle coding. Based on a list of initial
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codes, Focused Coding was employed as a secone-cgding method to develop
dimensions and their components from the most fstgnit codesAttitude Knowledge and
skills, Behaviour and theCorporate environmergmerged as the four key dimensions, thus,
confirming coding outcomes of survey responsefieéaguestion “What do you think is the
key to successfully working successfully with peofsbm other cultural and/or linguistic
backgrounds?” (Question 17).

Since the aim of this research is to identify wim&rcultural competence means in
working for German multinational corporations in gd@lia, and as such, to establish a
tendency across the participating organisatiohgfactual generalisation), the focus here
is on merged findings, rather than presenting au&soon a case-by-case basis.

Attitude Dimension

Respect for cultural differences, Openness towacd$iural differences,the
Motivation to learn about cultureand theMotivation to work togethezomprise the single
components of théttitude dimension. Respondents found that “respecting edlolr’'s
background” is pivotal in working effectively ang@opriately across cultures, and stated
that “it was very interesting to work with [certgo@ople] and there was a lot of respect.”
Data suggests th&@penness towards cultural differencaso is an important attitude for
collaboration with people from different culturahddor linguistic backgrounds. One
respondent emphasised that she had “worked in octirapanies before and people were
hired because of a cultural fit, but they were moti®o reserved and not open to new things.”

Interviewees mentioned motivation both in termghef Motivation to learn about
cultures and also théviotivation to work togetherAn interest in people from different
backgrounds was subject to the response of a mgiogee from the United Kingdom: “I
always wanted to get out and meet the people.” ®timeluded the work context in their
response: “I have always enjoyed it [cultural dewsy, that's why | decided to work
overseas, it is exciting.” One interviewee saidwwaild find it particularly interesting “to
see how other people are and how we can work tegéthhe four components éfttitude

were mentioned with a similar frequency acrosslinee organisations.
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Knowledge and Skills Dimension

Empathy Listening skills Observation skills Awareness of cultural differences
Culture-specific knowledgéntercultural experienceandForeign language skillare those
components identified in the dimensionkKriowledge and skill&oreign language skills
stand out in this dimension as they were mentiomd the highest frequency across the
three participating organisations, followed loyercultural experienceWhen respondents
were asked how important they would find languagearking with other cultures, the large
majority said they would find language to be catid-or one respondent, German language
skills were particularly important in working for@erman multinational corporation, even
though English was the corporate language: “I titir’kimportant to learn the local language
as much as you can. If you don't speak the langyagewill always be on the sidelines.”
Another respondent found foreign language skillspeat beginners’ level, as “an immediate
ice breaker”. He elaborated: “If you learn a langgi& shows interest, and for learners of
English, well, a lot of times you learn Englishrgla Aussie slang, so it is an ice breaker. It
is a great opportunity and advantage.”

Intercultural experiencevas found to be another key component of intencait
competence in the interviews. Many responses whepexl by the extensive travel
employees had undertaken in the course of thasitboth work-wise and also in terms of
holidays and the international student experieeen asked why intercultural experience
would be so important, one respondent explainddt Was looking for someone [a new
candidate], that person had done travelling. Méshy colleagues have spent a lot of time
travelling. By having that type of person joinirtigey have already been out there and have
that sort of experience, working in different caieg, whereas someone who has always
worked in the UK, always in Sweden, or always inr@any, there is the German way or the
British way of doing things, and you plunge thertoia multicultural organisation, they
would be working with blokes on the shop floor,ttheuld be different, hard to work. The
thing | have learnt with the two Australian colleag | have, young university graduates,
guys you need to go overseas, Europe or overseasderstand the world. Don't think
Australia that is it." Other interviewees explainkedw their intercultural experience had
helped them to become more aware and considerateltafal and linguistic differences,

widened their horizon, and enabled them to put sedwes in the shoes of others.
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Behaviour Dimension

Patience Effective communicationBuilding meaningful relationshipsAdjusting
language andSeeking clarificatiorare those components that constitute the dimertdion
Behaviour Patiencewas sometimes mentioned explicitly, other timededded in the
interviewee’s response. Her call-centre experieinca previous organisation helped a
respondent to be patient with non-native speakérEnglish in her current role. She
explained that adjusting the pace of one’s ownuage is critical in communication with
people from a different linguistic background: “Faes sometimes a language barrier, but
that is something you can overcome, you have taksp®wly, pretty much listen to what
they say, because with English when you speakatyestay you just talk and don’t think
twice.” Another interviewee found that adjustingdaiage to a more basic form also helps
to collaborate across cultures. In his responsenz also played a key role: “Sometimes
when you work within the logistics industry you leaa language barrier, but once you have
an understanding and speak in plain English, yduoger it. That's basically it, people
understand differently. That's primarily with temps casual people. | have seen other

people, they go ‘He is not good in English, let&t gd of him.”” Seeking clarificatiorwas
found to be important to ensure projects were mediadfectively: “And the best way is by
telling you something and then asking you what yaderstood from that because if you
don’t understand what I tell you in this small mexf information, you won’t understand the
next piece, so we will just check it.” Verbal commization skills were identified as
essential, summarised by one respondent as folf@esnmunication is key and something
everyone should develop”. Such outcome confirms ldve context culture Australia
continues to be, with verbal messages rather thancontext in which the message is
presented being important.

Building meaningful relationshipsot only emerged as the most frequently mentioned
component in the dimensionB&haviour put also across all four dimensions. Section 6.3.1.

discusses this finding in detail.
Corporate Environment Dimension

The dimension ofCorporate Environmentonsists of the componentgadership

attitude and behaviourSupport of cultural practicesProvision of foreign language
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training, andConsideration of local condition#s such, this dimension is an external factor
that impacts on our ability to act interculturatlgmpetent. Respondents saw attitude and
behaviour of those who lead the organisation asortapt to “create an inclusive work
environment”, and viewed it as essential to catepkople’s cultural requirements: “They
really need to have to time to pray when they &re h Many respondents found that their
employer should offer language training for stafith German being on the top of the list
of language they mentioned, to allow people to comcate more effectively and
appropriately with colleagues from the overseasigearters. Operating the subsidiary in
Australia according to local standards, and offigproducts that meet local market demands
were also viewed as central in intercultural corapee. (See details of the adverse
consequences of ethnocentrism in the discussiontatultural challenges, Section 6.2.2).
Consistent with previous research, the corporatr@mment acts as a facilitator to
effective and appropriate communication with peoplem different cultural and/or
linguistic backgrounds in this research (See Kupk@008)Intercultural Competence
Model for Strategic Human Resources Managejnekiost intercultural competence
research, however, is less specific in terms ofrifieence thecorporateenvironment can
have on transcultural communication. As outlinethim literature review (Chapter 2), most
of the times, host society at large, or a singbeagentative from a different background is
considered in other intercultural competence mo@&ee Fantini’'s (1995Mtercultural
Interlocutor Competence ModelGallois’ et al. (1988)Intercultural Communicative
Accommodation Modednd Imahori and Lanigan’s (198Rglational Model of Intercultural
Competence As such, the present research establishes gsair@ument for a business-
related model of intercultural competence that sakiee corporate environment into

consideration.

6.2.2. The Value of Building Meaningful Relationstps

Building meaningful relationships as the most intgaotr single component of
intercultural competence in the context of thiglgthas multiple facets. A key theme in the
interviews with staff from the subsidiaries in Awadia was that building meaningful
relationships helped respondents to overcome lirptidblems they encountered in their

work with people from different cultural and/ordinistic backgrounds. A female employee
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from Australia reported of the challenges she fagbdn she first worked with her new
manager. The two did not share the same officepantarily communicated via email with
one another. Tone and text of the new manager'siemaused much confusion for the
respondent. When both commenced sitting next th etteer, and the respondent had the
chance to get know her new manager better, an@dlkoabout the emails that caused

problems in person, the situation improved.

“Well, when my manager first started, it was reajlyte frustrating because her
emails didn’t all make sense and | sat there and/lgat does this mean? And
then it ended up being quite helpful that | was mg\and sat next to her. Then

| could just turn around and say let’s just talkuaiothis.”

One of her male colleagues from the United Kingdmmfirmed the role of building
meaningful relationships in overcoming initial irgeltural challenges, and in working
effectively and appropriately with people from difnt cultural and/or linguistic
backgrounds. The respondent had worked for then@gion in many countries, and
concluded that stereotypes often persist when tartigs have never met in person, and

never had the chance to get to know one another.

“First, it can be a challenge, when you phone andiepeople you have never
met or built a relationship with, you can make mksss. [...] Then you build a

personal rapport, a personal contact, you go outave a meal together or a
drink, you then learn about them personally angagbely and have a different
relationship. [...] You have met them, you can pietthem better. Somehow |
find if you know whom you are speaking to, it issiea and you build up a
relationship better. [...] So to travel and to medtedent people, it is that

thinking that you have to attach to the way youldogs and how you approach

things.”

The support of the organisation is important inding meaningful relationships, both

within the multinational corporation and outsidedgraphic distance between headquarters
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in Germany, subsidiaries across the world, andrasleexternal stakeholders requires the
organisation to allocate funds for travel. Thipasticularly true for the geographically rather
isolated offices in Australia. A respondent frore thnited Kingdom explained how visiting
a factory in China helped him to understand thalkigosition, and assisted him to manage

intercultural challenges better.

“We work with China at the moment; we have a fagiarChina. When we first
started talking to them on the phone it was harchterstand them and there was
one case where | was over there in the factoryhm&and | actually met the
people. Getting to know them made it a little l@isier.”

Another example was provided of how meeting in petselped to find a solution for

a problem that had impacted on the subsidiary fong time.

“I think that is a very positive one, meeting somey face-to-face and that the
company is willing to spend the money on gettinghebody out here. There
were a lot of issues for spare parts, so the gmate manager came to Australia
and spent a couple of weeks here and we took hineary night. Obviously
you can'’t take everybody here to Germany so hatiagperson here, you know,
spending a solid couple of weeks with us, sociafiywell as work. That was a

really good thing.”

Non-personal communication was also viewed as ehgilthg for a respondent from
Australia. He found building meaningful relationshito be a facilitator in solving conflict

and verifying possible stereotypes that may haeld@ed over time.

“Face-to-face it gets sorted pretty quickly, if yeark together for a few days or
weeks you get to know the other person, but & from a phone conversation,
you haven’t met the person, | think that makesarder if that phrasing is used,

probably from both sides and you are not able tdetstand where they are
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coming from so things may not get sorted out anditens may be created or bad

impressions.”

Correcting cultural stereotypes was also subjeti@fesponse given by another male
respondent from Australia.

“Conversations we have while making a coffee inlifle kitchen at the end of
the floor. During these conversations | am learmiage German words from my
German colleagues and we have so much fun. It gnesthe impression that not
all Germans are that strict workaholics.”

In one specific case, the meaningful relationshgpntained with a direct manager was

stated to be the main reason for the respondestayowith the organisation.

“I mean | like the organisation, | am quite prowdvwiork for them. We have a
few issues at the moment, but that's the way &nd | guess one of the main

reasons for staying is the relationship | have wthdirect management.”

Some respondents had developed meaningful relaimnsvith people from other
cultural and/or linguistic backgrounds in previaates, and continued to maintain these
relationships. In these cases, connections haeduimto friendship, largely shaping the
international experience. When asked to descriperson he worked or had worked with
very well in the past, a male respondent from thetddl Kingdom elaborated on the

friendship he had developed in his previous jothwite of his Sikh work colleagues.

“When | was at [...], there was a guy called [...],w&s a Sikh, Australian now
and | first met him when | came here in 1998. Heveubhere in 1994 or 1995
and we worked together for the best part of nirergjedifferent projects and he
worked with me on different things the whole tinké&e became a very good
friend, | found him fascinating because of hisdngtand culture. He got me into
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understanding what Sikh culture was like and | sk him on a regular basis.

And my family do as well and his family.”

Another respondent spoke of the friendships heslstaiblished in other countries, also
shaping much of the positive overseas experience.

“The first project | did was in Canada, we were kiog in Montreal and |

suppose the people | met over there and the friiepsighat developed have
lasted ever since; fifteen or sixteen years. Aofgbositive experiences, a lot of
countries, it is also great, you know, when myaa&h grow up and they want to
go to Canada, South America or so and can followvitip my friends and they

can go and visit.”

The workplace has been described as “the mostalguiace for people to meet, make
friends, and develop social networks” (Fong & Maj2000, p. 252). Berman et al. (2002)
point out that workplace friendship often involvesations between people of unequal
backgrounds. This is particularly true in an enviment that is characterised by cultural
diversity. Interviewees are sojourners or migraatg] experience life in a foreign country;
they are locals living in a multicultural societycdawork closely with colleagues, customers,
suppliers, the overseas parent company or otherrettbusiness partners from different
cultural and/or linguistic backgrounds. Irrespeetof their own cultural background, they
work for diverse organisations — and develop meagulmrelationships, at times, friendship,
with the people they meet at work.

The notion of workplace friendship frequently oaearin the course of data collection
across the three subsidiaries in Australia. A redpat from an Eastern European
background stated:

“Just socialising, and getting to understand edbbBromaybe just talking about
other things as well instead of just work and thatw you grow to be colleagues
and friends at work. Also conversations, be alispoken, then you have a good

friendship around the workforce here.”
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Maintaining good relationships in the office wasaathe subject of a response an
interviewee from the Australia provided when he asised to describe someone he worked

with or had worked with in the past very well.

“l guess it’s good if there is a good crack in difcce where there is lots of people
where you have fun and it is nice to come to wdf&ah, | suppose there is
nothing about you live to work or work to live; isdgree with that. | put lots of
hours in, unfortunately, and you are here the nitgjorf your time so | might

have some fun.”

The last two examples demonstrate that cultureeplay minor role for respondents
when they spoke about their internal workplacetelad, central to collaboration were the
good relationships people developed and maintamngdtheir fellow workers.

An interesting aspect was brought up by a femapaedent from Hong Kong who
talked about her previous work experience, and hiow had helped her work more
effectively and appropriately across cultures. 8kgained that her previous role required
her to be patient, “listen and build rapport” wiople who either possessed limited English
language skills, or were more aged so that they difittulties to hear properly and
understand messages instantly.

“Yes, you need patience, well | have worked inlaaantre for four or five years

so | did get calls from old people, people who tapeak English properly, and
this is on the telephone and everybody has gosoné&ave spoken to every type
of person possible, and they are angry as wellttgak it teaches you to actively

listen and build rapport with them.”

Some respondents experienced that language sadiitdte building meaningful

relationships. A male interviewee from France said:

“You eliminate the risk of misunderstanding. Youwaaderstand meaning and

sometimes, even if they speak English, knowing Gexnit is easier for me to
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figure out what they want to say or sometimes tbadwvay they want to say it
more easily. And then it helps becoming friendsezasspecially when you work
with people over there and you need a lot of answinis requires some more
personal connection. It is easier if you can talkhwomeone over private, family
things, you ask questions about the private lite} go for a beer and when you
work together then it is easier to communicatés less formal, and | think that

is easier when you speak the same language.”

This standpoint was confirmed by another responidemt Australia who was learning
German at the time of this research:

“Businesswise, if | am not confident and speak Garmat an intermediate level
it is not a huge advantage. It just makes it a#stier in terms of interpersonal
relationships. It melts a lot of these challenge# avorks as an ice breaker, so

the more you know the better.”

International business research notes that thasyatalconnect to others and develop
meaningful relationships is an important competefaryeffective communication with
people from different cultural and/or linguisticdégrounds. The primary research focus,
however, lies upon expatriate adjustment. Ramalal.e{2010, p. 100) state that “the
significant positive relationship foundetween extraversion personality and general
adjustment implies that greater the extraversios@mlity, greater the general adjustment
will be.” In their study about expatriate adjustrhenMalaysia, Johnson et al. (2006) found
that culture-specific knowledge gained through risxtéon provides better understanding
and facilitate the general adjustment to the neltu@l environment. Pietromonaco &
Barrett (1997) draw a similar conclusion, arguihgttextravert individuals perform better
in establishing relationships with host countryioals and other expatriates than others.
Extraversion, however, may not always be requigedotiilding meaningful relationships.
People who could be described as more introvertadse able to build meaningful
relationships across cultures. Extraversion mayg teetonnect faster to other than it would

be the case for an introvert person.
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The present research exceeds current knowledge ade@amingful relationships in the
workplace by the non-expatriate experience. Suahcst is important in international
business research because intercultural friendshgsarticular, have been recognised to
“be critical for the improvement of internationalations” (Gareis, 2010, p. 68). In the
multinational corporation, international relaticare part of everyday work life. Employees
from different geographic locations work togethervirtual teams, for instance, and in
manufacturing companies, product-related commumicdietween subsidiary, factory and
headquarters occurs on a regular, if not dailyshasi

Berman et al.’s (2002) conclusion that “the laclso€ial relations in the workplace,
including friendships, as being symbolic of whatvi®ng with organisations” indicates the
significance of meaningful relationships. Much bfstresearch has been shaped by the
response of one manager. His statement that “ibemething that can replace a personal
relationship” summarises the discussion around mgén relationships in intercultural

competence.

