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Cultural differences & CSR 
 

Lecture 1  
 

On-stage elements 

- Onstage culture is the behavior we display. It is what people who are in contact with one 

another find easiest to observe and discuss. Onstage culture involves actions such as shaking 

hands, bowing, or kissing upon meeting. It includes traditional ways of celebrating with food and 

dances, costumes and music.  

Back-stage elements 

- Backstage culture is values. Backstage culture underlies what others see onstage. The actors 

themselves are not always aware that their onstage behavior is culturally driven; they think their 

backstage culture is simply normal. Backstage cultural aspects include the ways people make 

decisions, respond to deadline, accomplish tasks, rank events by importance, and conceptualize 

knowledge. If you can explain backstage behavior, you understand the why of culture.  

The cultural Iceberg: 

 



Phases of intercultural sensitivity 

- Denial 

o Basically people are the same everywhere, “we all drink Coca-Cola” 

- Resistance 

o “they don’t speak our language”, “they don’t want to shake your hand” 

- Minimalizing 

o They can eat with chop sticks, we use cutlery, but other than that ..”, “Studying in 

Finland? Just be yourself and you’ll be fine” 

- Acceptance or cultural empathy 

o “The more cultures, the more ideas”, “We’re the same, but we’re not identical” 

- Adaptation 

o Acceptance is at the level of knowledge and behavior, “They try their best to learn my 

language and culture – I’m going to adjust to their culture as well” 

 

Culture shock 

- Culture shock is an inevitable result of immersion in a new and unfamiliar culture.  

- Culture shock is the sense of dislocation and the problems – psychological and even physical – 

that result from the stress of trying to make the hundreds of adjustments necessary for living in a 

foreign culture.  

 

 



Lecture 2 
Hofstede, four cultural dimensions 

- Individualism versus collectivism 

o Individualistic cultures are those that emphasize individual achievements and rights, 

including the individual’s right to make decisions for himself or herself 

o Collectivistic cultures emphasize the group’s achievements and rights, including the 

group’s right to make decisions for the individual. 

 Individualist: decision making by individual 

 Collectivist: decision making group consensus 

 Individualist: ethics/values universalism 

 Collectivist: ethics/values particularism 

- Power distance 

o Power distance is the degree to which less-powerful members of an organization 

tolerate unequal distribution of power, say, between managers and employees. 

 Small power distance: organizational structure relatively flat 

 Large power distance: organizational structure hierarchical pyramid 

 Small power distance: status symbols relatively unimportant 

 Large power distance: status symbols very important 

- Uncertainty-avoidance versus uncertainty-tolerance 

o Uncertainty avoidance is the tendency to behave so as to arrange things in a way that 

minimizes unforeseen consequences 

o Uncertainty tolerance results in behavior that is less concerned with unforeseen 

consequences. 

 Strong uncertainty avoidance: corporate plans important to follow 

 Weak uncertainty avoidance: corporate plans seen as guidelines 

 Strong uncertainty avoidance: competition seen as damaging 

 Weak uncertainty avoidance: competition seen as advantageous 

- Masculinity versus femininity 

o Masculinity is a way to characterize cultures that value assertiveness, competitiveness, 

and material success. 

o Femininity characterize cultural preferences for collaboration, nurturing, and harmony. 

 Masculine: networking important for performance 

 Feminine: networking important for relationships 

 Masculine: basis for motivation, ambition – getting ahead 

 Feminine: basis for motivation, service to others 

 

Lecture 3 
Organizing messages 

- Direct plan 

o Goal oriented 

o Background info after main message 



o Main message in 1st sentence 

o Plain direct language 

- Indirect plan 

o Relation oriented 

o Background information before main message 

o Deliberate ambiguity/disgression 

o Expressions of courtesy & quite elaborate language 

 

Persuasion tactics 

- Take the moral high ground. India, Arab world – present themselves as morally superior. 

- The disadvantaged party in international relations. Mexico – as the wronged party in 

international business. 

