Cross Cultural Negotiations Lecture 3:


“The Incredible Shrinking  World.” 







Culture in Negotiations

 Cross-Cultural Negotiations: An introduction

When two people communicate, they rarely talk about precisely the same subject, for effective meaning is flavored by each person’s own cognitive world and cultural conditioning. When negotiating internationally, this translates into anticipating   culturally related ideas that are most likely to be understood by a person of a given culture.  Discussions are frequently impeded because the two sides seem to be pursuing  different paths of logic; in any cross-cultural context, the potential for misunderstanding  and talking past each other is great.


When one takes the seemingly simple process of negotiations into a cross-cultural context, it becomes even more complex and complications tend to grow exponentially.  It is naive indeed to venture into international negotiation with the belief that “after all people are pretty much alike everywhere and behave much as we do.”  Even if they wear the same clothes you do, speak English as well as (or even better than) you, and prefer many of the comforts and attributes of American life (food, hotels, sports), it would be foolish to view a member of another culture as a brother in spirit. That negotiation style you use so effectively domestically can be inappropriate and when dealing with people from another cultural background; in fact its use can often  result in more harm than gain.  Heightened sensitivity, more attention to detail, and perhaps even changes in basic behavioral patterns are  required when working in another culture.


Different cultural systems can produce divergent negotiating styles—styles shaped by each nation’s culture, geography, history, and political system. Unless you see the world through the other’s eyes (no matter how similar they appear to you), you may not be seeing nor hearing the same.   No one can usually   avoid bringing along his cultural assumptions, images, and prejudices or other attitudinal baggage  into any negotiating situation.  The way one succeeds in cross-cultural negotiations is by fully understanding others, using that understanding to one’s own advantage to realize what each party wants from the negotiations, and to turn the negotiations into a win-win situation for both sides.  In cross-cultural negotiations, many  of the strategies and tactics  used domestically may not apply—especially when they may not be culturally acceptable to the other party.  

Cultural Influences in Negotiations


All human interactions are, by definition, intercultural.  When two individuals meet, it is an intercultural encounter since they both have different (sometimes drastically different, if not opposite) way to perceive, discover, create reality.  All negotiations are therefore intercultural.  Negotiations with a boss, spouse, child, friend, fellow employee, union representative, official from a foreign country, and so on are all interculturally loaded. In some countries, negotiating is seen in practically every transaction, from settling a taxi fare to buying bread. Intercultural negotiations do not only exist because people who think, feel, and behave differently have to reach agreements on practical matters such as how to produce, consume, organize, and distribute power and grant rewards, but because of the very nature of the challenging, unpredictable, and contradictory world we live in.  We are forced to negotiate. In every negotiation  (domestic or international), the participants have different points of view and different objectives.


When you are negotiating with someone from your own country, it is often possible to expedite communications by making reasonable cultural assumptions.  The situation reverses itself when two cultures are involved.  Making assumptions about another culture is often counterproductive since it can lead to misunderstandings and miscommunications.
The international negotiator must be careful not to allow cultural stereotypes to determine his or her relations with local businesspersons.   Needs, values, interests and expectations may differ dramatically.  Many have little if any shared experience. It is like the proverbial fish out of water: When in water, a fish is unaware of any possible alternate environments; the water surrounding the fish is all it knows of the universe; hence, the whole universe must be made of water.  Only when the fish is removed from the water does it perceive a different environment.


What gives a person his or her identity no matter where he or she was born is his or her culture—the total communication framework. Culture is a set of shared and enduring meanings, values, and beliefs that characterize national, ethnic, or other groups and orient their behavior.  It is the collective programming of the mind which distinguishes the members of one human group from another. Culture directs judgment and opinion, describes the criteria for what is good or bad.  Language structures reality and orders experience.  Culture is the property of a society, it is acquired through acculturation or socialization by the individual from the society, and it subsumes every area of social life.The language of an individual significantly influences his or her perceptions and thoughts.  Culture may be an obstacle to the extent that cultural stereotypes and differences distort signals and cause misunderstandings.    National negotiating styles combines culture, history, political system and economic status. Some cultures are likely to search for compromise while others will strive for consensus and still others will fight until surrender is achieved. Some cultures prefer a deductive approach: first agree on principles and later these principles can be applied to particular issues.  Other cultures think inductively: deal with problems at hand and principles will develop.