6.3. Focus Group Outcomes

The focus groups were conducted between July 20d2Saptember 2013, and took
place in the Sydney office of each of the thredigpating organisations. These sessions
included group dynamics into the discussion arantetcultural competence, and generated
practical ideas for improvement in terms of cultuliaersity in the workplace.

After an introduction to the study and a warm-upsjion (“How would you describe
working in this culturally diverse environment?fgspondents were asked “What are the
particular challenges of working in a German-Ausiracontext?” In Case 1, the group
found language to be a major challenge, and mesditimat the decisions made in Germany
for the subsidiary in Australia would also causeedain level of frustration. Most of the
participants agreed that their employer had tightarctures, processes and procedures in
place, than it would normally be the case in antmlian organisation. Such formalities
were found to hinder more effective communicatiout, respondents also said that this is
what comes with a large multinational corporatidhe group in Case 2 concentrated on

language and the difficulties Australian Englishultbcause for non-native speakers, and in
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Case 3, participants agreed that working for a Garmultinational corporation in Australia

would primarily carry language challenges in relatio the Asian region.

With the aim to understand what focus group paréiots saw as central to intercultural

competence, they were asked “What skills / abditiexperiences etc. do you find important

when working in a culturally diverse environmenie following is an extract from the

focus group discussion held in Case 1.

Participant 1:

Participant 2:

Researcher:

Participant 2:

Participant 3:

Participant 1:
Participant 4:
Participant 5:

“Communication skills. Wherever | go, a differeaiuntry, their language,
the accents, you tend to listen carefully. Thecstne, the expressions are
different, and to understand, that is really imaott’

“I grew up in the UK and when 1 first went to Geany, in my early
twenties, | knew a bit of German, but not too muahg | realised you
couldn’t actually do too much if you didn't spedhketlocal language,
cinema, theatre, TV etc. So it is the interest he tountry and the
language.”

“What about in Australia?”

“Well, Australians are lazy with learning foreitanguages, and so are we
from the UK. Intercultural training is often proed when you go to an
Asian country, but not when you go to the US, fmtance. People assume
Australia and the US are fairly similar, they spéad& same language. But
it is necessary, it is important to actually untemd that even these
countries are so different in their values, andwgrand work practices.
So | find just that awareness, that understandarmy] not assuming
Australia and other English-speaking countries gh&rould be no
difference, no need to be aware of anything.”

“You need to travel and be curious and then it fall naturally into
place.”

“Yes, | totally agree.”

“Exactly, the openness and the interest in oth#ues.”

“l agree in the openness of what [...] said, andctiamunication skills.”
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Whilst language, openness, international experieamoe the awareness of differences

between seemingly close cultures were centraléddbus group in Case 1, the discussion

in Case 2 further strengthened the notion of bgdneaningful relationships.

Participant 1:

Participant 2:

Participant 3:

Participant 4:

Participant 5:

Participant 6:

Participant 5:

“Be open-minded to other cultures, to differenas;epting that people
are different. And that also applies to the ovevedjanisation as well.”

“If you have got work issues, it's work issues.h@t than that, it's
different.”

“Of course, there is still work, we live in Austi@lso we have to behave
according to the rules, but there are still religiassues that you need to
be aware of.”

“l think having interpersonal skills is very impant, being able to relate
to people, no matter what their background is.”

“Being flexible and patient. Again, from the Awstan point of view, you
know when people say look outside the box, for hezd is no box. For
me it is just open. You have got to be adaptablehemge and flexible to
any sort of resistance when people say the wordgeh&a

“For me it is interpersonal where you have thditglib sneak into the skin
of the others. He might be different because he gne somewhere else
with a different attitude so that's probably the shamportant and not
being shy to ask questions even if some peoplgettag impatient.”
“See | work closely with this German colleagué kave to be very patient

and he has to be very patient.”

Meaningful relationships were also part of thedssion in Case 3. This focus group

session brought up the role of the corporate enment in intercultural competence, and

confirmed that patience, openness and foreign g skills are important in our ability to

work effectively and appropriately in a culturalignd linguistically diverse work

environment.
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Participant 1:

Participant 2:

Participant 3:

Participant 4:

Participant 5:

“Well, I think very much is about patience andpest for how others
work.”

“I personally find languages very important, atsleat a minimum to have
a basic conversation with others. | mean, at tlieoéthe day we work for
a German company, and they make the effort to spggaiish, so
shouldn’t we make the effort to at least speak afitheir language?”

“I think so too, we don’t make much effort in laarg a second language.
And openness, patience and the willingness tohgejolb done together.”
“I guess for me it is to communicate well with eth, and to be on the
same page, really more how | can relate to collesgu

“Look, | agree, there needs to be good work retestinips, the rest will
work out somehow. Our management is quite goodaking everyone
work together really well so we don’'t have manyies Yes, | would say
it is also how the organisation is managed.”

At the end of each focus group session, particgpaetre encouraged to express ideas

for improvement: “If you were asked to suggest wafysnprovement in relation to cultural

diversity in this organisation, what would it belavo responses stand out in a way that they

provide practical advice for an organisation. Atigggant from Germany who had travelled

a lot and experienced many different cultures sdRloles like human resources

management, they should have been to the US, Asi&arope or Africa before to get an

understanding how people work and get a feelingHerdifferent cultures. That would be

important.” One of his Australian colleagues state “Maybe forums like this. Just in this

discussion, four other people, four other perspestil have learnt a fair bit just in this short

period of time.

| mean, we have regular meetingsl, you are encouraged to talk about

things, but | personally feel reluctant to say stimmg or ask, not in relation to culture,

because it is quite a big meeting, and you dorst jalk about culture in such a setting.

Smaller groups like this would be great.”

The focus groups confirmed most of the outcomethefsurvey and interviews. As

such, results further strengthen the dimensions @rdponents of what intercultural

competence means in working for a German multinatioorporation in Australia.
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6.4. Intercultural Competence and Human Resources Bhagement

With a more sophisticated understanding of the dsms and components of
intercultural competence in the specific context this research, executive manager
responses to the interview questions “What aresiection criteria, if any, for new
employees whose roles will involve regular contactcustomers, suppliers and other
external stakeholders from different cultural amdifoyuistic backgrounds?” and “Does the
company have any selection criteria for new emmgya relation to working in a culturally
diverse environment in general?” were put into pecsive.

Specifically designed for the recruitment of toprmagement positions, Case 1 had
developed #&eadership frameworthat comprises nine core competencies. One olieskt
competencies is what the organisation chitercultural Sensitivitydefined as a person’s
ability to work with staff from other background3iverging work approaches are in the
centre of this competency. The interviewee clalifitnat the leadership framework
exclusively applies to top management roles and tihe degree to which successful
candidates need to meet this criteria varies, d#ipgron the intensity of contact with people
from other cultural backgrounds. For roles othemtlthe top management, the executive

manager stated:

“What we look for is not necessarily internatioagperience, worked in different
countries, that’s to people’s levels, but the thiveytalk about is having worked
in a complex matrix structure. That becomes venydrtant when you come into
an organisation like [...] where you might have thrisur different bosses,

depending on the business line, vertical and hot&@nd these types of things.
So it is not so much about having worked in othmuntries, it is more about

having worked in a similar, complex organisatiorcdese it can be quite
daunting when you have never worked in this typerganisation and you are
trying to figure out where you get your directioarh or whom to talk to because

it is complicated, it is a complicated structure.”

Nevertheless, twenty-seven (out of thirty-threepmndents indicated that they had

lived outside of Australia for more than six mon{@uestion 9). Twenty-seven (out of
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thirty-three) survey respondents also stated tcalspene or more foreign languages
(Question 12). With one third of participants halglimanagerial roles (twelve), and two
thirds coming from non-managerial roles (twenty)nforeign language skills and
intercultural experience are yet widespread actbes sample. Some of the young
professionals interviewed in the course of thislgtstated that their ability to work across
cultures seemed embedded in the candidate recntijpnecess. They said the organisation
arranged for culturally diverse groups to solvaaiartasks during the recruitment process.
Executive manager statement and general staff iexper do not match, and such outcome
raises the question in how far knowledge and stelisvant to intercultural competence are
actually being utilised for the benefit of the wiadeganisation.

The executive manager interviewed in Case 2 saitittie organisation would not

specifically look for intercultural competence iretcandidate recruitment process:

“No. It doesn't hurt if they speak a different laragje, not because we need it, it
is maybe more because their mind-set, they haittesbit more of an open view

or bringing in influences from the other side o thorld.”

Compared to Case 1, considerably less survey rdspts1from Case 2 indicated to
have lived outside of Australia for six months oo (eleven out of twenty-three), and to
speak a foreign language (twelve out of twentydhr&his may be an indication for a link
between the frequent miscommunication and condliaployees encounter in their work
with the German headquarters.

In the interview with the executive manager frons€3, it was stated that both foreign

language skills and intercultural experience plagla in the candidate recruitment process.
“International experience is certainly considerat;luding language skills,
absolutely. We are working in Australia, again, evhis a multicultural country;

SO our customers are multicultural.”

Case 3 finds itself in between the other two orgaiion in relation to language skills

and overseas experience. Eleven (out of eightesppndents indicated that they had lived
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outside of Australia for six months or more, andtélen (out of eighteen) respondents
responded that they spoke at least one foreigrukegey The executive manager explained
the survey results in a way that not every employssds to speak Japanese or Mandarin,
for instance, in order to communicate with custa@mertheir mother tongue. In his view, it
was most important to have at least one membeafifveith Japanese or Mandarin language

skills colleagues could refer to when needed.

Conclusion

Survey, semi-structured interviews, and focus grougfirmed that language was the
most impacting intercultural challenge across taigipating organisations. The corporate
environment was identified as another key challengeo out of three cases through face-
to-face conversations with staff, not through tb#-administered questionnaire. Reasons
for this diverging outcome remain unclear. The ooape environment challenge was very
much embedded in the experiences respondents edpafrin the course of interviewing,
serving as a possible explanation.

Bercovitch et al.’s (2009, p. 3) conclusion thaoriflict is normal, ubiquitous, and
unavoidable” is important in the discussion aroumtdrcultural challenges and the practice
of intercultural competence. An effective approdohthe challenges associated with
working in a German multinational corporation in sh@lia is pivotal to achieve more
efficient communication. This also bears the pa&trto improve individual, team and
business performance. It needs to be understoodeves, that not all conflict and
miscommunication can be eliminated. In the same asygonflict will persist in human
societies, intercultural challenges are an integeat of interacting with people from an
unfamiliar cultural and/or linguistic backgroundatRer should it be the objective to reduce
intercultural challenges to a minimum, and to maserthe potential of cultural diversity.

Attitude Knowledge and skillBehaviourand theCorporate Environmenemerged
as the key dimensions of intercultural competendée context of this study, both through
the analysis of survey and interview data. Focasigrdiscussions confirmed survey and
interview outcomes in many regards. The dimensiand,also the single components each
dimension consists of, are consistent across puewviesearch. Intercultural competence

working for German multinational corporations ingi@lia is, to a large extent, a matter of
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individual abilities. The corporate environmenteats the way in which these individual
abilities can be leveraged, and should, as suchiglmeed as an integral part of intercultural
competence.

Building meaningful relationships emerged as thestmimportant component of
intercultural competence in working for German nmaitional corporations in Australia.
Cues for this ingredient to be central emergedutjinosurvey, which were strengthened in
the course of the interviews and focus groups. Whspondents maintained a meaningful
relationship with someone they worked with, cultuwmad/or linguistic differences moved
into the background or became an asset, paving vihg for effective business
communication.

Intercultural competence is — to some extent —rppm@ted in the human resources
management in two out of three organisations is tesearch study (Case 1 and Case 3).
Foreign language skills and intercultural experegeare prevalent among respondents from
the two subsidiaries, and executive managers indeefitmed levels of consideration when
recruiting new candidates. Other components of wiitarcultural competence means in
working for a German multinational corporation ingkralia remained unaddressed in the
conversations with the executive managers. Thesenoahave been directly associated

with intercultural competence, or viewed as lesgartant.
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Chapter 7

Insights from the Headquarters
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Introduction

The focus of this research is the discovery oftagji@s individual employees have
developed to work effectively and appropriately ossr cultures. In a multinational
corporation, this has implications beyond the narsabsidiary context. Headquarters’ need
to be involved in achieving the most important #ngomponent of intercultural
competence: Building meaningful relationships. Det#lected in the Australian offices
showed that much misunderstanding and tension ketvaaff from subsidiary and
headquarters stems from a reliance on non-persomamunication. Allowing colleagues
from Australia and Germany — and also other locatie to meet, ultimately requires the
headquarters’ support.

This chapter examines the research questions fhenpérspective of the German
headquarters to further understand the findingmfthe investigation in the Australian
offices. Intercultural competence is an individadllity, yet takes place in context and
interaction with others. Opinions held by the hesiters impact on the intercultural
challenges employees in Australia face, such assidas to pursue an ethnocentric
management strategy and frequent encounters of caiation in German. Even though
English is the corporate, and thus, shared langiegeeen both offices, in all three
subsidiaries language was described as a key npgell&Vith much of the language problem
deeply embedded in the headquarters-subsidiaryiortaip, both parties are required to
achieve greater satisfaction.

Foreign subsidiaries are increasingly being viewedelation to their innovation
potential (Lee, 2010; Mudambi, 2002) and as partth&f multinational corporation’s
knowledge network (Lee, 2010; Roth et al., 200%thet al., 2009), rather than merely in
terms of low cost production, proximity to custosyeand other location factors (Griffith et
al., 2012). The ability to access and utilise kremigle from different locations around the
world is becoming a key concern for many multinagéilocorporations, described as being
critical to their success and, ultimately, survigihlbacher & Krahe, 2007). Multinational
corporations have the opportunity to derive adwgamtérom accessing and effectively
managing knowledge, for example in relation to bemefits of adapting products and
services to local conditions (Schulz & Jobe, 20@li, also in relation to culture and its

impact on the individual employee as well as teantsthe larger organisation. It is not the
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sole existence of different cultures that can boampetitive advantage in the international
business and management world. Rather, it is haw diversity and the different
perspectives that come with it are being managedni@ & Weingart, 2007; Distefano &
Maznevski, 2000; van Knippenberg et al, 2004). lrap(2009, p. 385) summarises that
“knowledge that is not distributed in the organmais of little value.”

For the inclusion of the headquarters perspective, researcher spent a year in
Germany to complete the research in the organissittieadquarters. During that time, this
project was supervised by Prof. Dr. Hartmut Schr@té¢he Europa-Universitat Viadrina in
Frankfurt/Oder (department &prachgebrauch und therapeutische Kommunikatidhis
chapter provides an outline of the methodologicaimework for the overseas research,
followed by a discussion of the views headquartezpresentatives held about diversity
management in relation to the Australian subsididrgheds light on their perception of the
headquarters-subsidiary relationship as well asthbedded intercultural challenges. The
last section of this chapter focusses on buildiegnmgful relationships, and illustrates the

extent to which activities in support thereof wergrenched in strategy and operations.

7.1. Methodological Research Framework
7.1.1. Cotutelle with the Europa-Universitat Viadrina in Frankfurt/Oder

Collecting data from the headquarters was posgsibie to a cotutelle agreement
between Macquarie University in Sydney and the RawOniversitat Viadrina in
Frankfurt/Oder. The overseas research enablec#sarcher to include local expertise and
perspective in the investigation of what intercrdtilcompetence means in working for a
German multinational corporation in Australia, drwdv this ability is being developed. The
possibility to work in Germany benefitted this sgux) gaining access to resources, insights

into other current studies in the field, and expagdhe researcher’s professional network.

7.1.2. Sample, Research Method and Instrument

To complete this research, one headquarters repeadise per multinational
corporation investigated in the course of this gtwebs interviewed. Thus, the sample for
data collection in Germany consisted of three semanagers responsible for strategic

questions and operational aspects in the Australiésidiaries.
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Sampling took place after data had been collectélstralia because it only became
apparent then who needed to be included and whiebtgpns should be asked. Managers
were sampled without the involvement of the redpec@ustralian office to reduce
subsidiary bias. Contrary to Greiner’'s (1985) casmn that researchers rarely receive open
access to organisations, sampling headquarteresamatives proved to be an efficient
endeavour. Nevertheless, the researcher facagh#tienge that the success of the overseas
research highly depended on sampling a represeataiteach headquarters. Since sampling
was completed in the anticipated way, this is wittapproaching staff in the Sydney offices,
there was no need to ask the Australian subsidiforeassistance, deal with an incomplete
overseas sample or to expand the number of conqzs®s.

For the identification of a headquarters represamtdrom Case 1, Prof. Dr. Schroéder
established contact between the researcher anof tie previous PhD candidates who had
worked with the organisation in the past. She afjteenvestigate who would be a suitable
person to talk to, and provided name and emailesddof the potential interviewee. The
representatives from Case 2 and Case 3 were beihtifidd through a telephone
conversation with the headquarters’ switchboard wffered name and email address of the
person deemed as most suitable. All three repratbesd were part of the senior
management team from the respective organisatioey fiad been with the organisation for
a minimum of ten years, were of a German culturatkiground and had extensive
intercultural experience. Each of them, but to wragylegrees, had spent some years outside
of Germany, and experienced cultural transitiommbelves. They spoke between one and
two foreign languages; English, in all cases, withigh level of proficiency.