- Persuasion also comes from emotions. Japan. 

- Persuade by facts, cause & effect. Western world. 

 

- Persuasion begins with establishing the credibility of the party doing the persuading. 

- The next step is for the party doing the persuading to establish common ground, so the party 

being persuaded feels there is something to be gained for them also.  

- Successful business persuasion usually involves the revelation of some benefits for the party 

being persuaded. 

 

Unwelcome news 

- Western: direct to the point 

- Eastern: not mention it at all or completely wrapped up, tiny little sentence, conveying a detail. 

Asia: yes = social affirmative, not necessarily agreeing. No – not said directly 

High-context cultures rely on the context, either the actual physical environment of communication or 

an internalized social context, or both, to convey a large part or even all of a message’s meaning. In 

cultures in which context is referred to implicitly in communication, the messages can be elliptical, 

indirect, and allusive.  

Members of low-context cultures put their thoughts into words. They tend to think that if thoughts are 

not in words, the thoughts will not be understood correctly or completely. When messages are in explicit 

words, the other side can act on them.  



 

 

Lecture 4 
Cultural rules for establishing relationships 

- Respect for authority and how messages are structured 

- Signals of respect? – age, formality 

- What are the county’s heroes? 

Show respect and sincerity by the way you address and dress. 

Power distance 

- Power distance coincides with formal and informal address 

- Low-context: establish authority clearly 

- High-context: present, but seldom verbalized (non-verbal, harmony) 

 

Assertiveness vs peace-keeping 

Western:     Asian: 

- Stand up for your rights   - circumstances define what is right/wrong 

- Emphasis on absolute principles  - obligation to group or society 

-       - be quiet & fit in 

-       - do not challenge a superior 

 

Perception of attitude 
Asian cultures: western emphasis on absolute principles is pushy & unrealistic 
Western cultures: emphasis on circumstances is an attempt to avoid commitment 



 

Monetary rewards Non-monetary rewards 

Individualist countries Collectivist countries 

High salaries of CEOs Bonus/trip for entire group 

Bonuses Good result is result of team work 

Employee of the month Never employee of the month 

Performance appraisal Never personal performance appraisal 

 

Ethical questions 
Western: basing your decisions on religion seems old-fashioned and fundamentalist 
Asian: basing your decisions on universal truths seems narrow-minded and unrealistic 
 

Dealing with conflicts 

• Conflicts about tasks, processes, allocation of resources, goals and power 

• steps: listen sincerely, express agreement where you can, identify common goals, explain your 

position and identify resolutions that accommodate cultural positions 

• (diffusion through non-conflict-oriented communication and absorbing the conflict into the on-

going relationship) 

1. Listen and describe. Describe the situation from your point of view and from the point of view of 

the cultural point of view of the other. 

2. Interpreting. What are the basic values explaining your perspective and behavior? What are the 

basic values explaining the perspective and behavior of the other? 

3. Enlarging cultural synergy. Think up alternatives and check if they fit with the values of the 

person(s) of the other cultures. Apply them and be open to feedback. 

 

Lecture 5 
Organisational culture 

= A society within a culture 

Input: 

- The general business culture 

- The particular branch or industry 

From domestic to international: structure changes, communication changes. 

So: new communication strategies for internal & external communication. 

Multinational enterprises: keep national image e.g. for reliability, quality luxury 

Global firms: the firm is one unity that spans the globe 



Stages of internationalization 

1. The import-export stage 

a. Reasons for export: 

i. Seize an unexpected opportunity 

ii. Explore new markets (own market is saturated) 

iii. See growth potential in foreign markets 

b. Action: hire an agent. Communication with the foreign market is filtered through an 

agent. 

If sales go up – then export department 

Next: export is incorporated in sales and/or marketing. More direct communication with people from 

different backgrounds.  