How Culture Impacts Negotiation 


•By conditioning one’s perception of reality 


•By blocking out information inconsistent or unfamiliar with culturally grounded 



assumptions 


•By projecting meaning onto the other party’s words and actions 


•By impelling the ethnocentric observer to an incorrect attribution of motive  


Culture influences negotiation through its effects on communications and through their conceptualizations of the process, the ends they target, the means they use, and the expectations they hold of counterparts’  behavior.  Culture affects the range of strategies that negotiators develop as well as the many ways they are tactically implemented.   In an international negotiations, you bring to the negotiating table the values, beliefs and background interference of your culture and normally will unconsciously use those elements in both the presentation and interpretation of the data, interpreting and judging the other culture by your own standards. Nations tend to have a national character that influences the types of goals and processes pursued in negotiations. Israeli preference for direct forms of communication and the Egyptian preference for indirect forms exacerbate relations between the two countries. The Egyptians interpreted Israeli directness as aggression and were insulted; the Israelis viewed Egyptian indirectness with impatience and viewed it as insincere. Thus, negotiation rules and practices often vary widely across cultures.

 
 Thus cross-cultural negotiators bring into contact unfamiliar and potentially conflicting sets of categories, rules, plans, and behaviors. The cross-cultural negotiator cannot take common knowledge and practices for granted. Difficulties sometimes arise from the different expectations negotiators have regarding the social setting of the negotiation.  These patterns can extend to styles of decision making (the way officials and executives structure their negotiation communication systems and reach institutional decisions) and logical reasoning (way issues are conceptualized, the way evidence and new information are used or the way one point seems to lead to the next, paying more attention to some arguments than others, different weight to legal, technical, or personal relations).  

Dimensions of Culture

 Hofstede1 devised four cultural dimensions which could explain much of the differences between cultures: masculinity, uncertainty avoidance, power distance and individualism.  


Masculine cultures value assertiveness, independence, task orientation and self achievement (traditional ‘masculine’ characteristics) while feminine  cultures value cooperation, nurturing, relationships solidarity with the less fortunate, modesty and quality of life (traditional ‘feminine’ characteristics). Masculine societies tend to have more rigid division of sex roles. Masculine cultures subscribe to ‘live-to-work’ while feminine societies subscribe to ‘work-to-live.’ The competitiveness and assertiveness embedded in masculinity may result in individuals perceiving the negotiation situation in win-lose terms. Masculinity is related to assertiveness and competitiveness while femininity is related to empathy and social relations; a more distributive process is expected in masculine societies where the party with the most competitive behavior is likely to gain more. The most masculine country is Japan, followed by Latin American countries.  The most feminine societies are the Nordic countries. 


Uncertainty avoidance refers to the degree to which one feels uncomfortable in risky and ambiguous (uncertain, unpredictable) situations, favors conformity and safe behavior, and tolerates deviant ideas. In high uncertainty avoidance cultures, people tend to avoid uncertain situations while in low uncertainty avoidance cultures, people are generally more comfortable with ambiguous uncertain situations and are more accepting of risk.  Low risk-avoiders require much less information, have fewer people involved in the decision making, and can act quickly.  High risk avoidance cultures tend to have lots of formal bureaucratic rules, rely on rituals, standards and formulas and trust only family and friends. People in low uncertainty avoidance societies  dislike hierarchy and typically find it inefficient and destructive. In weak uncertainty avoidance cultures, deviance and new ideas are more highly tolerated.  Uncertainty avoidance may lead to focus on the obvious competitive and positional aspects of negotiation and may hinder the exchange of information on interests and development of creative proposals. A problem solving orientation is likely to be found in cultures characterized by low uncertainty avoidance and low power distance. The United States, the Nordic nations, Hong Kong, and Singapore all have low uncertainty avoidance.  





Power distance refers to the acceptance of authority differences between people; the difference between those who hold power and those affected by power.  In low power distance one strives for power equalization and justice while high power distance cultures are status conscious, respectful of age and seniority. In high power cultures, outward forms of status such as protocol, formality, and hierarchy are considered important.  Decisions regarding reward and redress of grievances are usually based on personal judgments made by powerholders. Power distance implies a willingness to accept that the party which comes out most forcefully gets a larger share of the benefit than the other party. A low power distance culture values competence over seniority with resulting consultative management style. Low power distance cultures include the Anglo-American, Nordic, and Germanic cultures.  High power distance cultures are Latin America, South Asia, and Arabic cultures. Low masculinity and low power distance may be related to the sharing of information and the offering of multiple proposals as well as more cooperative and creative behavior.  High masculinity and high power distance may result in competitive behavior, threats, negative reactions.