The research method consisted of semi-structuregviewing, with the interview
guide (Appendix 7) serving as the research instninf@uestions focussed on the perception
of the headquarters-subsidiary relationship, thepett provided to allow staff to build
meaningful relationships, language choice, intéucal and language trainings, as well as
perceptions — if any - of intercultural challendgetween subsidiary and headquarters. The
last section of the interview guide sought to ustierd participants’ views of diversity
management in relation to the Australian subsidiary

Two managers agreed to conduct the interview inieimgCase 2 and Case 3), one

preferred German (Case 1). The interview guideiafiodmation statement and consent form
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were prepared in German and English by the resegretho herself is fluent in both
languages. Interviews were conducted between Desef013 and February 2014. They
lasted between twenty-eight and fifty minutes, waudio-recorded and transcribed. Table

20 provides an overview of responses, which willlseussed in the subsequent sections.
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Defining Diversity management

Equal opportunities
Awareness for cultural diversity

Bringing the right people together to
reduce cultural differences

Compliance with Code of Conduct
Managing cultural differences

Involvement in Subsidiary’s
Diversity Management

No insight into subsidiary activities
No reporting in place
Limited interest in the topic

No insight into subsidiary activities
No reporting in place
Topic viewed as irrelevant in Australia

No insight into subsidiary activities
No reporting in place
High interest in the topic

Headquarters-Subsidiary
Relationship

No clear relationship definition
Subsidiary seemed an unequal partner

Unawareness of most intercultural
challenges

Relationship viewed as overall good
Subsidiary viewed as independent

Unawareness of most intercultural
challenges

Relationship shaped by constant
discussions which lead to ‘good results

Subsidiary treated as equal partner
Awareness of intercultural challenges

View on Personal Connections

Critical for successful cooperation
General staff and executive managers
Global management meets annually

Critical for successful cooperation
Primarily limited to executive managers

New subsidiary staff only visits
headquarters when they commence th
job

Critical for successful cooperation

General staff and executive managers
Executive managers meet twice a year
National sales managers meet annually
Operators meet every alternate year

Provision of Intercultural Training

Yes, employees to initiate

Yes, employees to initiate and part of
graduate programs

No, employees are expected to consta
improve their skills

ntly

Provision of Language Training

Yes, employees to initiate

No

No, employees are expected to consta
improve their skills

ntly

Table 20: Headquarters’ View
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7.2. Views on Diversity Management

Diversity management has received increasing avteit research and practice over
the last years. Earlier ideas proposed in the 68’1980’ concentrated on the mere
existence of discrimination in the workplace (Forowerview see Shore et al., 2009). In the
1990’s, researchers began to investigate whatdfjmepacts diversity — and its management
—had on the organisation (Shore et al., 2009) IsMtiere is a rather equal number of studies
writing about positive or negative effects of dsigy in the workplace, research usually
provides evidence that effective diversity managarhas the potential to offer competitive
advantage (Kramar, 2012). Diversity managementlsasbecome an established part of an
organisation’s Corporate Social Responsibility, aradudes regulatory instruments such as
the Code of Conduct (See Chapter 5).

Nevertheless, much of the literature concludes thaérsity management lacks
agreement on definition and scope. In his editgdrnational Handbook on Diversity
Management at Worlklarsfeld (2012) emphasises the different coupésspectives on the
concept. Kramar (2012) describes diversity managénre Australia as a “mosaic of
concepts, practice and rhetoric”, agreeing thatctirecept is “understood in very different
ways in different countries” and also “in differerganisations” (Kramar, 2012, p. 245).

In 2005, it was estimated that not more than fdtganisations practiced diversity
management in Germany (Vedder, 2005). Researchhenfield has experienced a
considerable increase since then, and the so-dalleidhbehandlungsgesefthe General
Equal Treatment Act) was passed in August 2006jngno prevent disadvantages in
relation to race, ethnicity, gender, religion, agel sexual identity in the workplace. In the
same year, th€harta der Vielfalt(The Corporate Charter of Diversity for Germany),
chaired by German Chancellor Angela Merkel, wasothiced as a voluntary initiative by
four of the largest German corporations: Daimlegu8che BP, Deutsche Bank and
Deutsche Telekom. The number of member organisati@s augmented to 1,950 (The
Corporate Charter of Diversity for Germany, 201t at the time of this research out of
the three multicultural corporations under investign only Case 1 was a member. Aim of
the Charter is to create ‘a work environment fré@rejudice’ (The Corporate Charter of
Diversity for Germany, 2014, p. 1).

With such uneven landscape of diversity managem@vialent in Germany and also

internationally, it comes somewhat anticipated tkeach of the three headquarters’
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representatives had a different view on the concé@pieir standpoint on diversity
management was important to include in this studgesit sharpened the picture that
emerged out of the data collection in Australigfeng a better understanding of the
relationship between the geographically distanice#f and the support provided to

communicate effectively and appropriately acrossices.

Defining Diversity Management

The senior manager interviewed in Case 1 understiersity management as a
combination of creating equal opportunities anding awareness for cultural diversity.
Such stance aligns withhe General Equal Treatment Aas well as the organisation’s
support ofThe Corporate Charter of Diversity for Germaiye headquarters representative
stated that that the organisation held its fDstersity Dayas part of the initiative in 2013,
with a special focus on education. Diversity Daysermany is an initiative by the Charter
to demonstrate how diversity strengthens corpquasition in the public. The interviewee
considered himself as fortunate to be able to éxpee cultural diversity through work. He
informed the researcher that he spent approximé&ealyears of work for the organisation
in the Asian region as well as the Americas. Hisent role included daily communication
with colleagues from the Asia-Pacific region. Thanager assumed that many employees
would not have the opportunity to experience ddfercultures, mentioning those working
in production. It was important for the manageptint out the benefits diversity would
bring along for the overall organisation. To theesfion what these benefits would be, he
stated that in the headquarters, diversity meameri@an nationality and gender, but was
also seen in professional backgrounds. As an exarppilosophers worked on strategies
for overseas markets to gain a different perspectiv

In contrast, the headquarters representative frase@ saw the primary function of
diversity management in reducing cultural differemaather than raising awareness for the
different approaches people take to their work.ddned diversity management as a tool
of “bringing the right people together.” He illuated this statement by an example of a

recent failure the organisation experienced inAbkian region.

“They really need to work together. You should knibv cultural expectations,

or which cultures fit to each other. We made thstakie to bring Korea and Japan
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together. The head of Korea is now in charge chdas well. The clear feedback
from Japan is that they are very unhappy to hat@®r@an guy now running
around in Japan, talking to customers becausegtdfinitely a no-go in this
area. They do not like each other, they do nagriso each other. This becomes

less efficient.”

Aversions exist between people, not only based wture but also in relation to
personality. Restraining diversity management éidentification of cultural fits, however,
bears the risk that encouraging cultural diveraitg promoting the advantages thereof may
fade in this battle of mingling the seemingly righidtures.

Complying with the organisation’s Code of Conduad dandling cultural differences
at work came to mind when the manager from Casea8 asked how he would define
diversity management. He explained that the orgéinis's Code of Conduct was the
foundation for employees worldwide to work withitsey the rules for business. Different
cultures were viewed as part of the business aretsity sought to be leveraged. The senior

manager further explained:

“We have very strict internal rules in place whegames to compliance. You
are not allowed to give anyone money to get thenless or take anything. In
relation to diversity we want to remain flexiblgue people with an open mind,
sharing their ideas. And we are not trying to jnanb into a one-way-street and
cannot break out to left and right. And the codearfduct is for employees only,
how to work with third parties. Whenever you hansligoment, you should not

bribe anyone, stay within the local laws and regoia”

Much of the understanding of diversity managemer@ase 1 reflects the main idea
of The Corporate Charter of Diversity for GermaB@X14) the organisation is a member of:
Appreciating employee diversity serves the econgreiformance of a business. Interview
responses from Case 2 indicate a somewhat opputeditetion of diversity management, in
which assumptions about national characteristicsidated, and diversity management was

associated with caution and potential conflict. lslger opinion in Case 3 was similar to
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Case 1, which includes the respect for differetephasis, however, was upon behaviour
between people from different cultural and/or lirsgie backgrounds.

Involvement in the Australian Approach to Diversitanagement

None of the three managers had an insight intapipeoach to diversity management
of their subsidiary in Australia. The subsidiaredscted whether or not, and also how they
implemented diversity management, and there waxpectation to report related activities
to the headquarters across all cases. As such, rdther unsurprising that none of the
interviewees was able to answer the question whdtiey were satisfied with their
subsidiary’s approach to diversity management.

This outcome is conflicting with much of the prewsoresearch, suggesting that
diversity management in multinational corporatisprimarily based on “the ethnocentric
assumption that domestic definitions and targetsappropriate abroad” (Nishii & Ozbilgin
2007, p. 1883). Research usually concludes thatrsity management activities are
exported from the headquarters to the subsidiadaed, that the subsidiaries are hardly
involved in planning process for their country (umant & Heiss, 2005; Nishii & Ozbilgin,
2007; SP & Kleiner, 2008). Multinational corporations thaéb take local conditions and
knowledge into consideration have been describekeasxception (Kramar, 2012; Sippola
& Smale, 2007).

While the three managers were unfamiliar with theywheir Australian subsidiary
managed diversity, they felt differently about theivn lack of knowledge. Limited interest
in learning about diversity management in the Aalgtn subsidiary was articulated by the
representative of Case 1. Instead, the intervieerephasised that the headquarters in
Germany would be very active in relation to cultudaversity at work, elaborating on
Diversity Day, the organisation’s strategy to bripgople from different professional
backgrounds into teams, and his own team wherel@peogme from different cultural and
linguistic backgrounds worked successfully together

In Case 2, diversity management was considereeé tf lminor concern in Australia.
The manager responded that “this question is nigt meportant in Australia. Diversity is
more important in Europe and Asia. [...] This is atiyia success factor in the country, it
doesn’t matter where you come from, it matters gowact. So in Australia, the only thing

that matters is the skills, not the culture. They quite open to everybody.” Such view
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shows limited consideration of the cultural make-ofp Australian society and the
implications for the work environment. The intetwee further elaborated that “Australia is
a small market, actually, big land but the businessot so good, we only have a few
customers; therefore diversity is not the key fattosuccess.” Australia may be a small
market for the organisation, yet effective and appate communication between people
from different cultural and/or linguistic backgrais) such as in the headquarters-subsidiary
relationship certainly is one of the success factotinternational business.

The manager from Case 3 responded “I don’t actuadlye an insight into this.”
However, he initiated a conversation about divgrsitanagement, related programme
options, and reporting systems, thus, expresshighalevel of interest in the topic.

Australia represented a small market for all thmegtinational corporations studied in
this research, and the question of return on imvest will be a central one in the
consideration of implementing diversity managemdite lack of involvement in the
Australian subsidiaries’ diversity activities mais@ stem from an underestimation of
cultural differences in the Australian workplaces)d in the headquarters-subsidiary
relationship. Another plausible explanation isgeegraphic distance between Germany and
Australia which, in turn, may have caused some kihdisconnection between offices. It

may also be the case that cultural diversity carkwothout a structured approach.

7.3. Perceptions of the Headquarters-Subsidiary Rationship

In the focus of this section are the managers’ g@rons of the headquarters-
subsidiary relationship, and their awareness ofrttezcultural challenges employees in the
subsidiary saw in place in working for a Germantmational corporation in Australia. Such
investigation allowed to understand where the headqrs’ positioned their Australian
subsidiaries, the level and quality of communigatietween both offices, and the degree to
which the three multinational corporations wereeatd utilise employee knowledge in
relation to cultural diversity as “a key source&eompetitive advantage” (Makela et al., 2012,
p. 440; also see Argote & Ingram, 2000; Doz et24lQ1; Kogut & Zander, 1993).

No clear answer to the question how the intervieweeld describe the relationship
between headquarters and subsidiary in Australis pvavided in Case 1. The manager
instead concentrated on the role and responsdsilitf his department, and the nature of

contact between the German and Australian officeirig the interview, it became evident
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that the headquarters considered the Australiasidiaby as a rather unequal partner. The
manager summarised that input would be welcomdégtbsidiary, but the final decision
is made by the headquarters, leaving the imprestian there is a futile ground for
discussion.

In relation to intercultural challenges, the intewvee stated to be unaware of any
issues the headquarters-subsidiary relationshigdaaarry. In his view, location impacted
on communication, but not to the extent that itlddae described as a “challenge”. When
the researcher asked the manager to elaborateedoctition aspect, he mentioned waiting
times for responses, which primarily resulted froine difference in time zones. An
organised working day and planning were considerdse important in managing delays in
communication. The manager said that if peopleegaiintil the last minute before sending
an email to the Australian subsidiary, and expeeiednstant response, frustration would
naturally arise. Hence, the language challengeagmepl in the headquarters-subsidiary
relationship as identified in the course of intéi@atwith staff in Australia was unknown to
the manager. Moreover, issues relating to the ra#dtbnocentric approach by the
organisation in Australia also remained unmentioimethe interview. Nevertheless, there
was a relatively high interest in the outcomesha present study prevalent during the
interview, and the manager emphasised that oners mexception would often vary from
that of others.

In Case 2, the relationship between headquartetssahsidiary was described as
overall good. The interviewee stated that employees both locations worked well
together in relation to technical support for thestomer. Technical expertise,
professionalism, and independence on the parteoRtkstralian subsidiary were recurring
themes during the interview. Whilst the managewei@ the subsidiary’s independence as
primarily positive, he also stated that “it becorhasd for us to guide them, this is the risk.
They do not want to listen to us.” Perceptions, &esv, differed significantly between
headquarters representative and respondents imafiasMost of the respondents from the
subsidiary felt a high level of reliance on the digpaarters in relation to technical matters.
Their main concern was the lack of opportunity tta@ products to local customer
requirements in Australia.

To the question whether he would be aware of atgyanltural challenges in relation

to the subsidiary in Australia, the manager respdnthat time zone difference and
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associated delays in communication would impactbasiness. He explained that the
German parent company was in a restructuring steggng up a regional headquarters in
China, also with the purpose of “bringing togettier cultures” in the Asia-Pacific region.
Products for Australian customers, however, wowldtinue to be sourced from Germany.
The manager said “the branch in Australia will gpplication engineering. That means
modification and some pre-calculations and eveneslittte changes in design.” Bearing in
mind that the lack of such intervention opportunttgused major challenges for the
subsidiary, it is noteworthy that none of the emgples in Australia mentioned this change.
They may not have been involved in the planningcess, or be unaware of the details
thereof. The reasons for not mentioning the neworey headquarters remain unclear.

Whilst language was viewed as a major intercultetadllenge by respondents in
Australia in Case 2, particularly the inherent pows# language, the headquarters
representative did not see language as a probleamy Nhcidents were brought to the
researcher’s attention during the interviews in shbsidiary where a colleague from the
headquarters elected to communicate in Germansultkidiary staff. Technical documents
translated into English by the parent company e&esed frustration among employees in
Australia. The manager stated that all memberdadf ;m Germany would speak English
well, apart from new candidates who needed to aedbe industry-specific terminology.
When people possess English language skills arad &lavrite an email in German to a
colleague who will not understand, language, irs¢hcases, certainly serves as a means of
exercising power. In the course of the interviele hew regional headquarters in Asia
persisted to be the manager’'s main concern, ofterirg) as an exit door to questions he
seemed hesitant or unable to answer. As oppos€dde 1, the manager’s did not ask for
access to the results of this research.

The relationship between headquarters and subgidiakustralia was described in a

comprehensive way by the interviewee in Case 3.

“[The relationship is] sometimes good, sometimes $s0 good because you
always have, | wouldn't say tensions, but disage@si about certain things.
[...] We always talk, we always discuss, we alwaygiar but in the end all these
arguments or discussions are ending up in propettse And this is the way it

always works in the end. And it is not a theoréttbang, but it is actually put
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into practice which can be followed by the Austtalemployees. It has to be that

way, otherwise nobody will follow decisions.”

This response can be linked to the few interculltanallenges reported in place by
employees in the Australian subsidiary. Togethehthe notion of trust that persisted as
critical between headquarters and subsidiary throug the interview with the senior
manager, involvement and open discussions aboatiety of topics can certainly foster a
strong relationship, and reduce challenges to anmuim. Interviews conducted in the
Sydney office also provided strong evidence of p@ncand constructive work environment
where culture is not being underestimated. As stiehsubsidiary appears to be viewed as
an equal partner by the headquarters.

Language was confirmed by the manager to impodealleage in working across
cultures. In the same way as respondents from Alissthe saw a lack of English language
skills an issue in communication with the Asianioag “Some are not hundred per cent
settled in English so whenever they communicatén wAtistralia, where many native
speakers are located, communication can be diffidbnsistent with data collected from
the subsidiary, other than language, no furthesraqutitural challenges were mentioned by
the manager.