Product adaptation 

Depending on: 

- Price 

- Size: sizes of clothes. In Holland people need more L and XL and in other smaller countries they 

need more S 

- Quality: for example, hairdryers for China have to be different because of the hair structure 

Firm needs to research: 

- Consumer attitudes and preferences 

- Government regulations 

- Market competition, market potential 

 

2. Multinational firm stage 

a. A national subsidiary is set up: 

i. Headed by expatriates 

ii. Direct communication lines to CEOs at HQ condition: 

1. Top management gives priority to sales 

2. Top management cares 

3. Top management must not be overloaded 

If conditions are met: expatriates run subsidiaries as an independent unit (loss of synergy). 

3. The international division stage 

a. Efficient until operations are as important as domestic ones. 

b. However, ‘international’ is separate duplication of activities. 

c. Result: internal competition? 

Internal competition – good? – if company culture is good. 

Internal competition – bad? – maximizing your division’s resources, no efficiency for the entire company. 



2 reactions depending on profit repatriation: 

- The international division costs money brought in by us. 

- The international division is a cash cow to save bad domestic operations. 

Trust vs respect/performance 

- A culture in which trust is important: international division likely to be destructive for the climate 

of the firm. 

- A culture in which respect and prestige/performance are important: profit repatriation may 

result in the division trying to outmaneuver each other. 

- Risk: us vs them 

Staffing approaches 

In international divisions often ethnocentric & polycentric approaches. 

Ethnocentric: not done 

Polycentric: management comes from the host country (deal with intercultural aspects more directly). 

Approaches decisions: 

- Train every employee in the international division? 

- Send young or old expatriates? (flexible & cheaper or more experienced). 

- Send a native educated in HQ country? 

General agreement on: 

- Cultural sensitivity and language are important 

- Managers must adapt to the culture 

- Technical expertise is not sufficient 

Biggest stumbling block: thinking intercultural sensitivity is only necessary for the international division.  

4. The global firm stage 

a. International operations are integrated in the firm 

b. The organizational structure is not different from that of the domestic firm, it 

encompasses the entire globe. 

c. Conditions: 

i. Type of product must be suitable 

ii. Parts of the firms must be at similar stage of development in 

internationalization. 

iii. Different product needs in different markets may not vary too much.  

Overcoming differences in multicultural teams 

- Creating self-awareness 

- Mapping cultural differences 

- Bridging gaps and identifying potential synergies 

- Developing intercultural strategies for specific business tasks 



- Assessing results 

Case 1: What else can go wrong? 

What are the underlying cultural issues contributing to the problems? 

- Power distance is different in the countries US and Mexico. 

- In Mexico people are more collective than in the US. You have to do thing in teams or something.  

- The computer system search for individualist mistakes, this doesn’t fit in the collectivism,  

What should Van West have done when he first came to Mexico? 

- Read about the culture in Mexico. More interests in the production workers, now he has only a 

view of the network of Hernandez. 

- For the computer system he need a good implication way because in the US there is lesser 

uncertainty-avoidance. 

How should Van West deal with Hernandez? 

- Difficult spot, personal and business.  

- First find out what he does when he isn’t at the office.  

- You can’t fire him because of the network. Positive way to tell him: Can you do something to give 

him more status? 

How can Van West deal with the labor issues? 

- HR manager plays a big role in this. Hij kan de werknemers geruststellen.  

- The boss: He should go more to the work flour; he should go learn better Spanish. 

 PDI IND MASC UA LTO In/rstr 

US 40 91 62 46 26 68 

Mexico 81 3 69 82 24 97 

Japan 54 46 95 92 88 42 

 

Case 2: Hana, a joint venture between Health Snacks and Toka foods 

Consensus: nobody is against 

Action plan oriented America (time is money).  

Uncertainty avoidance: Japan has a very high score.  If you have a job, there is a big change that that job 

is for your entire career.  

A joint venture between Japan and US. What happen: Japan slowly takes over. 

The joint venture of the case, can’t be saved.  

They have to things different: 

- US moet niet alleen in de technologie een aandeel hebben maar ook in de marketing etc.  