In individualistic cultures, a tendency exists to put task before relationship and to value independence highly.   Individuals  in individualistic cultures are expected to take care of themselves, to value the needs of the individual over that of the collective, the group, community or society.  These individuals are self-actualized, self-motivated and any relationships are defined by self-interest. Collectivism implies ingroup solidarity, loyalty and strong perceived interdependence among individuals. Relationships are based on mutual self-interest and dependent on the success of the group.  Collectivistic cultures emphasize face, protecting others’ self image while individualistic cultures emphasize protecting own self-image and freedom from imposition. Collectivist cultures define themselves in terms of their membership within groups, sharply distinguishing ingroups from outgroups. Maintaining the integrity of ingroups is stressed so that cooperation, conflict avoidance, solidarity and conformity dominate. Individualistic cultures tend to value open conflict while collectivist societies tend to minimize conflict. Individualistic cultures tend to have linear logic  while collectivist societies tend to stress abstract, general agreements over concrete, specific issues.  Collectivist arguments tend to contain appeals to the emotional and imagery.  


Collectivistic negotiators tend to assume that details can be worked out in the future if two negotiators can agree on generalities.  Collectivist societies tend to use more solution oriented strategies than do individualist societies, who are prone to use more controlling strategies. Collectivist societies show more concern for the needs of the other party and focus more on group goals than do individualist societies.   Members from individualist societies expect the other side’s negotiators to have the ability to make decisions unilaterally, something difficult or not impossible in collectivist societies.  Members from collectivist societies are annoyed to find individualist culture negotiating members promoting their own positions, decisions, and ideas, sometimes evenly openly contradicting one another.  The United States, United Kingdom, Netherlands, France, and the Nordic countries are highly individualistic.  Latin American and Asian countries tend to be highly collectivist. 

HOFSTEDE CULTURAL DIMENSIONS





• Masculinity/femininity 





• Uncertainty avoidance





• Power distance





• Individualism.  

Examples of Cross Cultural Negotiating Behavior:  WEST


English negotiators reflect their cultural characteristics; they are very formal and polite and place great importance on proper protocol.  They are also concerned with proper etiquette. 
British negotiation behavior is characterized by the soft sell.  British negotiators are reserved and mannered.  The status and the role of the  negotiators are very important.  The British culture is high context:  that is, nuances of communication are 
important. In general, most Westerners expect a prompt answer when they make a statement or ask a question.


The French expect everyone to behave as they do when doing business, including speaking their language. Negotiations are likely to be in French unless they occur outside France. The French enjoy conversation for the sake of conversation, but they are also very  pragmatic about details of the proposed agreement during negotiations. They are very much individualists and have a sense of pride that is sometimes interpreted as supremacy.   The French follow their own logic, referred to as “Cartesian” logic, when negotiating,  Their logic is based on principles previously established;  it proceeds from what is knows, in point-by-point fashion, until agreement is reached. Protocol, manners, status, education, family and individual accomplishments  are keys to success when dealing with the French.   The French prefer detailed, firm contracts. The French enjoy conflict and debate and will interrupt even the opening presentations with arguments of little or no relevance.The French are philosophically analytical, believing that cold logic leads to the right conclusions. In negotiation behavior, the French favor a formal approach which is confrontational.  The negotiation is considered a debate between the buyer and the seller.  The similarity of characteristics of the negotiator to the buyer is also important. The French pride themselves on reasoned discussion.   They dislike being rushed into decisions, preferring instead to examine various options in decisions.   Punctuality is expected. They tend to be formal in their negotiations and do not move quickly to expressions of goodwill until the relationships has existed for sometime. French dislike formal face-to-face discussions, especially on national security matters.  This French tendency developed not because the French want to avoid social conflict, but because they want to “avoid situations where concessions might have to be made to stronger states or coalitions of states”  and wish to preserve their independence in a situation of declining national power.  Protecting their own status and prestige is sometimes best achieved, the French feel, by “rejecting discussions or concessions, or taking a conflictual stand on grounds of principle.”  Their style can change dramatically depending upon whom they are negotiating with.  Traditionally, they rely on highly rational abstract logic and general principles, and their positions are often rigid and legalistic.  Like the Japanese, they may not have fall-back positions.  Like the Soviets, they can be abrupt and confrontational.The French are friendly, humorous and sardonic; they are more likely to be interested in a person who disagrees with them than one who agrees.  The French are very hard to impress and are impatient with those who try too hard to do so.  They are inner oriented and base their behavior on feelings, preferences, and expectations.  Decision making is more centralized in France than in the U.S.; it tends to take longer for decisions to be reached and applied.  French expectations are similar to Americans.  To the French, negotiation is an established art with long tradition in international diplomatic and business relations with French negotiators and the French language at center stage.  They do not see the negotiating table quite so much as a place for bargaining as one for searching out the reasoned solutions for which they have so carefully prepared.  The negotiating setting becomes more of a debating forum with flexibility and accommodation simply for the sake of agreement less than expectation. Negotiations in France has careful preparation, research on possible precedents and logically stated arguments leading to a solution.  They love discussion and will even negotiate minor details. They are concerned with a concise, rational presentation of ideas in verbal and written form.  They appreciate a rational, factual and logical presentation of issues in a direct and confrontational style.  The French are extremely formal and attentive to manners; courtesy and respect is mandatory for success in France.