It is, as such, not surprising that a managemexttdhows a keen interest in learning
more about the implementation and reporting of ity management activities as well as
the outcomes of this study in general has beentalieeate a workplace where employees
see only few barriers to effective interculturalnmoounication in place. When the
headquarters-subsidiary relationship is shapedmewhat dysfunctional communication,
and culture and its impact on business communicagmain underestimated as in Case 2,
it is understandable that intercultural challenigegge become engrained in this relationship.
Case 1 stands somewhere in-between the other tveo cases, with still many challenges
in place, but professionalism rather than advershaping communication across cultures.

In summary, it can be said Case 3 emerges as anisajon where employee
knowledge about culture and its impact on busirgelssing accessed and utilised. With only
+1,000 employees in the German headquarters andatywgeven in the Sydney office,
involvement in the operational aspects of the slis is certainly easier than in a much

larger organisation. Whether or not the knowledgsuaculture and intercultural challenges
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has provided the organisation with competitive aigge needs to be assessed in a separate
study. Data collected from the subsidiary and haadegrs overall match, suggesting a stable
relationship being maintained between the offic@gse 1 and Case 2 fail to access and
leverage much of the knowledge their employees alotalit intercultural challenges at work.

In Case 1, size of headquarters (+15,000) and diabgi(ninety) differ significantly,
creating a natural barrier to a detailed overviewoperational aspects, with a matrix
structure across the organisation worldwide addiogthe complexity. The size of
headquarters (+ 2,000) and subsidiary in Austi@ity-two) in Case 2 should allow for
some kind of knowledge in relation to culture atglimpact on business. Limited unity
between the offices, however, seems to shape tadgharters-subsidiary relationship,

counterproductive to enhanced involvement in evayyaperational aspects.

7.4. Personal Connections and Trust

Consistent with the in vivo approach to theory thumidj, the notion of building
meaningful relationships in the workplace was fartmvestigated through the interviews
with the headquarters representatives. The focukisfsection is the managers’ attitude
towards building meaningful relationships in ther@an-Australian work context, the
frequency of contact between headquarters and diabsi and the occasions on which
personal meetings usually took place.

All of the three senior managers viewed the opputyuo meet in person and to build
meaningful relationships to be important for wotkieffectively with one another. In Case

1, the interviewee stated:
“It is important for us that people know each otlparsonally. That is a
prerequisite for successful collaboration in myertiat also includes sensitive

topics, and hence requires a certain degree ofahtrtist.”

He excluded general staff in his response, howaret,mainly talked about his own
role within the organisation as well as the top agment team.

“We are holding an annual conference, with the et taking place at the end

of the month in Singapore. We invite CEOs and CBf{Oke different countries

181



and the conference is being held for the entireregf Asia-Pacific. About fifty
people come together, and an important aspeciottmference is networking.
With fluctuation and changes happening like in atlyer organisation, it is

important for people to get to know each other.”

The headquarters’ representative from Case 2 alsonrkplace relations between

headquarters and subsidiary as important.

“We offer training for new employees in Australlde like them to come to
Germany and train them, also to get to know theplgeand know whom to
contact. And we want our people to be involved iratis going on in Australia.
We really encourage that people fly over and make of the trade fairs,

conferences, to have a reason to go there, notfondy/project.”

Consistent with data collected from Australia, tegponse from Case 2 confirmed that
headquarters’ staff would visit the subsidiary lagy. Theory and practice, however,
differed in a way that the advocated involvemersuhsidiary matters did not result in actual
knowledge about intercultural challenges as peeckby staff in Australia.

The headquarters representative from Case 3 alsdirmed that meaningful

relationships in the workplace are critical.

“Freight forwarding is people business. The onlprst) force we have in our
business model are the employees. When people gaople, then business can
be done. We always try to force that there is s&mé of exchange, personal
exchange to drive the business forward becaussoiplp don’t know each other
and can trust each other and cannot rely on ed&an,dhen it is very difficult to
do business for freight forwarding because we amagpily just acting on a

computer or by phone trying to get shipments frono 4.”

In his response, the manager emphasised that pérsontact and workplace

connections would be important for both generdf stad executive managers, reflecting a
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strong focus on leadership and recognising the rtapoe of general staff for corporate

Success.

“The top level is meeting at least twice a yeae, tlational sales managers are
meeting once a year and every alternate year we dooloperators’ meeting.
Whatever one party is writing can be misunderstopthe other party and then
misunderstandings between cultures happen. Wehiaeif people know, ok, he
or she wrote a sentence which is maybe a bit taagsitforward or a bit strange
or something like that, but they know that the mtiten of the other party is good,
that they can trust them; that they know what taeydoing, then they can also
convey this to their customers. They can trangferttust to their customers. If
people talk to each other, are on the phone with ether and they met face-to-
face before it is a completely different kind oflnmmunication level. It is more
personal, it is more solution-oriented, it is méweussed and the people know
that they are speaking the same language. We smfepeeed to meet at least

once or twice and then they can communicate via@very nicely.”

Mutual trust is a central ingredient of well-fureting workplace relationships
(Berman, 2002), as discussed in Chapter 2. Datactetl from the manager interview in
Case 1 includes the notion of trust on senior memat level. Mutual trust seemed limited
in Case 2, where much misunderstanding and conflbciurred. It appeared that the
headquarters-subsidiary relationships in Case 3siWwaped by a high level of mutual trust.
Only a few intercultural challenges were reportgdhe subsidiary, all of them known to
the headquarters representative. Thus, this rdssaiggests that insufficient mutual trust
between headquarters and subsidiary bears theofrigkirturing intercultural challenges.
They may be perceived as strongly impacting onyalasr work life, whilst the same issues
may be viewed less significant in an environmengmglpeople know one another personally
and trust each other.

Trust in multinational corporations has been disedsby Bresman et al. (1999) in
their study about international acquisitions, ssijigg that the lack of personal relationships
and the absence of trust to create resistancépfrs; and misunderstanding. In the field of

knowledge management in multinational corporatiomsch of the research concludes that
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trust plays a pivotal role. Szulanski (2003) reskad knowledge sharing in multinational
corporations and argues for ambiguity and an arsluelationship between the source and
the recipient to impact on effective communicatilmer-organisational trust also plays an
important role for the accessibility of knowledge Weir & Hutchings’ (2005) research
about knowledge sharing in Chinese and Arab cudtutevas found that only in a climate
of trust, companies will offer their knowledge tarfmer organisations. DeLong & Fahey
(2000, p. 119) summarise: “The level of trust teaists between the organisation, its
subunits, and its employees greatly influencesatmeunt of knowledge that flows both
between individuals and from individuals into tivenfs databases, best practices archives,
and other records” (in Kohlbacher & Krahe, 2007).

The three headquarters also differed in their [@iowni of language and intercultural
training to prepare their staff for working withggae from different cultural and/or linguistic
backgrounds. Whilst the headquarters in Case liggdwoth, language and intercultural
training for employees if necessary, the headqrsarteCase 2 only offered intercultural
training if deemed important, and as part of graelgpaograms in the headquarters. In Case
3, employees were expected to acquire relevanubtegeyand other intercultural skills in

their own time, on their own accord.

Conclusion

Findings from the three interviews with headquartezpresentatives differ from
previous research conclusions that most multinatiocorporations transfer their diversity
management to subsidiaries. In this study, thenparempanies allowed their Australian
subsidiaries to develop and implement their owrediity management. Across all three
cases, headquarters representatives had no indighélated activities. Their interest in the
topic, however, differed, ranging from seeking advon improvement, to denial of the
relevance diversity management may have in Auatrédls such, this study confirms that
diversity management continues to be shaped bysgistent interpretations among German
organisations. Its latent impact on communicatiod &ork flows remains underestimated
by two out of three organisations participatinghis research.

A key concern that arose from the interviews is timited knowledge those
responsible for strategy and operations in the ialiah market had about the challenges

subsidiary staff viewed in place in working for a&m@an multinational corporation in
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Australia. Particularly the language challengecemed as the most impacting one by
respondents from all of the three subsidiaries, wa&nown to the headquarters’
representative from Case 1, and in Case 2. Emmoyedtle to satisfy local customers in
Australia, and their struggle with regular commuatiicn in German had not been identified
in the two interviewees.

Interview responses further strengthen the suggesthat a well-functioning
relationship between headquarters and subsidiarymigortant to the reduction of
intercultural challenges. In the present study,efl-functioning relationship on executive
manager level was shaped by constant discussioaspportunity and freedom to argue,
and find mutually acceptable solutions (Case 3lidwed general staff from different parts
of the world to get to know each other, meet redyland to develop a level of trust. The
corporate environment, as such, acts as a bantkefagilitator to effective and appropriate

communication across cultures.
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Chapter 8

Conclusions and Outlook
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Introduction

This research study explored what intercultural petence means in working for a
German multinational corporation in Australia, ahdw employees in the subsidiary
develop such abilities. The investigation commenigd a critical discussion of Australia’s
approach to multiculturalism, highlighting that thencept was introduced as a federal
policy against public opinion, and has often bessduto create the image of a modern nation
ever since by successive governments (Chaptemhg)discussion underlined that migrants
in Australia, like in other parts of the world, ¢oe to face inequalities, with racism being
manifested in different parts of society.

As many other nations, Australia’s economy reliesatiracting and retaining foreign
multinational corporations investing in the estslfainent of subsidiaries. Chapter 2 argued
that the workforce diversity created by globalisatimakes intercultural competence a
critical employee feature, and reviewed existitgréiture about the concept. Contemporary
views on culture, identity, and the creatiorntofd spacesvere embedded in the discussion.

This study filled a gap in existing research bigohg an investigation of intercultural
competence in the workplace, with a specific fooasGerman multinational corporations
in Australia. It took a critical realist stance atlow for the discovery of tacit employee
knowledge through mixed methods research. Multgaise study was used to place their
opinions and experiences in context (Chapter Jussing on three company cases, online
survey, semi-structured interviewing, and focusugreshowed that intercultural competence
was practiced in similar ways in different corperathvironments, thus, providing sufficient
data to allow for transfactual generalisation (Gbag).

As outlined in Chapter 5, the lived experience eheral staff differed from their
employer’'s espoused commitment to cultural divgraid equality in two out of three
company cases. Such outcome mirrors Australiareoeit large where in spite of anti-
racism legislation, a multicultural federal poliand a number of voluntary initiatives in
support of multiculturalism inequalities persist guch, the discussion links Chapter 5 with
Chapter 1 in a way that writing policies and otfe@ms of documentation bears the risk of
becoming a substitute for action, both at goverrtraed corporate level.

Language emerged as the main barrier to effectineagppropriate communication
across cultures in the three organisations invastey(Chapter 6). Data analysis confirmed

previous research in the core dimensions of intenal competence. Specific to this
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research, however, building meaningful relationshi@s identified as the most important
single component of intercultural competence.

Including managerial viewpoints from the Germanegpacompany shed further light
on the emerging cases in a way that in two ouhde cases, those being responsible for
strategy and operations in the Australian subsidiarew little about the challenges
associated with working for a German organisationAustralia. Fostering personal
connections among the top management team is mgheobusiness agenda in all three
organisations. General staff is also encouragedeiet and get to know one another in each
of the company cases, yet in different forms, antih@s in a more reactive than proactive
way (Chapter 7).

This chapter reviews the key findings of this stualyd discusses these outcomes in
accordance with the research questions. The rdsgapmesents her own definition of
intercultural competence and Haterrelated Model of Intercultural Competence MNC
Managemenbased on the above theoretical considerationgamirical data analysis. The
chapter concludes how respondents developed ittigr@lucompetence, and outlines the
practical implications for the participating — anther — organisations. The limitations
associated with this study shape the implicati@ngdrther research. In the last section of
this chapter, an outlook to the future of interatdt competence in theory and practice is
provided.

8.1. Review of Key Findings

Empirical data collected in the course of this aesle study allowed for an insight into

the participating organisations. The key findings summarised below.

Key Finding 1: Language — The Most Impacting Interaltural Challenge

In response to recent calls for more attentiorhéorble of language in multinational
corporations (See Harzing & Pudelko, 2014; Neelgalgt2012; Marschan-Piekkari et al.,
1999; Neal, 1998), language emerged as the mostcting challenge employees saw in
their work with people from different cultural andlinguistic backgrounds across all three
organisations investigated. Under the categoryaafjliagensufficient language skills

Translation issuesand thénherent power of languagev/olved as employees’ key concerns.
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Survey responses provided an initial overview ¢éncultural challenges, whereas semi-
structured interviewing and focus group sharpehedtcture.

Whilst insufficient language skills presented a kbgllenge in Case 1, and translation
issues affected respondents from Case 1 and Cdke mhherent power of language was
found to be a common challenge across the partiogparganisations. This primarily
referred to colleagues from the parent companytiapto communicate in German when
they knew their Australian colleagues would noabke to understand, and speaking German
upon a visit in Australia when in a group of noniive speakers. On multiple occasions,
emails were written in German, sent to people withielevant language skills. Other times,
conversations in the office between people fromstdu@e linguistic background were held
in languages other than English. This was ofterwet as inappropriate in a work
environment where English is the corporate languagaguage choice exercised power
over non-native speakers in a way that it createtirfgs of exclusion and a divide between
certain groups of people.

Respondents able to communicate in a relevantgorianguage often served as
consultants when messages were not fully understbloid was particularly the case in
communication between Australian subsidiary and plaeent company in Germany.
Language skills allowed respondents to gain insightother people’s work, and to act as
gatekeepers of information they would otherwise netessarily have access to. Such
outcome is consistent with Marschan-Piekkari €t 4l1999) finding that employees in
subsidiaries with relevant foreign language slaliten find themselves in more powerful
positions than normally would be the case. Fufiglitasks in a timely manner, as such,
depended on the availability and willingness ofsthavho spoke German to translate.

Research question 1 can thus be answered as follanguage represents the most
impacting challenge employees of German multinaiionorporations in Australia

experience in working across cultures.

Key Finding 2: Collective Identity — Shaping Percepons of Cultural Differences

To a large extent, intercultural challenges seembdaooted in a divide between
subsidiary and headquarters. Relying on the heatdgaan any respect was described as “a
predictable failure” by respondents from Case 1 simong negative cultural stereotypes

persisted in Case 2. In many of the conversatiatissiaff from both subsidiaries, the desire
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to become more independent from the parent compasy highly visible. Respondents
usually referred to their colleagues from the headigrs as “they”, which may have
occurred without further meaning, a mere mattegraimmatical correctness, or indeed a
frame of mind, viewing their counterparts from Garmy as out-group members.

Collecting and analysing data from Case 3 shetiéutight on the notion of collective
identity in a sense of membership in the largeranrgption shaping the perception of
difference. Interaction between subsidiary and feaders was found not to cause any
intercultural challenges. Even though communicatias not always mindful, for instance,
when visitors from the headquarters spoke Germaongnthemselves in the Australian
subsidiary, respondents were forgiving for suchalvedur. They were not able to follow the
conversations, and English was the corporate laggtmbe used across the multinational
corporation, but reactions were rather sympathgttercultural challenges merely referred
to languages other than English spoken by team raesmib the Sydney office. Whilst such
situations made respondents feel “uncomfortabled &mnoyed”, no impact on work
performance and other restrictions were raisedsueh, a limited number of intercultural
challenges in place, none of them linked with wogkifor a German multinational
corporation in Australia, and a seemingly goodtreteship with the overseas headquarters
shapes Case 3.

In summary, the same intercultural challenges, ssscbwitching to German when in
a group of non-native speakers, for instance, chudiferent reactions in different
organisations, ranging from being viewed as “inggltin Case 2, to “normal” in Case 3.
Where employees in the Australian subsidiary seeiméekl respected and included by the
headquarters, and as such, belonging, culturaliagdistic differences were perceived as
less impacting on collaboration than in those cagese employees in the subsidiary sensed
inferiority.

The level of dependence on the German headquaiterseems to be linked with the
perception of difference. Both, in Case 1 and @abe headquarters exercises much control
over the subsidiary, leading to limited independendhe headquarters-subsidiary
relationships were affected, and cultural and listy differences more impacting than in
Case 3 where the Australian subsidiary enjoyed)h leivel of independence, and possibly
as a consequence thereof, maintained a well-fumogorelationship with the overseas

headquarters.
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Interview data suggests that collective identitaisense of membership in the larger
organisation is critical to the perception of ctdluand linguistic differences. Where an
organisation struggled to create unity betweenrmar@mpany and subsidiary (as in Case 1
and Case 2), colleagues from Germany were commaalyed as out-group members.
Strong, negative stereotypes persisted, and cLulahlinguistic differences were viewed
as more impacting than those existing within thesgliary. Such “them” versus “us” divide
caused many problems between the two units. In @aparent company and subsidiary
were found to be significantly more united, witlsdevisible in- and out-groups. As a
consequence, challenges in working across cultuees viewed as less impacting as in the
other two cases. (Research question 2 and 3).