- Focus more on the relationships.  



You have to take care about power distance, individualist/collectivist etc. 

Lecture 6  
Chapter 4 Managing Ethical and Social Responsibility Challenges in Multinational Companies 

Learning the sheets is enough. 

Ethics is dependent of culture.  

Ethical challenges facing multinational companies worldwide 

- Every Multinational company faces ethical challenges when operating in a foreign country: 

o Should we dump our waste in the river knowing the damage it will do, even if such 

conduct is not illegal? 

o Should we refuse to bribe a government official, and lose the contract to our 

competitor? 

o Should we use cheap child labor, even if it’s not illegal, just because our competitors do? 

Business ethics: a part of the broader concern for ethical behavior, which affects people and their 

welfare. 

- Ethics deal with the “shoulds” of life – the rules and values that determine actions people should 

follow when dealing with other human beings.  

- Although economic logic dominates business decision making, each business decision also has 

consequences for people, whether intended or not. 

- But ethical questions seldom have clear or unambiguous answers.  

International business ethics: unique ethical problems faced by managers operating across national 

boundaries. 

- International business ethics differs from domestic business ethics in two ways: 

o International business is more complex, as different cultures do not agree on what one 

“should” do. 

o MNCs often have power and assets that are equal to foreign governments, raising more 

ethical concerns over the use of such power. 

Corporate social responsibility (CSR): the idea that businesses have a responsibility to society beyond 

making profits. 

- CSR is closely related to business ethics. 

- CSR is concerned with ethical consequences of company policies and procedures. 

- Practicing CSR, a business must take into account the welfare of other constituents in addition to 

stockholders. 

Primary Stakeholders: those who are directly linked to a company’s survival; (i.e., customers, suppliers, 

employees, and shareholders) 

Secondary Stakeholders: those who are less directly linked to the company’s survival, but have impact; 

these include the media, trade associations, and special-interest groups 



Addressing the needs of both groups is critical. (See Shell Oil in Nigeria, Monsanto’s biotechnology 

products) 

National culture and social institutions affect how businesses manage ethical behavior and social 

responsibility. 

- Cultural norms & values influence conformity to laws, and bribery, among others. 

- Social institutions such as religion and the legal system are key institutions that affect what 

ethical issues are important to a society and how they are managed. 

- Although there are differences between societies, some actions are universally condemned (i.e., 

harming children). 

Why cultural differences? 

- Institutional Anomie Theory and other research: 

o Some national culture and social institutions are likely to encourage breaking norms, 

justifying ethically suspect behaviors.  

o National cultures that value high achievement, high individualism, high universalism, 

high materialism are all related to higher deviance from norms. 

o Social institutions such as high industrialization, capitalist systems, lower family 

breakdown, and highly accessible educational systems all encourage deviance from 

norms. 

Questionable Payments are: Bribes or gifts to expedite government actions or to gain advantage in 

business deals 

- In many countries, such payments are expected, and people routinely offer gifts or bribes 

- Like the U.S., most countries have a law forbidding corrupt practices, but enforcement varies 

widely. 

Implications: questionable payments, bribes 

- Corruption and bribery can have devastating effects on societies. 

- Companies routinely use poorer-quality products or materials to make up for the bribe, thus 

resulting in inferior products with poor quality. 

- Corruption can also result in collusion among firms, resulting in even higher prices. 

Corruption perception index 

- To understand the level of corruption in countries, multinational companies can rely on the 

Corruption Perception Index (CPI). 

- CPI, developed by Transparency International, gives an idea of the perceived levels of corruption 

within countries. 

The Foreign Corrupt Practices Act (FCPA) is the U.S. Law forbidding corrupt practices.  

- The FCPA forbids US companies from illegal payments or gifts to officials of foreign governments 

for the sake of getting or retaining business. 

- A firm may avoid liability if it has no “reason to know” that its agent has paid a bribe.  