Protocol is important and formal in Germany.  Dress is conservative; correct posture and manners are required.  Seriousness of purpose goes hand in hand with serious dress. Germans tend to use a handshake at the beginning and end of meetings.  Remember to use titles when addressing members of the negotiating team and to use please  and thank you freely.  Since Germans believe friendships and personal relationships can complicate negotiations, they prefer to keep a distance between themselves and the other team of negotiators.  Since Germans tend to be detail oriented, having technical people as part of the negotiation team is important.  Being punctual is expected. German negotiations are planned and well organized, direct in their approach. German protocol is formal.  Germans tend to be very conservative.   Correct posture is a sign of inner discipline.  Manners are of utmost importance to Germans.  The society is quite  paternalistic.  Corporate decisions are made at the top but with a great deal of detail from workers.  Quality is important, and decisions are pondered and carefully scrutinized to be sure such quality exists in any projects they undertake.  to a U.S. person, Germans may seem pessimistic due to their ability to entertain every perceivable negative point possible.  Once they accept a project, however, they give 100 percent to its successful implementation. Negotiators are distant and impersonal.  German culture is low context, therefore specific terms and concepts are very important.  They balance between their own profit and the satisfaction of their client. The Germans are men of their word,  A handshake is as good as a written contract. However, they are very concerned with the precision of the written word.  Although the German negotiator always has a goal in mind, he may be obtuse in letting the American know what the goal is.  But once  it is out, negotiations proceed quickly.  The Germans do accommodate to logic and thoroughness.   They are very “face conscious.”  Care should be exercised in avoiding open disagreements when staff people are present. Germans are prompt, prepared and have done their homework thoroughly.   Germans view potential partners on German values of qualifications, power and authority.  German is the official language of Germany; however, most Germans speak several languages.


The Swedes tend to be formal in their relationships, dislike haggling over price, expect though, professional proposals without flaws, and are attracted to quality.  Italians tend to be extremely  hospitable but are often volatile in temperament.  When they make a point, they do so with considerable gesticulation and emotional expression.  Impressed by style, they tend to dress well themselves.  Moreover, they enjoy haggling over prices. Italians often exhibit a calculated nonchalance.  A common tactic is to unexpectedly close a negotiating session, pretending the whole thing is of minor importance.  Urgency on your part might send a signal that you are desperate to do the deal. 


The objective of American  negotiators is usually to arrive at legalistic contracts, and therefore dominant concern is with getting the details right and to use all relationships to facilitate the achievement of unambiguousness-like understandings. American negotiations focus on a short term, results-oriented relationship with the potential for a variety of partners.  In other words the American negotiators prefer a competitive environment. Americans concentrate on a mutual problem-solving approach with an expected reciprocity.  They expect results decided by events at the negotiation table. Americans tend to be bound by law, not by relationships, tradition , religion or culture.  Americans will honor a contract to the letter, whatever circumstances later arise.  In the United States, negotiators approach the negotiation session and the decisions that result from it by essentially saying, “anything is O.K. unless it has been restricted.” Conversely, Russian (Soviet) counterparts approach the same situation with, “nothing is permitted unless it is initiated by the state.” American negotiators usually operate as if today is the last day of their lives: negotiating with conviction and interpreting delays and hesitation as signs of stalling or ineptitude.  they often exhibit words and behaviors perceived as tough or insensitive.  American business negotiator tendency to get to the point is responsible for many negotiation failures:  in most places in the world, the one who asks questions controls the process of negotiation and thereby accomplishes more in bargaining situations. 