Existing literature in the field usually looks atltural identity as one form of
collective identity to explain belonging, group megrship, and the challenges associated
with interaction across cultures. In this reseaitobyolved that collective identity in a sense
of membership in the larger organisation was piviia explaining more effective and
appropriate communication. Cultural diversity witithe Sydney offices only marginally
affected respondents. A primary concern is theueet depiction of headquarters colleagues
as out-group members. Thus, this study confirms ¢hHural distance measures can be
misleading in international business and managemmesé¢arch, and strengthens the
argument that difficulties in working across cudisiare as likely to occur between dissimilar
as between similar cultures (See O’'Grady & Lan®61®Brewster, 1995; Brewster et al.,
1993).

Results show that mindful communication in termseaiprocal respect are desirable,
and that the subsidiary in Australia should bete@as an equal partner who is included in
decision-making processes. As such, accomplishwiteative identity was primarily
attributed to leadership attitude and behaviouth lzd headquarters and subsidiary level.
Mutual trust, regular communication, involvemenhdaconstructive discussions about
strategy and operations were key success factohg iareation of unity between the offices

of Case 3.
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Key Finding 3: Meaningful Relationships and Languag Skills — Keys to Mindful
Communication

Even though the notion of meaningful relationshipsinternational business and
management has been highlighted in earlier workKégley & Ruben (1983) and Edward
T. Hall (in Sorrells, 1998), for instance, the ¢xig body of literature on the topic is limited.
The business environment may focus less on harmodynutual understanding than other
transcultural contexts, but more on economic resatid individual career aspirations, yet
meaningful relationships have been identified agraéto mindful communication in this
research study.

There is no formula of how to build meaningful tedaships in the workplace. Neither
will all people develop such relationship with teoshey collaborate with, because
“reciprocal liking” as Berman (2002, p. 218) phmast is a defining characteristic of
workplace relations. The point here is that respatglfound the meaningful relationships
they had established with people from differenttumal and/or linguistic backgrounds
through work helpful in better understanding tloein and the other person’s position. Even
if they did not relate to one another, they weramany cases able to develop a well-
functioning business relationship. Diverging vieausd even conflict as part of human
society continued to persist, yet being managecratiectively when people maintained a
meaningful relationship with one another.

Consistent with the finding that language was thestmimpacting intercultural
challenge from an employee perspective, foreigguage skills were also identified as a
key determinant in achieving mindful communication terms of reciprocal respect.
Respondents saw advanced English language skelssamtial for working in Australia, but
also felt a need for those they worked with outsifihe country to be able to communicate
in English without major difficulties. Many natiwpeakers of English stated they would like
to be able to speak a foreign language to showeotdpr those frequently working in a
second language, and to communicate in basic tetimhest nationals upon their visits of
foreign business partners. Foreign language skéi® also viewed as facilitors in building
meaningful relationships.

Neither is it required for all staff to acquire potency in one or more foreign
languages, nor will non-native speakers of Englslth as employees from the German

parent company, be able to pick up all idiosynessnherent in Australian English and
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avoid making mistakes. Mindful communication is abanutual appreciation and
understanding, and those being able to demondtaaie skills in their counterpart’'s mother
tongue will find themselves in a more favourablsipion than those who don't.

Research question 4 can be answered in a way thahingful relationships and

foreign language skills acted as key facilitatdrenandful communication.

Key Finding 4: Parent Company Involvement — Suppoting Mindful Communication

In two out of three cases, those representing #en@n parent company and being
responsible for strategy and operations in the raliah market knew little about the
intercultural challenges working for a German nmational corporation in Australia carried.
Communication on a senior management level betvbetin offices was unsteady, thus
limiting involvement, understanding and the pogd#ibito provide effective support to
ensure mindful communication in the workplace (Rese question 5). The importance of
building meaningful relationships was recognised supported in one case only, which, at
the same time was the organisation where fewestcuitural challenges were reported.
Interest in discussing diversity matters differeagndicantly among the three parent
company representatives, ranging from a high le¥&loncern and motivation to acquire
new knowledge, to denial of the topic’s relevance.

Expecting the operation of a subsidiary in Aus#&ralé a society shaped by cultural and
linguistic diversity to be naturally smooth woul@ la hasty conclusion by any German
organisation. Australia may have a legal framewornsure equality in place, but this study
has proven that legislation alone will not ensuiedful communication in the workplace.
Equal employment opportunity acts remain voluntaryorganisations with fewer than one
hundred employees, and diversity management |éigislaffects the public sector only.
Instead, leadership acted as a determining factoow mindful employees behave towards
other cultures in this research.

Based on the above findings and their discussioaceordance with the related
research questions, the researcher developed memmdel and definition of intercultural
competence, and concluded that respondents pnndgiteloped these abilities through

first-hand experiences (overall research question).
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8.2. Interrelated Model of Intercultural Competencefor MNC Management
Attitude Knowledge and skill88ehaviour and theCorporate environmergvolved as
the four core dimensions of what intercultural cetemce means in working for a German
multinational corporation in Australia. Most of #edimensions can be found in previous
models, thus, making the present research consistdnmuch of the existing theories and
concepts about intercultural competence. Each dimmencomprises single components.
Many of them are also consistent across previossareh. Thdnterrelated Model of
Intercultural Competence for MNC Managemenspecific to the business environment in
Australia, and adds the notion of meaningful relaghips to available models applicable to

organisations.

Attitude:
Respect for cultural differences, openness towardsural differences,

motivation to learn about cultures, motivation toriwtogether.

Knowledge and Skills:

Empathy, listening skills, observation skills, aeess of cultural differences,

culture-specific knowledge, intercultural experienforeign language skills.
Behaviour:
Patience, effective communication, building meafuhgrelationships,

adjusting language, seeking clarification.

Corporate Environment:

Leadership attitude and behaviour, support of caltpractices, provision of
foreign language training, consideration of logahditions.

Behaviour in terms of building meaningful relatibiss with people from different
cultural and/or linguistic backgrounds evolved fas tost important single component of

intercultural competence in the context of thiglgtilbuch outcome confirms recent research
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in other contexts in Australia, such as Krajewsk2811) conclusion of friendship being
critical to intercultural competence as a graduapability at Macquarie University in
Sydney.

The Interrelated Model of Intercultural Competence primarily a developmental
model, which proposes that intercultural competasaenever be fully achieved, rather is
an on-going learning process. The four dimensiamstheir components are dynamic and
develop over time, with no end to the individuarl@ng process. Individual employees’
experiences showed how first encounters of cultditiérences, in most cases, caused
surprises, challenges, if not real problems. Redgots learnt, and continue to learn, to
behave effectively and appropriately towards pe@pl@ different cultural and/or linguistic
backgrounds.

Cogs illustrate that attitude, knowledge and skaisd behaviour set one another in
motion. They visually differ from the corporate @owment dimension to distinguish
between individual competence, and the externalentes that explain the variation in our
ability to work effectively and appropriately acsosultures. The researcher envisioned a
model to which movement is central, but at the same left room for difference. Attitude
can influence the acquisition of new knowledge skitls, but also affect our behaviour, for
instance. Thus, the direction into which the caga,tremains open.

The model highlights that intercultural competera@not be viewed in isolation,
instead needs to include the responsibility ofdfganisation to create a work environment
that allows the individual's competence to flourigtititude, knowledge and skills, as well
as behaviour are interrelated, and so are theythétlorganisation at large. Offering foreign
language training, for instance, will enhance emppéoknowledge and skills. Leadership
attitude can impact on the openness staff exhtbitsards people from different cultural
and/or linguistic backgrounds, thus, on employeeabm®ur. Supporting cultural practices
has the potential to increase the awareness afrauttifferences in the workplace. Double-
headed arrows indicate that influence is mutualils¥the corporate environment affects
the individual, the individual also has the powerrhpact on the corporate environment.
Individual employees, or groups, can propose foréagguage training to be provided by
their employer, or raise awareness among the mamagdeam for the necessity to establish

praying facilities.
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The Interrelated Model of Intercultural Competen@zcentuates that collective
identity is part of the individual self-conceptt Yieked with the corporate environment since
it reflects a sense of membership in the largeamigation. Collective identity is a desirable
outcome of corporate attitude and behaviour becausk feeling of belonging has been
found to influence our ability to work effectivelgnd appropriately across cultures.
Positioning collective identity between the indwad employee and the corporate

environment visualises this link.
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Figure 5: Interrelated Model of Intercultural Comptence
for MNC Management
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Based on the above discussion of findings andrttezrelated Model of Intercultural
Competencethis research study defines intercultural competan working for a German

multinational corporation in Australia as follonRBat 1 of the overall research question):

Intercultural competence is an employee’s abilitgontinuously learn how to
behave effectively and appropriately towards pedpden different cultural

and/or linguistic backgrounds. Attitudes, knowledgiills, behaviour and the
corporate environment, in which meaningful relasioips are most important,

are interrelated, dynamic, and develop over time.

8.3. Developing Intercultural Competence

Employees in the Australian subsidiaries of Gernmamltinational corporations
developed intercultural competence primarily thioumtercultural experience and
meaningful relationships (Part 2 of the overalkegesh question)ntercultural experience
refers to an immersion in other cultures, to thieeixthat some kind of understanding of the
unfamiliar culture could occur. Examples of intdtaral experiences included the
international student experience prior to entetimg workforce, working for an extended
period of time, usually a year or longer, in anotbeuntry, and migration. Employees
reported that intercultural experience had allowen to become (more) aware of cultural
differences, to acquire (more) culture-specific wiemlge, and understand the value of
diverging perspectives in the workplace (bettdarpflen made them see problems as less
significant, and enabled them to recognise how Itatdn be to speak a foreign language
and live in a new cultural environment. Employelss @eveloped intercultural competence
through the diversity they found in the office. JHearnt about their colleagues’ cultures in
the course of everyday team work, and reportedefinitercultural experiences they had
made during their time at school or university inséalia.

Building and maintaining meaningful relationshipshapeople from different cultural
and/or linguistic backgrounds was found to resuthany positive experiences, creating real
understanding. With many aspects of culture beemngisive, employees stated that they
would only talk about them when they felt comfotéain the conversation and knew their
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counterpart well. One respondent, for instancdyakted on a former colleague from India
with whom he continues to maintain a close friemalsfihis relationship allowed the
respondent to gain an in-depth insight into culioréndia, and work more effectively with
people from that background. When employees hac&emadative experiences with people
from a specific culture, long-term immersion wagm®wnore important in order to allow
them to meet people of the same background andwealbntest the image they may have
begun to develop.

Language skills support relationship-building asrasiltures since people need a
shared language in order to communicate aboutgerahtopics both parties can relate to.
Moreover, learning a foreign language was also gtewas developing an understanding of
culture in a broader sense and to sensitise thmede#or the effort non-native speakers of
English undergo in their everyday work. Some emgdsy participating in this study
developed intercultural competence through languageses where they found culture to
be an important aspect of the learning experiefbes. finding is consistent with Byram et
al.’s (2001) conclusion that foreign language aasallow for the opportunity to acquire
intercultural competence.

Surprisingly, respondents found intercultural tragnto be little helpful. Much of the
effectiveness of intercultural training, of courdepends on the receptivity of the participant,
and the type and quality of training. Some of tkamples employees gave indeed show
some weaknesses of the respective training. Opemdsnt explained how employees were
asked to share their overseas experiences withapather in a training session, which
provided participants with “checklists of what yoneed to fulfil” when they were going to
work in particular cultural environments. Anothertarviewee stated that the parent
company in Germany would require all staff from shésidiary to regularly complete online
training about a variety of topics, at times, retato cultural diversity matters. He found
much of the content to be exaggerated and talkedtabe amusement the trainings caused
in his team: “Just be careful when you organisaréypwith colleagues from work to make
sure there is the same number of gender there€ctfe intercultural training requires
elements of self-analysis, discussion and role,@aywell as training time and expertise
(Landis et al., 2004). Neither of the examples shawuch recognition thereof, but
encouraging stereotypes instead.
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It needs to be emphasised that intercultural coempet is unlikely to be developed
through one sole experience, it rather is an omggpimcess. This confirms Deardorff's
(2006) conclusion, and reflects Bennett’'s (201 Dppsition that intercultural competence
can be acquired through a combination of differaetivities, such as “intentionally and
developmentally sequenced program design, balanciaenge and support; anxiety
reduction, facilitating learning before, duringdaafter intercultural experiences, depth of
intercultural experiences, language immersionrautéural competence training, cultivating

curiosity and cognitive flexibility.”

8.4. Implications for Practice and Future Research

This research study carries implications for thetigpating — and other —
organisations to strengthen collaboration in thetfalian subsidiaries, as well as between
subsidiary and parent company. In some organisapoactical implications may already be
embedded in their operations, to others they vélhbw considerations to be made. There
are also a number of limitations associated withriasearch, which are recommended to be

further studied.

8.4.1. Limitations and Research Implications

One of the limitations of this study arises frone tiesearcher’s cultural background
and research methodology. Assuming a critical seatance required the researcher to make
sense of employee knowledge. Even though this sivaly undertaken in Australia, the
researcher was brought up, completed undergraduadees, and worked for organisations
in Germany prior to coming to Australia. Personals, values and experiences, as such,
have influenced the analysis of qualitative datak& (2006, p. 84) emphasises that case
study reports “cannot be value-neutral”, and titas“an ethical responsibility for us as case
researchers to identify affiliations and ideologiceammitments that might influence our
interpretations” (p. 87).

This study has identified language as the most atnpg intercultural challenge and
central to achieving mindful communication in theriplace. In much of the existing
intercultural competence research in Europe, fordanguage skills are viewed to be

fundamental. From a US perspective, language iardottural competence tends to
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considered as less impacting. Coding outcomesacate subjectivity, and will differ from
those of a researcher with a different culturakigasund.

Further research can add to our understanding sfrélia’s position on language in
intercultural competence. This study has providednes evidence that language is
underestimated in the Australian business conbeth, from a glance at job advertisements,
and interviewing general staff and executive marmag®lultinational corporations from
other country-of-origins in Australia should be luaed to comprehend how language
affects operations in different contexts. It ale@ms important to incorporate Australian
organisations into future research, and investibatig they experience language in doing
business overseas.

Diverging views continue to exist in previous resbaabout the role of meaningful
relationships in intercultural competence. To fartetrengthen the outcomes of this study,
it is recommended to undertake future studiesdpatifically look at relationship-building
in international business and management, andlggance to intercultural competence.

Another restriction of this research is the numbkicompany cases investigated,
primarily resulting from the given timeframe of AP study. It was asserted that the study
of three organisations would be able to demonstvagg intercultural competence means in
working for a German multinational corporation indralia, and how employees develop
this ability. Yet, it is important to dedicate soriuture research activity to other German
corporations operating in different industries thha ones included in this study, and to
enhance our understanding through a look at swsgdi of small (less than twenty
employees), and large (more than two hundred erapiysize. Large organisations often
undertake a more structured approach to managiregsily, considering the government
legislation applicable to them. Small organisatidesd to demonstrate high levels of
flexibility so that they may be able to react iditierent way to different scenarios.

The present study has provided some empirical ageléhat culture and performance
are linked. It is one of the limitations of thissearch that a more substantial investigation
was impossible due to restrictions in time and scop a PhD thesis. Organisations
ultimately exist for profit-making. Multinationalocporations, in particular, have to satisfy
their shareholders and other financial investorguife research would benefit from an
investigation of the impact of intercultural comgrate on individual, team, and business

performance to increase the recognition of the ephas a business imperative.
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The primarily qualitative nature of this researchs hallowed to comprehend the
reasons behind employee opinions. Some of thenigsdivere deeply embedded in the
interviews and required an understanding of thgelacorporate context. This applied to the
identification of meaningful relationships as cahtto intercultural competence, and
collective identity to explain the variation in shability. It is recommended that more future
studies in international business and managemeahtde qualitative methods of data

collection into their research.

8.4.2. Practical Implications
Practical Implication 1: Include Intercultural Comgtence in Selection Criteria
Intercultural competence should be incorporateitiéncandidate recruitment process
to maximise the potential of cultural diversitytire workplace, and to minimise associated
challenges. This study has provided some eviddmateintercultural competence is linked
with individual and business performance. Custonherge turned to competitors because
local conditions in Australia remained underestedat and bureaucratic ways of
communication caused unacceptable delays. Indilsdave found themselves in situations
where they felt inadequately prepared for imporsahes pitches in a — for them — unfamiliar
business environment. On other occasions, new datedi were found to lack consideration
of culture in the workplace. Recruiting staff is@stly act for an organisation, it includes the
charges of recruitment agencies, creating and rn@jaadvertisements, and the resources
required to train the new candidate. The finanicigdact on an organisation grows when
new employees have to be replaced, and the re@wmitamd training process to be repeated.
Including intercultural competence as a selectioteria for new candidates is
therefore important for both for executive managand general staff. To overcome the
problem that there is much uncertainty about whreth&ercultural competence can be
measured, human resources management could inatepote plays or group task in the
recruitment process. Examples include a scenaab s caused misunderstanding or
conflict in the past, observing how candidates rganand solve that particular situation.
Such approach will not work for every position ® filled, and prove to be most suitable
for recruiting graduates. The following practicaimplications include further

recommendations how to identify new staff with aeleof intercultural competence.
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Practical Implication 2: Establish Language Trainig in Employee Development

Since learning a foreign language means more tiealiility to speak someone else’s
mother tongue, organisations should establish kaggutraining in their employee
development strategies. Learning a foreign langwg@ means developing an awareness
for the ways in which cultures differ, acquiringdamedge about specific cultures, as well
as developing and fostering patience and empattgnvpeople communicate in a second
language.