Tricky component is the “reason-to-know” component (FCPA): 

- Firms are liable for bribes if bribes are made by agents of the company. 

- Firms often use local agents, as they have “local know how” in conducting business.  

- Firms are liable if its common knowledge that agents bribe officials to commit illegal acts. 

- If no knowledge or reason to expect illegal agent behavior, then firm is not held liable. 

The FCPA does not prohibit some forms of payments that may occur in international business: 

- Payments made under duress to avoid injury or violence 

- Small payments to encourage officials to do legitimate and routine jobs 

- Payments which are lawful in a country 

- “Grease” payments which do not seek illegal ends, but are used to speed up normal business 

Toward transnational Ethics 

- Globalization dramatically increases contact among people from different ethical and 

cultural systems. 

- This contact creates pressure for ethical convergence, and the development of transnational 

agreements among nations to govern business practices. 

- Despite differences in cultures, there are growing pressures to follow the same rules in 

managing ethical behavior and social responsibility. 

Four basic reasons for ethical convergence 

1. The growth of international trade and trading blocks 

2. Interaction between trading partners which increases pressures to imitate business practices 

3. Employees of varied cultural background who require common standards for conduct 

4. An increasing number of business watchdogs  

Prescriptive ethics: suggested guidelines for the ethical behavior of multinational companies. 

Three moral languages should guide multinaltional companies: 

- Avoiding harm 

- Rights and duties 

- Social contract 

These three are the easiest to specify in written codes. 

Are also most appropriate in heterogeneous cultures. 

Sources of international ethics guidelines: 

- The United Nations Universal Declaration of Human Rights 

- The United Nations Code of Conduct on Transnational Corporations 

- The European Convention on Human Rights 

- The International Chamber of Commerce Guidelines for International Investment  

- The Organization for Economic Cooperation and Development Guidelines for Multinational 

Enterprises 

- The Helsinki Final Act 



- The International Labor Office Tripartite Declarations of Principles Concerning Multinational 

Enterprises and Social Policy 

- These may be sources for the Code of Conduct for the Multinational Company.  

Code of conduct for the multinational 

Two basic rationales: 

- Basic deontological principles dealing with human rights (such as the right to work, right to be 

safe). 

- History of experiences in international business interactions (MNCs often ignore the 

environment) 

However, despite agreements, MNCs may not always follow ethical principles. 

Even if such Codes are not enforceable, they provide a safe guide to ethical conduct for management.  

Ethical relativism vs ethical universalism 

- Ethical relativism: each society’s view of ethics must be considered legitimate and ethical. 

- Ethical universalism: basic moral principles transcend cultural and national boundaries. 

Difficulty in following either standard 

Ethical relativism can become convenient relativism.  

Convenient relativism occurs when companies use the logic of ethical relativism to behave any way they 

please, using differences in cultures as an excuse. 

Similarly, extreme moral universalism can lead to problems of cultural imperialism in which managers 

assume they know the correct and ethical ways of behaving, viewing other values as inferior. 

Individual ethical decisions making for the multinational manager. Forms of analyses: 

- Economic analysis: focuses on what is the best decision for a company’s profits 

- Legal analysis: focuses on only meeting legal requirements of host and parent countries 

- Ethical analysis: goes beyond focusing on profit goals and legal regulations to consider what is 

the “right” thing to do 

Ethical analysis has 3 components: 

- One’s organization 

- The national culture where the firm operates 

- Personal ethical beliefs 

Purely ethical issues must be weighed against economic and legal analyses. 

MNCs are guests in other nations, and their actions will impact their host country and its inhabitants.  

Summary chapter 4. 

• Chapter 4 provides background on business ethics. 



• Multinational managers face ethical dilemmas similar to their domestic counterparts. 

• Challenges are magnified by the complexity of working across different countries and cultures. 

• National contexts influence ethics in organizations. 

• Despite some convergence, ethical differences exist. 

• The individual MNC manager must decide. 

 

 

 

 

 