Asian

In certain Asian countries such as India, Nepal or Sri Lanka or in the Mid-Eastern countries such as Egypt or Saudi Arabia, the social contacts developed between the parties are more significant than the technical specifications and price.   It is often suggested that in cultures like China and Japan, pride and honor are of great importance.  Because of the influence of Confusiaism, honesty, integrity and sincerity in dealmaking are greatly appreciated in these countries. Many cultures are holistic, especially in the Far East, all issues are discussed at once and no decisions made until the end. Especially in the Far East, the negotiating session is less a forum for working out issues than it is a formal and public expression of what has already been worked out beforehand. Asians may use cooperative styles when negotiating among themselves but can be ruthless with outsiders.


Asian negotiation is as much a ceremony as it is a form of business communication. The negotiation style in the Asian context is often described as relationship-oriented, and concentrates on a long-term single source arrangement.  The implication of this style is that it is collaborative and will lead to some mutual satisfaction.  The negotiation is as much as ceremony and courtship as it is a form of business communication.  The form is very important.  In contrast the American style of negotiation (this is an Anglo-Saxon tendency) is to concentrate on the results as an outcome.  This focus on results is very characteristic of Western cultures.


Throughout Asia, war strategy has became commercial strategy. Asians, may open a negotiation by dwelling on their company’s vulnerabilities, small size, and other feigned weaknesses, to swell Westerners’ confidence  and induce them to ask for less in return for the concessions that the Westerners are prepared to request.  Some Westerners might think the orphan strategy is an expression of Asian humility.  Instead, it often conceals a hidden agenda. For example, a claim of weakness is soon followed by a request that the foreign side ease its credit terms to lighten the financial burden on the Asian side. Or the Asians demand conciliatory “favors” outside the contract. The Koreans tend to believe their initial position is always right and will do everything possible to avoid yielding that position.


Asians valued details in formulating their business decisions; they consider information gathering to be the heart of a negotiation.  However, what they call a “know-how exchange” often becomes “information rape” with the Asian side planning to reverse-engineer a Western product from the outset of collaboration with the firm. The Asians’ objective of sharing in a company’s knowhow without paying for it may be partially cultural in origin. In Asia, no notion of proprietary know-how took root; new technology was shared by all. Knowledge was kept public, and to imitate or adopt someone else’s methodology was considered virtuous, and a great compliment to the person who created it.  borrowing another person’s know-how was considered to be neither thievery nor unethical. One should not to lose his temper when dealing with most East Asians. Calm is respected by the Chinese and shows sincerity, seriousness, and competence.  To them aggressive or assertive behavior is rude.


As the Chinese saying goes, negotiations can be like “grinding a rod down to a needle,”  when the Taoist concept of wu wei (nonassertion) is applied to business negotiation, the strategy is to seek long-term success through minimal short-term effort:  state a position and wait, hoping that opponents will yield on concessions in order to close, the deal.  Time is not money for Asian negotiators; it’s a weapon. Asian negotiators often open a negotiation, extend an invitation to visit their country, supply some technical information, and dedicate time and resources to forgiving an agreement.  Unfortunately, the final contract often remains elusive.



In China, protocol that should be followed during the negotiation process would include giving  small, inexpensive presents.  As the Chinese do not like to be touched, a short bow and brief handshake will be used during the introductions.  Last names are used in conversation and printed first when written.  Business cards may or may not be used by the Chinese.  Alcoholic beverages are not consumed during meals until the host proposes a toast; the guest should toast the other people at the table throughout the meal.  In China it is proper for the guest of honor to leave first;  this should be shortly after the meal is finished.  The Chinese consider mutual relationships and trust very important.  Therefore, in the beginning time will be spent enjoying tea and social talk.  However, they are some of the toughest negotiators in the world.  Technical competence of the negotiators is necessary, and a non-condescending attitude is important because the Chinese research their opponents thoroughly to gain a competitive advantage during negotiation. Nothing is final until it is signed;  they prefer to use an intermediary.  The Chinese delegation will be large.  They rarely use lawyers, and interpreters may behave inadequate language skills and experience.The Chinese focus on practicality, they deal in the concrete and particular. The Chinese approach is rather to negotiating process to establish a human relationship, often essentially dependent nature, and therefore, their prime create the bonding of “friendship.”  consequently, they tend      The Chinese are quick to probe for and then exploit, in jujitsu fashion, and any compelling interests of the other party.  In particular they feel they have the advantage whenever the other party exudes enthusiasm and seems to be single -mindedly pursuing a particular objective. Chinese respondents felt that understanding of their culture was necessary but was insufficient.  For the Chinese, working to a common goal was the most important feature of the negotiations.  This meant the development of a long term