Contemporary organisations see high levels of fltaffuation. People may work for
a German organisation today, and for a French cagnathe near future. It is, therefore,
not important for employees to acquire proficieahduage skills, but become able to
communicate in basic terms with another cultureeeBngs and the knowledge of selected
sayings or short phrases are forms of politenessviiil assist staff when they undertake
work-related travel, or even when they communicaie email and telephone. One
respondent who attended German language classesnaitk, described even very basic
foreign language skills as ‘icebreakers’ when nmgetiew people from Germany.

Outside of employee development, and correspondaity the first practical
implication of this research, organisations shas#ek candidates with foreign language
skills when possible, whether or not they are negglfor their job. It will not always be
possible to recruit candidates with the desiredgssional and, at the same time, language
skills. Rather should it become an objective toréase the number of employees with
foreign language abilities.

Language is central to intercultural competencenfeoEuropean perspective, but not
in the United States, and, as it appears, in AlistrA key task for an organisation will be

to sensitise human resources management for the wvéforeign language skills.

Practical Implication 3: Emphasise Verbal Communitian Skills in Recruitment

In this study, verbal communication skills were riduto be important to employee
performance. As a low context culture, communicatio Australia primarily relies on
verbal messages. One manager reported of a waestscanario where a new candidate was
made redundant due to his inability to communicappropriately. The organisation
expected the candidate to inform managers aboWk pragress because of the complexity

of a project’s they were working on. Even afteresal reminders and conversations about
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the necessity to talk about his work, he continteedemain guarded. In this case, verbal

communication skills were more critical than preiesal expertise.

Practical Implication 4: Establish Overseas Expeniee in Employee Development

Intercultural experience has been identified as oh¢he knowledges and skills
employees should possess to work effectively ampaogpiately across cultures. It has also
been found to be one of the most important wayseskloping intercultural competence.
Organisations, therefore, need to recognise inlteral experience as part of their human
resources management. Structured programmes ahatienal delegation should be
implemented in employee development. This requan@sable members of staff to be
identified, and extended stays at the parent cogypananother subsidiary be planned
together with relevant parties. Multinational caiqions have the advantage that an
international network of offices readily existspgoared to other organisations in Australia
where finding such overseas partner may prove mmrglex. In addition to the usual roles
that suggest extended overseas experience as kglgabh as many positions in sales, a
service technician, for example, may also bene@imf spending a month or two in the
German headquarters, learning how products are factoved and serviced first hand, and
understand some of the cultural aspects.

Stronger intercultural experience among staff dao be achieved through seeking
new candidates who have spent a longer periocha in a foreign country. Intercultural
competence is increasingly becoming a key concémanaersities in many countries,
including Australia, so that the number of gradsatdéth intercultural experience abroad
becoming available to the labour market is growing.

Practical Implication 5: Understand and Adapt to lcal Conditions

An organisation that seeks to successfully senee Abstralian market needs to
understand and adapt to local conditions. In tesearch, a lack thereof caused much
frustration among employees from the subsidiargl emstomers turning to competitors.
Corporate culture will always see some kind ofuiefice from the German parent company.
It is important to adapt subsidiary leadershipatsiyy and operations, as well as goods and
services in a way that they become more functiamal satisfactory for stakeholders in

Australia. Higher levels of independence in therugment of new staff, technical
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documentation to be translated by a specialised@gm Australia, and empowering the
subsidiary to undertake relevant product modifarailocally are some of the considerations

organisations need to make.

Practical Implication 6: Involve Subsidiary in Desion-Making Processes

Employees often felt excluded from the decision-mgkprocess by the parent
company. This became counterproductive in a walyttlea'them’ versus ‘us’ divide grew.
It is recommended to involve the subsidiary in val@ decision-making processes. More
specifically, candidates for key management passtishould be selected together, rather
than new managers being nominated by the parenpaoyrand imposed on the subsidiary
without taking their view into consideration. Sagies applicable to the subsidiary in
Australia also need to be developed together talduastration, and ensure local conditions

are acknowledged.

Practical Implication 7: Allocate a Budget for Intmational Travel

Effective intercultural conflict management shouddcome part of the corporate
agenda. As part of human society, conflicts willa}s exist. Intercultural competence has
the potential to reduce and manage intercultunaflicd, yet geographic distance imposes a
natural barrier to conflict management, and witlogde primarily relying on email and
telephone communication even increases the liketlhthereof. Organisations should
allocate a budget for international travel to managnflict effectively. One respondent
reported of a situation where stocking spare parfsustralia had created tension between
subsidiary and parent company for an extended g@fidime. When the person in charge
from the German parent company eventually visitesl subsidiary for two weeks, this
allowed to clarify positions, and to find a soluticAllowing counterparts from different
geographic locations to meet and get to underséaath other’'s positions also bears the

potential to minimise the ‘them’ versus ‘us’ dividestering collective identity.

Practical Implication 8: Incorporate InternationaEvents
Organising an annual event for selected staff fbfferent international locations
should also be taken into consideration. Such ewvaart be conferences, for example, where

employees hold presentations about work-relategests) and, at the same time, meet their
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counterparts in person. With relationship-buildb@gng central to intercultural competence,
international events will allow people to exteneithpersonal network, and even if not
everyone will be able to relate to their colleaguksy can still develop a well-functioning

business relationship. Moreover, international évean foster collective identity among
employees. The location should change to includiairal aspects of the host country into
the event. With knowledge management being a kpi¢ tm contemporary international

business and management, an annual conferencdstafuaction as a facilitator. Event

attendees need to be selected based on theiriphtboth professionally and interculturally,

to maximise return on investment.

This study emphasises that it is important to idelgeneral staff in international
meetings. It was found to be common for a multovai corporation to have executive
managers from different international locations tr@e regular occasions. General staff,
however, often remained excluded from the oppotiesito share their knowledge and meet
their counterparts in person. These employees, Yenwirm the large majority of staff and
represent an organisation’s human capital. Ond@fekecutive managers interviewed in
this research reported that the organisation’snatéonal event for general staff also led to

higher levels of motivation and loyalty towards #maployer.

Practical Implication 9: Survey Employee Opinionsid Experiences

The last practical implication of this study suggde continue accessing the opinions
of employees about equality in theory and practaoel, the specific experiences they make.
This can be done via regular surveys, twice a y&ar,example. Results will assist
organisations to assess in how far they achievgress in their objective to ensure mindful
communication in terms of reciprocal respect in Warkplace. Such survey should be
conducted by an external agency to reduce emploger Survey effectiveness will highly
depend on the organisation’s willingness to leathaccept some kind of negative feedback.

Corporate activities as outlined in the above dismn of practical implications will
not fully eliminate discriminative behaviour to accRather are they the foundation for an
inclusive workplace. Organisations will benefit frosensitising their managers for the
problems associated with a lack of mindful commatien at work, allowing them to be
more aware and able to act. Knowledge and skilésamt to intercultural competence can

be easier developed among the workforce when Ishigeis supportive thereof.
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The Interrelated Model of Intercultural Competence MdNC Managementan be
used by individuals and organisations alike. Whihsercultural competence remains an
individual ability, the proposed model emphasied the context in which communication
across cultures takes place is important. As gihehmodel serves employees to accentuate
the necessity to build relationships in the workplaostering mindful communication and
collective identity. It is not enough to acquireertain skill set and experience different
cultures. Individuals need to understand the dynanuf their diverse environment,
including the organisation and their fellow workeéosbecome interculturally competent.
Organisations can use tHaterrelated Model of Intercultural Competence fINC
Managemento facilitate more effective and appropriate comioation among their staff,
particularly when office locations are geograpHicalistant and people usually lack the
opportunity to converse in person. The model vatlist organisations in understanding their
role in communication across cultures. Intercultyreompetent employees are critical, but
their attitude, knowledge, skills and behaviour caty be used to its full potential when

they receive the support of the employing orgarsat

8.5. Outlook

Looking into the future of intercultural communiicat in the three investigated
organisations means looking beyond this study.uCelland organisation are in motion and
constantly changing. The above recommendationsidghmiseen as the beginning of an
ongoing journey with the overall aim to reduce iotdtural challenges, and to provide a
fertile ground for intercultural competence to depeamong employees. Their consent to
participate in this study highlights the organisat’ motivation to learn about, and
willingness to improve intercultural communicationthe workplace. Whether or not they
will manage to pursue this objective, is in thedswaof each organisation.

Intercultural competence remains underestimated andervalued in some
contemporary organisations in Australia. Underdheent Australian government, change
towards achieving more inclusive workplaces throlegslation seems unlikely. Together
with the finding that rules and regulations alon# mot lead to inclusive workplaces and
build an interculturally competent workforce, euyaore is every organisation responsible
for taking action. A new generation of young prgfesals is gradually joining the

workforce, and with them a new global mind set. Mlaew candidates will have studied
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overseas, and some even be educated in interduttomamunication. They need to be
viewed as potential managers of the future andititars to initiate the required change.
Organisations that demonstrate the ability to etteend retain these candidates and value
their input are likely to withstand the challenggsbalisation imposes on the workplace,
and maximise the potential.

Future research will benefit from including addm# cultural contexts into the
discourse. What are the experiences foreign mtidinal corporations from other countries
than Germany make in relation to their Australiabssdiaries? What are the encounters
employees from Australian multinational corporasidrave in their overseas subsidiaries?
Investigating medium-sized foreign organisationthwai less structured internationalisation
strategy and a few employees in Australia only w&lio enhance our understanding of
intercultural competence in the workplace. Mearuhgtork relationships with different

parties from the overseas headquarters seem ciu@amall circle of key people.

Conclusion

Much of the intercultural communication discoursg@ernment and corporate level
in Australia appears to be a matter of public im#gestralian politics are currently stepping
back from equal rights and inclusion, yet re-enfayctheir federal multicultural policy.
Recent examples include the name change tovizegartment of Immigration and Border
Protection in which theOperation Sovereign Bordets prevent many of the asylum seekers
from entering Australia is central. Cutting fundif@y homelessness, which also affects
many indigenous people, is another example. Onctrporate side, two out of three
organisations investigated in the course of thieaech portray cultural diversity as key
business drivers, but at the same time show macigants of lacking commitment to
diversity beyond written documentation. This stuugs further strengthened previous
conclusions that establishing good policies oftendmes a substitute for action. Without
minimising the importance of such policies becahsg are the foundation of a functioning
organisation and society, leadership attitude agtthbiour largely influence intercultural
communication.

Adding the context of German multinational corpmas$ in Australia to the existing
body of intercultural competence research has dstraied how important it is to look at

cultures that tend to be viewed as (relativelyseldOne of the achievements of this study is
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the reference for German multinational corporatiegesking to enter a market where culture
is usually considered to cause little difficultytlveen home and host country. For these
organisations to establish operations in Austrddigilding meaningful relationships with
people from different cultural and/or linguistic dkgrounds, foreign language skills,
achieving collective identity in a sense of membgrsn the larger organisation, and an
adaptation to local circumstances need to be imcated into the planning process.

It appears as if some employee knowledge and ski#llevant to intercultural
competence remain unexploited by organisations ustialia. Change is desirable and
intercultural competence an employee ability that add to an organisation’s global
competitiveness. To achieve this, it is importaot &n organisation to recognise and
acknowledge the value of intercultural competemgéhout such mind-set, organisations

may not see themselves progressing in the antedpaay.
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Appendices

Appendix 1: Ethics Approval

Final Approval - Issues Addressed - 25th November0a 1

Von: "Faculty of Arts Research Office" <artsro@eutu.au>

An: "Dr Sabine Krajewski" <sabine.krajewski@ exdp.au>

CC:  '"Faculty of Arts Research Office" <artsro@eup.au>, "Miss Sandra Blumberg"
<sandra.blumberg@students.mqg.edu.au>

Datum: 25.11.2011 01:49:02

Ethics Application Ref: (5201100833) - Final Appabv

Dear Dr Krajewski,

Re: ('Definition, development and practice of iotdtural communication competence:
Case studies in the Australian corporate sector’)

Thank you for your recent correspondence. Yourarse has addressed the issues raised
by the Faculty of Arts Human Research Ethics Cotemiand you may now commence
your research.

The following personnel are authorised to conduist tesearch:

Dr Sabine Krajewski
Miss Sandra Blumberg

Please note the following standard requiremenggppfoval:

1. The approval of this project is conditional up@ur continuing compliance with the
National Statement on Ethical Conduct in Human Reste(2007).

2. Approval will be for a period of five (5) yeasabject to the provision of annual reports.
Your first progress report is due on 25th Novenik?2.

If you complete the work earlier than you had pkeothgou must submit a Final Report as
soon as the work is completed. If the project Feenldiscontinued or not commenced for
any reason, you are also required to submit a Regbrt for the project.

Progress reports and Final Reports are availatiteedbllowing website:
http://www.research.mq.edu.au/for/researchers/hovoklitain_ethics_approval/
human_research_ethics/forms

3. If the project has run for more than five (5aggeyou cannot renew approval for the
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project. You will need to complete and submit aaFiReport and submit a new application
for the project. (The five year limit on renewalagprovals allows the Committee to fully
re-review research in an environment where legisiaguidelines and requirements are
continually changing, for example, new child proit@e and privacy laws).

4. All amendments to the project must be reviewatlapproved by the Committee before
implementation. Please complete and submit a Refpre&mendment Form available at
the following website:
http://www.research.mq.edu.au/for/researchers/howlitain_ethics_approval/
human_research_ethics/forms

5. Please notify the Committee immediately in thent of any adverse effects on
participants or of any unforeseen events that tiffexcontinued ethical acceptability of
the project.

6. At all times you are responsible for the ethmaiduct of your research in accordance
with the guidelines established by the Universityis information is available at the
following websites:

http://www.mq.edu.au/policy/

http://www.research.mq.edu.au/for/researchers/howlitain_ethics_approval/
human_research_ethics/policy

If you will be applying for or have applied for erhal or external funding for the above
project it is your responsibility to provide the dtpuarie University's Research Grants
Management Assistant with a copy of this emailassas possible. Internal and External
funding agencies will not be informed that you héimal approval for your project and
funds will not be released until the Research Graddnagement Assistant has received a
copy of this email.

If you need to provide a hard copy letter of FiApproval to an external organisation as
evidence that you have Final Approval, please ddasitate to contact the Faculty of Arts
Research Office at ArtsRO@mgq.edu.au

Please retain a copy of this email as this is ydficial notification of final ethics
approval.

Yours sincerely
Dr Mianna Lotz

Chair, Faculty of Arts Human Research Ethics Coneait
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Appendix 2: Self-administered Questionnaire

Cultural Intelligence in Business Organisations

You are invited to participate in a study aboutwnal diversity at the workplace. The
study aims to identify new strategies and techrsdoecompanies whose stakeholders
(such as staff, customers, suppliers and the cagrzsaent company) come from different
cultures, enabling those companies to further msernthe challenges and maximise the
potential of cultural diversity.

This project is part of a PhD study and being cateli by Ms Sandra Blumberg and Dr
Sabine Krajewski from Macquarie University. If yaould like more information on the
study or approach, Sandra can be contacted vid é&aadra.blumberg@mqg.edu.au) or
phone (0451 055 667).

It will take you about 10 minutes to complete tiigestionnaire. All data will be treated
confidentially and you can withdraw from this stuatyany time.

1. Do you work with people from different cultural dadlinguistic backgrounds?

Yes| | No| |

WORK ENVIRONMENT

2. How often do you work with people from differentittwal and/or linguistic
backgrounds?

| Dalily
| Weekly
| Monthly

' | Onrare occasions

3. Are the people from different cultural and/or lingfic backgrounds you work with:
Team members

Other internal staff

Staff from the overseas parent company or subgdia

Customers

Suppliers

Investors

Other, please specify:

ooty
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4. To what extent do you agree with each of the follgistatements?

strongly
agree

strongly

agree )
9 disagree

disagree

| enjoy working with people
from different cultural and/or
linguistic backgrounds.

| see working with people from
different cultural and/or
linguistic backgrounds as part
of my job.

| prefer working with people
from my own cultural and/or
linguistic background.

5. How often do you encounter the following when watkiwith people from other
cultural and/or linguistic backgrounds:

very often often rarely never

Misunderstandings (i.e.
message is received
incorrectly)

Language problems (i.e.
difficulties to find the right
words/terms)

Conflict (i.e. anger, disputes,
arguments or frustration)

6. How does this compare to working with people fromaryown cultural and/or linguistic
background?

more often similar with | less ofterwith
with people people from people from
from my own my own my own
background background background

Misunderstandings
(i.e. message is received
incorrectly)

Language problems (i.e.
difficulties to find the right
words/terms)

Conflict (i.e. anger, disputes,
arguments or frustration)

242



7. In your work with people from other cultural andlfmguistic backgrounds, how would
you rate your own:

very high high low very low

Knowledge about cultural
differences (such as values,
traditions and norms)
Awareness of cultural
differences during
communication

Level of adaptation

(such as speaking their
language, following their
norms)

Patience with cultural
differences (such as
completion of tasks)
Openness towards cultural
differences

Motivation to learn about
cultural differences

8. To what extent do you agree with each of the folhgstatements?

strongly agree disagree syrongly
agree disagree
There is respect for people
from different cultural and/or
linguistic backgrounds.
People learn about each other’s

culture and language.
Cultural/linguistic differences
do not play a role.

The faster people from
different cultural and/or
linguistic backgrounds fit in,
the better.

There is little respect for peop
from different cultural and/or
linguistic backgrounds.

EXPERIENCE & TRAINING
9. Have you ever lived outside of Australia for mtran 6 months?

Yes| | No |

243



10.

11.

12.

13.

14.

15.

16.

Which are those countries you have lived in for@hths or more?
Country 1:
Country 2:
Country 3:
Country 4:
Country 5:

What is your mother tongue?

Do you speak a foreign language?

Yes| | Nd |

Which foreign language(s) do you speak?

Foreign language 1:
Foreign language 2:
Foreign language 3:

How well do you speak which of the foreign languayeou mentioned in the
previous question?

Level of: Foreign language 1:
Foreign language 2:
Foreign language 3:

Are you in Australia on an overseas assignmenydar current employer?

Yes| | No|[ |

Have you ever received any of the following fronuyourrent employer to prepare
for an overseas assignment or for working in aucally diverse environment in
general?

| Foreign language training

|| Intercultural training
| | None

|| Other, please specify:
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17. What do you think is the key to working successfullth people from other cultural
and/or linguistic backgrounds?

18. What do you think is the greatest challenge in waylsuccessfully with people from
other cultural and/or linguistic backgrounds?

THE FOLLOWING QUESTIONS ARE ABOUT YOURSELF.

19. Gender:
Male| | Femal_|
20. Age group:
18-25[ | 26-3% | 36-4 | 464 | 554 |
21. Highest level of education:
University| | TAFE | High Scho_| | did not finish schod |

Other, please specif] |

22. Working with this company since:

23. Managing staff:

Yes| | No |

24. Areal/department you work in:

25. Cultural background (Where do you feel you comenf?y

26. Religion:
Christianity | Buddhisi | Hirision || Islarl |
Agnosticism | Atheism| |

Other, please specif_ |

27. Living in Australia since:

28. Can we contact for an interview and/or focus grdiggussing cultural diversity at the
workplace?
Yes| | Ng |

Your email address:
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Appendix 3: Information Statement and Consent Form

English:

Information Statement and Consent Form

Name of Project: Cultural Intelligence in BusinesgOrganisations

You are invited to participate in a research stadgut how employees in subsidiaries of
German multinational corporations in Australia exgrece and manage the challenges of
cultural diversity at work. The study is being cantéd by Sandra Blumberg from the
Department of Media, Music, Communication and Qualt&tudies at Macquarie University
in Sydney. Sandra Blumberg can be contacted vial saradra.blumberg@mgq.edu.au or by
phone on 0451 055 667. The purpose of this stutly é®llect personal experiences about

working in a culturally diverse environment anddentify possible ways of improvement.

The research is being conducted to meet the regaits for the degree of PhD (Doctor of
Philosophy) under the supervision of Dr Sabine &rajki of the Department of Media,
Music, Communication and Cultural Studies at Macgudniversity, phone 02 9850 2167,
email sabine.krajewski@mg.edu.au.

If you decide to participate in this study, you Ivide invited to an interview and a focus
group. The interview and focus group will each tagproximately 45 minutes of your time
and be audio-recorded so that the researcher cexestvate on what you say rather than on
note taking. The interview and focus group will transcribed and sent to you for
verification. None of the information given in th@erview and focus group will be used

without your consent.

Any information or personal details collected ie ttourse of the study are confidential. No
individual will be identified in the publication it study feeds into. If you wish to have
access to the data prior to publication, pleas¢éacbithe researcher.
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If you decide to participate, you are free to wrthel from further participation in the study

at any time without having to provide reasons arttiaut consequence.

As an appreciation for the time you are takingddipipate in this study, you will receive a

small gift once the interview and focus group hbgen completed.

l, , magd and understand the

information above and any questions | have asked haen answered to my satisfaction. |
agree to participate in this research, knowing klzain withdraw from further participation

at any time without consequence. | have been gaverpy of this form to keep.

Participant’s name (block letters):

Participant’s signature: Date:

Investigator's name (block letters):

Investigator’s signature: Date:

The ethical aspects of this study have been apgryeMacquarie University Human
Research Ethics Committee. If you have any comgdain reservations about any ethical
aspect of your participation in this research, yaay contact the Committee through the
Director, Research Ethics (phone 02 9850 7854, fdx 9850 8799, emalil
ethics@magq.edu.au). Any complaint you make willteated in confidence and investigated

and you will be informed on the outcome.
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German:

Projektinformation und Einverstandniserklarung

Projektname: Cultural Intelligence in Business Orgaisations

Die Studie, zu der wir Sie einladen, beschéftigh snit Erfahrungen, die Mitarbeiter von
Unternehmen in Australien in der Zusammenarbeit Kollegen, Geschaftspartnern,
Kunden und Zulieferern aus verschiedenen Kultugser®i machen. Diese Ergebnisse
mochten wir mit deutschen Unternehmen vergleicheie Studie wird von Sandra

Blumberg, Fachbereich Media, Music, Communicatiord &Cultural Studies an der
Macquarie University in Sydney durchgefuhrt. Sientkén Sandra Blumberg per email
s.blumberg@gmx.de oder Telefon 04330 1024 kontaktieDas Ziel dieser Studie ist es,
individuelle Erfahrungen bezuglich der Arbeit inn@m multikulturellen Umfeld zu

sammeln und mogliches Verbesserungspotenzial aeked.

Die Studie ist Bestandteil einer Promotion und wdwdchgefihrt, um den Grad des PhD
(Doctor of Philosophy) unter Betreuung von Dr. $&bKrajewski, Fachbereich Media,

Music, Communication and Cultural Studies an decddarie University zu erreichen. Dr.

Sabine Krajewski kann per email sabine.krajewski@ohgau oder Telefon 0061 2 9850
2167 kontaktiert werden.

Sollten Sie sich dazu entschlie3en, an dieser &tigilzunehmen, dann laden wir Sie zu
einem Interview mit maximaler Dauer von 45 Minu&n. Damit sich der Befrager auf Sie
und Ihre Aussagen konzentrieren kann, wird das nii@@ mit Hilfe eines
Tonaufzeichnungsgerates aufgenommen. Das Interwad schriftlich tGbertragen und
lhnen zur Uberpriifung geschickt. Keine der Inforiovan, die Sie wahrend des Interviews

geben, wird ohne Ihre Zustimmung verwendet.

Alle Informationen und persdnlichen Daten, die ingg dieser Studie gesammelt werden,
sind vertraulich. Kein Teilnehmer wird in der gaglen Verotffentlichung genannt. Sollten

Sie vor der Veroffentlichung Zugang zu den erhobeldaten wiinschen, kontaktieren Sie
bitte Sandra Blumberg.
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Wenn Sie sich dazu entschlieRen, an dieser Staedminehmen, dann kénnen Sie lhre

Bereitschaft jederzeit ohne Konsequenzen oder Amgah Grinden widerrufen.

Als Dank fir lhre Unterstitzung erhalten Sie nadbséhluss des Interviews ein kleines

Geschenk.

Ich, be hdie oben genannten

Informationen gelesen und verstanden. Alle Fragem su meiner Zufriedenheit
beantwortet haben. Ich stimme zu, an dieser Stadminehmen und bin mir bewusst, dass
ich meine Bereitschaft jederzeit und ohne Konsegeremwiderrufen kann. Eine Kopie dieser

Einverstandniserklarung habe ich erhalten.

Name des Teilnehmers (Grossbuchstaben):

Unterschrift des Teilnehmers: Datum:

Name des Befragers (Grossbuchstaben):

Unterschrift des Befragers: Datum:

Die ethischen Aspekte dieser Studie sind von derogMarie University Human Research
Ethics Committee genehmigt worden. Im Falle von dBegrden oder Bedenken
hinsichtlich ethischer Aspekte Ihrer Teilnahme amsedr Studie konnen Sie den
Vorsitzenden des Kommittees kontaktieren. (Tel€f661 2 9850 7854, Fax 0061 2 9850
8799, Email ethics@mg.edu.au). Alle Beschwerdendamrvertraulich behandelt und

Uberprift. Sie werden lber das Ergebnis informiert.
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Appendix 4: Interview Guide General Staff

1. Can you tell me about your pathway to and worktfiis company? This can include
aspects such as your decision to work for the compy@mny geographical transfers, your
responsibilities etc.

2. Have you ever worked and/or studied in another tguhan Australia?

a. If yes, in what way has it proven to be useful -ror — for your current job?
b. If you have worked in another country, how doesdimpare to working in
Australia?

How would you describe working for a company fromr@any in Australia?

Think of someone you work or worked well with. Hewould you describe her/him?
a. Can you describe the nature of this work relatigeizh
b. What makes or made this particular work relatiopghgood one?
c. Do ordid you come from the same cultural andfaoguistic background?

5. When you think of the people you currently worktwiand this can be team members,
customers, suppliers and/or the parent companyrendre they from?

a. How regularly do you work with them?

b. What do you know about their cultures, such asuagg, religion, customs,
norms and/or traditions?

c. Where have you acquired this knowledge?

6. How would you describe working with people from @tlcultural and/or linguistic
backgrounds?

a. Is it different from working with people from yoomwn cultural and/or linguistic
background?

b. If yes, what are the differences? If no, can yopl&r why you think so?

c. Do cultural and/or linguistic differences at worlatter to you?

7. What is your experience with the attitude towandlucal diversity at work?

a. Do you enjoy working with people from other cultubeackgrounds, see it as
part of your job or prefer to work with people frogour own cultural
background? Why?

b. Do you believe people from other cultural backgasishould try to fit in as

soon as possible? If yes, why? If no, why not?
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10.

11.

12.

13.
14.

c. Do you see working with people from other cultdsatkgrounds as an asset or
challenge? Why?
To what extent does the company acknowledge angosupultural practices such as
food, praying facilities, and religious holidays?
a. If the company does, what do you think of it? k& ttompany doesn’t, do you
think they should?
b. Do you see working with people from other religitaskgrounds as an asset or
challenge? Why?
Can you tell me of a positive cross-cultural expece you had at work?
a. How did you feel during this experience?
b. Have you learnt anything from it?
c. Did you share this story with anyone at work? Wiy not?
Can you tell me of a challenging cross-culturalexignce you had at work?
a. How did you feel during this experience?
b. Would you do anything differently if you were irsemilar situation today?
c. Did you share this story with anyone at work? Wity not?
How important is English language proficiency inriiog with people from other
cultural and/or linguistic backgrounds?
Have you ever received foreign language and/ordateiral training?
a. If yes, where was the training provided?
b. In what way has it proven to be useful — or nob—yfour current job?
To sum up, how would you define ‘cultural intellrgee’ in the workplace?
Is there anything else that you would like to memi®
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Appendix 5: Interview Guide Executive Management

1. Can you provide some background information ondbmpany? This includes the

company’s:

a. Global presence

b. Year of market entrance into Australia

c. International management (i.e. centralised appraachkey positions filled by
managers from the company’s country-of-origin (ettentric); or decentralised
approach and key positions filled by mainly loc@islycentric); or common
approach internationally, but based on collabornabietween different parts of
the firm rather than managers from the company’snty-of-origin only
(geocentric))

d. Operations (in general and specific to your presjise

e. Staff (total number worldwide, total number at ygoemises, percentage

Australian background and non-Australian backgroatngbur premises)

What are the company’s activities, if any, in nelatto cultural diversity? This can

include any committees, policies, training programs well as acknowledging and

supporting cultural practices such as food, prajaugities and/or religious holidays.

What are the selection criteria, if any, for newpbogees whose roles will involve

regular contact to customers, suppliers and otkirmal stakeholders from different

cultural and/or linguistic backgrounds?

Does the company have any selection criteria for employees in relation to working

in a culturally diverse environment in general?

How would you describe managing a culturally dieecempany?

How would you describe managing a company from Geymn Australia?
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Appendix 6: Focus Group Guide

Thank you for agreeing to be part of the focus grdiam conducting the focus groups for
my PhD at MQ University. The reason | am doing thizus group is to find out how people

manage the challenges of cultural diversity at work

| WANT YOU TO DO THE TALKING
I would like everyone to participate. | will remaielatively quiet, just asking key questions
and reinforcing the discussion. | will not agreed@agree to what you say so please try to

talk to each other, not to me.

THERE ARE NO RIGHT OR WRONG ANSWERS
Every person's experiences and opinions are imgoR#&ease speak up and say whether you

agree or disagree. | would like to hear a wide eapigopinions.

WHAT IS SAID IN THIS ROOM STAYS HERE

| want everyone to feel comfortable sharing whersge/e issues come up.

| WILL BE TAPE RECORDING THE GROUP
| want to capture everything you have to say. I'diolentify anyone by name in our report.

You will remain anonymous.

1. How would you describe working in this culturalliverse environment?

2. What are the particular challenges of working Bexman-Australian context?

3. How do you approach working with a new colleagustamer/supplier etc. from a
different cultural background?

4. What skills/abilities/experiences etc. do you fimgbortant when working in a culturally
diverse environment, and how can they be acquired?

5. Do you think the organisation should cater for thierent needs of people from
different cultures?

6. If you were asked to suggest ways of improvemengletion to cultural diversity in

this organisation, what would it be?
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Appendix 7: Interview Guide Headquarters

English:

N o g A

9.

How would you describe the relationship betweenryoffices in Germany and
Australia?
How often are you in touch with the Australian oéf$?
a. On what occasions do you and your colleaguestyisibffices in Australia and
vice versa?
In how far does the organisation encourage andastipgtablishing personal contacts
and connections between the offices in GermanyiraAdistralia?
In which language do employees usually communiedétethe offices in Australia?
Is this part of a corporate policy or personal ch8i
Are you aware of any challenges in working with dffeces in Australia?
Does the organisation provide intercultural andamguage training to facilitate
communication with the offices in Australia?
What do you expect from the offices in Australidenms of cultural diversity?
a. Are the offices free to design their own diversitgnagement?
b. Are the offices required to report on their divgrshanagement?

Are you satisfied with the diversity managementhef offices in Australia?

10. Is there anything else that you find important namhg?

German:
1. Wie wirden Sie die Geschaftsbeziehung zwischeml®iéros in Deutschland und
Australien beschreiben?
2. Wie oft stehen Sie in Kontakt mit den Buros in Aakéen?
a. Zu welchen Anlassen besuchen Sie und Ihre KollelyemBiros in Australien
und umgekehrt?
3. Inwieweit werden personliche Kontakte und Verbingem zwischen den Blros in

Deutschland und Australien gefordert?
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4. In welcher Sprache kommunizieren die Mitarbeitemmaerweise mit den Kollegen in
Australien?
5. Ist dies Bestandteil einer Unternehmensvereinbaogsy im Ermessensspielraum des
einzelnen Mitarbeiters?
6. Sind lhnen Schwierigkeiten in der Zusammenarbeit dan australischen Blros
bekannt?
7. Erhalten lhre Mitarbeiter interkulturelles Trainingder Sprachunterricht als
Unterstitzung fur ihre Zusammenarbeit mit den alisthen Biros?
8. Was erwartet das Unternehmen von den australisBlieos in Bezug auf kulturelle
Vielfalt am Arbeitsplatz?
a. Gestalten die australischen Blros entsprechendadhafien selbst?
b. Berichten die australischen Buros tber ihre Aldiven?
9. Inwieweit ist das Unternehmen mit der Art und Weige kulturelle Vielfalt in den
australischen Biros gehandhabt wird zufrieden?

10. Gibt es noch etwas, das Sie fur erwahnenswertritalte
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Appendix 8: Abbreviated Case Reports

Case 1: The Ethnocentric Case

Case 1 is a key player in the global energy masgket,an organisation whose activities
are closely monitored by the public. The multinaibgiant has a significant relevance for
the German economy, and leaves a footprint in neimgr countries through manufacturing
plants and the import of goods and services witlgha engineering factor. Established more
than 150 years ago in Germany, the organisatioarbegexpand its international operation
shortly afterwards. At a time when Australia wal atBritish colony, their subsidiary was
officially registered, and has experienced the efraperceived white supremacy and
associated racism, the gradual shift towards muliticalism and the inconsistent
government politics regarding multiculturalism theuntry has seen over the last two
decades. Today, the Sydney head office employsynpe®ple and maintains facilities such
as warehouses, customer service and sales ofticessaall states and territories of Australia.
The corporate language across the organisatiordwimt is English.

The relationship between German headquarters drsitsary in Australia is primarily
one of customer and supplier. All products are ¢p@archased from Germany and tailored
to customer needs locally. The decision to pursigé strategy is based on project scale and
the environmental conditions customers in Austrati&aconfronted with. Most projects are
million-dollar purchase orders, and with a few ngydominating the market, satisfactory
performance in each project is critical for theamgation. All orders are accompanied by
legal contracts between the organisation and tkeomer. Prior to the present set-up, the
subsidiary found the headquarters to struggle aappproducts according to local
requirements. Delays in communication due to tiniéergénce and the fact that the
organisation maintains offices in nearly every dopm the world, so that Australia is one
out of many other national markets to look aftateatito stakeholder dissatisfaction, and the
subsidiary has seen customers turning to competiBatween the German parent company
and Australian subsidiary is a regional headqusiiteAsia that serves as an intermediary

contact for some of the aspects in human resoune@sgement and other functions.
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Corporate Social Responsibility (CSR) has becomatmgral part of the corporate
agenda, both in the domestic and overseas makk@tstary initiatives that aim to promote
cultural diversity and ensure equality are recogphias part of CSR. The multinational
corporation is a member d@he Corporate Charter of Diversity for Germaagd actively
supportdiversity Day an initiative by the Charter to demonstrate hoxedity strengthens
corporate position in the public. Stakeholders fiddtailed information about the
organisation’s stance on and approach to culturarsity on the German website. In
Australia, the organisation celebrakégrmony Dayand caters for the cultural needs of their
diverse workforce in basic, yet seemingly suffitissrms. Harmony Day in Australia aims
to show dedication to diversity, with organisatidrasing the opportunity to sponsor related
celebrations in communities and schools. Conteotiatultural diversity is less informative
on the Australian corporate website than it isle&erman one.

The organisation’s human resources managemeng@ggratirsues in Australia leaves
much control in the hands of the parent companyyH the key roles continue to be filled
with German nationals on an international assignmanvariety of efforts have been
undertaken to describe the overall managementegirad multinational corporation can
pursue in their foreign subsidiaries (See Perlmuii®69; White & Poynter, 1984; Porter,
1990; 1991 and Bartlett & Ghoshal, 1986, for exapplrhe approach adapted by Case 1
features elements of different theoretical assumnpti In relation to human resources
management, the organisation’s strategy reflegs#sic assumptions of what Perlmutter
(1969) classifies asthnocentrismAn exercise of tight control over the subsididrgough
positioning German nationals from the headquartekey management roles.

Language was viewed to impose much of a barriebdoome part of the top
management team, both on subsidiary and globall. IBeene of the respondents stated that
a German cultural and linguistic background wouwdtless a door opener to those roles, and
criticised the organisation for not “practicing whaey preach” in relation to cultural
diversity and equal opportunities. Ethnocentrismdraated a subtle cultural divide between
executive management and general staff, and resultenuch frustration in the Sydney
office. The assumption that what works in Germalsyp avorks in Australia was viewed as
a major intercultural challenge by employees inghbsidiary. Delegates for top positions
from the German headquarters have been reportedtdn implement strategies in the

subsidiary without much knowledge of the local nedrknd leadership aspects. Recent
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attempts to initiate change and fill more key rolgth non-Germans have been described as
a rather slow progress.

One of the key concerns that emerged out of thidyss the parent company’s limited
knowledge of intercultural challenges subsidiargffsiviewed to be hindering more
successful operations in Australia. Employees tegoiof many occasions in which
“German” leadership style, limited knowledge of thastralian market exhibited by the
headquarters and many expatriates, as well as batrers to top positions based on
language represented major intercultural challeng§ebsidiary and headquarters maintain
a relationship of unequal partners, highly visiblethe power exercised by the parent
company. The latter appeared rather detached frggnational aspects, instead primarily
concerned with strategic questions. This may rdsoith the fact that some responsibility
has been shifted to the regional headquarters ia. Adevertheless, products are being
sourced from Germany, and, as such, communicataween the parent company and
subsidiary is intense. Company size is likely feetfthe involvement in operational aspects
as well, with + 15,000 staff in the headquartersnited knowledge of intercultural
challenges, however, means that much of the patefur strengthening collaboration
between both offices, and to achieve greater stdéleh satisfaction in Australia remains
unused. At the same time that headquarters anddsaysneed to work closer together, a
recurring theme in responses from staff in Australas the subsidiary’s desire to become
more independent from the headquarters and move fa@ra cultural dominance. It will be
a balancing act to combine further independenck aghieving a sense of membership in
the larger organisation which has been identifieé anajor contributing factor in people’s
ability to work effectively and appropriately acsosultures.

Intercultural competence is embedded in the catelidecruitment process. Along
with a set of other dimensions, the ability to warikh people from different cultural and/or
linguistic backgrounds is part of a framework feadlership positions. Depending on the
role, the importance of intercultural competenceesa For all other roles, a less structured,
yet purposeful approach is pursued. Respondenfsoed that in the recruitment process,
there seemed to be some kind of attention to thecaadidates interacted with one another
in culturally diverse groups. Whether linked withet incorporation of intercultural
competence in the recruitment process or not, respds exhibited high levels of
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mindfulness towards colleagues from different aaltand/or linguistic backgrounds during
the conversations.

The necessity to build meaningful relationships iiternational business and
management was recognised by the organisationul#didiary level in Australia, sending
delegates to the headquarters for training and wexgerience purposes had been
incorporated into human resources management. kappndents from the subsidiary had
developed well-functioning work relationships witkeople from different cultural and/or
linguistic backgrounds through overseas experievit@n the organisation, also in other
countries than Germany. These relationships haverbe valuable in specific situations.

In summary, Case 1 undertakes much effort in aaigea certain public image
regarding cultural diversity and equality at woflkheory and practice, however, do not
always match, and incidents of exclusion based wWture have been revealed. Whilst
internal diversity in the Sydney office appeardéfunctioning from the image this study
managed to capture, culture causes more of misstagheling and tension in the subsidiary’s
collaboration with the parent company, and othep alther external business partners.
Collective identity within the subsidiary is strorigut weaker in a sense of membership in
the larger organisation, which imposes a barriemercome the intercultural challenges in

place between the offices in Australia and Germany.
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Case 2: The Disconnected Case

Case 2 is a manufacturer and supplier of engindselated parts. Established in the
early 19" century in Germany, the organisation only begaseiwe the Australian market
through a subsidiary in the 1970s when the era bit&\Australia was about to come to an
end and multiculturalism became a dominant themsoriety and government politics.
Today, the Sydney head office employs sixty-twdf stad maintains warehouses and sales
offices in each state and territory of Australiagksh is the corporate language across the
multinational corporation worldwide.

Foreign subsidiaries are referred to as “marketoggnpanies”. As such, the
relationship between German headquarters and satysia Australia is not one of customer
and supplier; rather is the Sydney head office ewas an extended arm of the headquarters,
responsible for sales and marketing in the Austnatharket. Products are ordered according
to customer specifications from the headquarteith wnly minor intervention by the
subsidiary. Such set up leaves much of the comtré@ermany. With little autonomy to
undertake product modifications in Australia, thésdiary strongly relies on effective
communication with the German headquarters. Thosever, has caused frustration and
dissatisfaction among staff and customers in Aliataelays in communication due to time
zone difference, language issues, and the depeadenccolleagues in Germany to
understand product requirements immediately anectly emerged as respondents’ central
concerns.

Whilst the headquarters in Germany exercises tightrol over the subsidiary on the
product side, human resources management is chasact by relative autonomy.
Perimutter's (1969) notion gbolycentrismreflects the organisation’s human resources
management strategy best, since key managemeniopsesiincluding the executive
management, are usually not filled with Germanamatis from the headquarters. Instead,
they are primarily held by locals. In this contdktyvas mentioned that Case 2 in Australia
has never been run by a German national.

At the time of this research, Case 2 was in th&ainstages of major corporate
restructuring. Changes were going to affect patentpany and subsidiary in a way that a
new regional headquarters was being establisheikia, serving as the future primary
contact for the Sydney office. Time zone differennd associated delays in communication
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as well as “bringing together the cultures” weratedl to be the main rationales for this
endeavour by the parent company in Germany. A kajufe of corporate restructuring is
equipping the Australian subsidiary with the oppaoity to undertake product modifications
locally. Whilst the current lack of “application gineering” caused much dissatisfaction
among stakeholders in Australia, and indeed reptedeone of the major intercultural
challenges as perceived by subsidiary staff, theareher only came to know about the plan
through speaking with the headquarters towardgiigeof this study. It may have been the
case that respondents in Australia were not inebimehe restructuring or its details, or for
other reasons elected not to mention it.

An underlying sense of disconnection between par@mpany and subsidiary shapes
Case 2. In addition to the diverging ways in whilsh new regional headquarters in Asia
was part of the conversation, many stereotypeslation to German culture persisted on the
side of the subsidiary. Collective identity in @se of membership in the larger organisation
is limited; instead, a kind of tension contoursileadquarters-subsidiary relationship. Much
of this tension stems from leadership attitudeaAgxample, the very fact that the German
headquarters is geographically distant has beesrided as positive, and it has also been
stated that “Germany is not that great.” Commuiocabetween both offices is somewhat
disconnected in a way that there seemed a futilergt for open discussion. When the issue
of speaking German when in a group of non-nativeaakers came up, it was stated that “I
would never ever reveal to a German [...] colleagow well German | can speak.” Such
statement incorporates an exercise of power thréargiuage, and shows a lack of trust in
the overseas parent company.

Power is allegedly also being exercised over tlsigiiary through language choice,
and, as such, has contributed to the divide betwe#noffices. Frequent confrontation with
emails written in German, technical documentatiem® insufficiently translated, if not
forwarded in German, and visitors speaking Gerroame another when in a group of non-
native speakers are among those challenges assbwidh language. At the same time that
language and its inherent power represented ontheofmost impacting intercultural
challenges for respondents from Australia, it was viewed as an issue by the parent
company.

Case 2 is an organisation that limits much of asmitment to cultural diversity and

equality to what is required within the legal frammek in Australia. Voluntary initiatives,
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such as celebratingarmony Dayand catering for cultural needs at work are naot plathe
business agenda. Instead, blending into mainstreatare in Australia arose as most
appropriate way for employees to manage differefcelatively low representation of non-
native speakers of English, low percentage of epgas from a non-Western background,
and the absence of religions other than Chrisyiaaie characteristics of respondent
demographics in the Sydney office. In combinatiathveome incidents of discriminative
behaviour brought to the researcher’'s attentioms tlaises concerns about mindful
communication in terms of reciprocal respect inotlgeand practice. It was stated that
“Anglos” appeared to be “preferred” candidates,retrough professional background did
not meet role requirements. Open discussions ateddin religions in Australia were
allegedly held in the office, and in one case,spoadent preferred not to mention religion.

Intercultural competence is not part of the corpoemenda in Australia. Nevertheless,
it was mentioned that in recruiting new candidatégloesn’t hurt if they speak a different
language” because of the association with a moen apind-set. Building meaningful
relationships was viewed as important, and new eyegls often visit the headquarters for
training. Maintaining contact and connections, hesve are primarily incorporated at
executive management level. Many of the personatimgs at general staff level occur post-
event, rather than in form of prevention to miscaimmation and understanding.

In summary, the commitment to cultural diversitd&guality visible in the Australian
subsidiary reminds of contemporary government jgslitAt the same time that the nation’s
multicultural policy is being kept active, minoasi experience inequalities and Australian
values are being moved into the foreground. Then8yaffice in Case 2 maintains a Code
of Conduct to foster mindful communication towaatistakeholders; the snapshot of reality
taken in the course of this study, however, suggtsit there is limited commitment to
cultural diversity beyond written documentation ll€ctive identity as a major contributing
factor to our ability to work effectively and appraately across cultures was weak in
relation to the larger organisation, but stronggrarding the subsidiary. The new regional
headquarters in Asia may soften the tension theewtly shapes the parent company-
subsidiary relationship, and reduce some of thdlesiges associated with language.
Achieving well-functioning collaboration betweeretbffices in Australia and Asia seems

of utmost importance.
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Case 3: The Global Case

Case 3 is a logistics provider and represents ganisation that has experienced
multiple ownership and name changes in its corpdnegtory of more than 140 years, most
of them taking place in the recent past. The oggitin is present in more than 32 countries.
At a time when John Howard, Prime Minister of Aastr between 1996 and 2007, began to
erode the idea of multiculturalism, Case 3 esthbtistheir subsidiary in Australia. The
organisation employs twenty-seven staff in the 8ydmead office, and maintains customer
service points across all states and territories.Corporate language across the organisation
is English.

Case 3 pursues a management strategy that leaasd®what Perlmutter (1969)
labels ageocentricapproach. A key feature of such strategy is itbgl view of the
organisation, seeking to employ people for key rgan@ent positions who seem the best fit,
rather than be representations of either home sir ¢muntry. Geocentrism recognises that
different markets require dissimilar behaviour asrall functions of the organisation, and
seeks to unite headquarters and subsidiaries atb\erall goal of forming a collaborative
network. The subsidiary of Case 3 in Australiafegsuited a mix of locals and international
professionals to fill key management positionstHa interview, the executive manager
emphasised he would view the organisation as ab&yjla@ompany” that is largely
independent from the German headquarters. Hea@gsiahd subsidiary, however, meet
regularly to develop and adjust strategies for Australian market together. Upon all
interaction with members of staff, th@erman aspect of the organisation was only
marginally visible in the Australian subsidiarydahe feeling of being global organisation
indeed shaped all conversations.

Whilst the multinational corporation maintains ayiomal headquarters in Asia,
communication between Australian subsidiary and@er parent company is regular. The
subsidiary seemed well-connected with the officeSermany and Asia, with a strong sense
of membership in the larger organisation presenotwgll interaction with staff. Many of the
usual challenges associated with cultural diverisitthe workplace had been turned into
opportunities. The range of mother tongues in tyan8y office, for example, was generally
embraced as it allowed the team to satisfy therdityeof customers. At times, conversations
in languages other than English in the Sydney effltowever, caused discomfort. Even
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though the often very basic English language skillsome business partners in Asia was
an intercultural challenge for respondents in Aal&r incidents appeared to be managed
professionally.

The most significant discovery in Case 3 is thedntpf leadership on the way cultural
diversity is viewed, and how effective and apprafgly people behave towards those from
different cultural and/or linguistic backgroundsut§ide of the regulatory instruments,
including a Code of Conduct and other corporatécigd, the subsidiary does not pursue
any further activities to foster cultural diversiyd equality in the workplace. Neither is
Harmony Daybeing celebrated, nor are cultural needs beingexhfer in any specific way.
Instead, it became evident that by embracing alltdifferences and not accepting
discriminative behaviour, leadership has shapeakpmlace where cultural identities can
flourish and divergences based on culture haveslarigeen turned into corporate asset.
Executive managers from both, subsidiary and heatleps maintained a relationship in
which mutual trust was highly visible. Both partidescribed open discussions and
arguments as vital for success, always leadings$itipe outcomes in the end: “It has to be
that way, otherwise nobody will follow the decissohlt can be concluded that it is their
attitude and behaviour that has created a rathel eglationship between headquarters and
subsidiary, and ultimately, a strong collectivently in a sense of membership in the larger
organisation.

Intercultural competence is part of human resouncasagement. Both on executive
management and general staff level, building anshtaiaing meaningful relationships was
described as key. Regular meetings for executiveagers, national sales managers, and
operators were part of the international businggmnda. Thus, the organisation enables
people from different geographic locations to ustird each other’s positions better, foster
mutual trust, and, as such, set the foundatiorfi@ctive conflict management. Language
diversity was highly regarded and sought after e tSydney office to facilitate
communication across cultures. Some respondentsrtegp of their previous work
experience that required patience and respect ifoorities, which allegedly provided them
with a skill set to manage their current job efifesty.

In summary, Case 3 is an organisation in which cament to cultural diversity and
equality goes beyond written documentation. Thediexperience of staff in the Sydney

office corresponds with the Code of Conduct an@iotorporate policies that were brought
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to the researcher’s attention in the course ofgtidy. Mindful communication in terms of

reciprocal respect is deeply embedded in stratadyoperations. Incorporating intercultural

competence in a more deliberately way, and empipttre term as such in their human
resources management, however, would allow thentsgaon to leverage its potential.

Intercultural competence can be included in stakignocommunications and serve as a
means of fostering public image.

Operating in the logistics industry may have paaetbre even way for Case 3 towards
being viewed as a global company. Whilst goodsirequanufacturing facilities, services
can be created rather independently of locationzeMbeless, practicability is only one
aspect in the management strategy pursued by anatidhal corporation in their foreign
subsidiaries. Leadership attitude, objectives aqueteence, among others, will also impact

on the organisation’s decision which strategy twélyadopt in a specific market.
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