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摘 要

伴随着世界经济一体化和区域经济集团化的不断深化，企业经营的国际化己成

为不可逆转的时代潮流。跨国营销和国际贸易在全球经济中占据着越来越大的比

重。企业在全球范围内利用资源，将其自身所拥有的资金、技术、管理等方面的优

势与东道国的资源、市场、劳动力等方面的优势相结合，从事跨国的生产经营活动。

在商品和市场跨越国界的同时，也跨越了文化．然而，在国际贸易和跨国经营中，

由于要经历不同的文化背景和地域环境，必将遇到巨大的机遇和挑战；而能否克服

由于文化差异带来的文化冲突，实行有效的跨文化管理和跨文化交流，便成了跨国

经营和跨国营销是否能取得成功的关键因素。本文介绍了国际贸易中的跨文化差异

现象，分析了造成文化差异和冲突的原因，论述了认识不同国家、不同地区间文化

差异的途径，并对在国际贸易中，尤其是企业在跨国经营时如何克服文化差异引起

的文化冲突以实现有效的跨文化交流和管理进行了研究。全文共分为霸章：

第一章绪论

本章简单论述了全文内容。

第二章文化差异及跨文化交流

本章论述了语言和文化的关系。语言及非语言的跨文化交流中的文化差异以及

荷兰学者霍夫施泰德教授的衡量民族文化差异的维度，即权利距离指数、不确定性

回避指数、男性主义和女性主义指数以及个人主义与集体主义指数，并以此为基础

阐述了认识不同国家和地区的文化差异的途径。

第三章跨文化交流与跨国营销

本章主要从不同角度论述了跨国营销中需要注意的文化层面。

第四章主要介绍了跨国营销中的跨文化管理

本章首先介绍了集中普遍的跨国营销中的跨文化管理思路，并对其各自的利弊

进行了分析。最后结合中法合资广州标致的失败的跨文化管理说明了跨国营销中要

实现有效的跨文化管理应注意的相关问题。



第五章结论

本章就全文的观点作了总结。并简述了跨文化营销人员应当注意的一些事项．

关键词： 跨文化文化差异跨国营销
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Abstract

With the ongoing development of the integrative economy,the internationalization

of enterprises marketing is becoming the irrevocable trend of the time．International

marketing and international business ale taking a more and more important role in the

development ofthe global market．Companies make ll鞠ofthe global resources and take

advantage of their finance,technology and management,combined with the resources,

market and labor and other advantages of the host country,proceed production and

markefing’therefore,merchandises and market RIO cross-bordered as well as

cross-cultural．However,owing to the differences of cultural background and．

geographical environment,the process of international business and management will

confront huge opportunity and challenge．Thus it b∞om08 a key factor for the sue4黜of
the company—whether they arc able to face the cross-cultural differences well，and

whethcr they are able to make cross-cultural management effectively．This paper

illustlates the phenomenon of cultural differences in countries，and analyzes the possible

reasons for the cultural differences and conflicts,and makes some research Oil how we

can make smooth communication and effective cross-cultural managemenL The whole

paperis divided intoJchapters：
The 1“chapter is the introduction。

The 2■chapt盯is about cultural differaaces and cross-cultoral communication,in

which the relationship bet-green language andculture is illnswated,vetbal and non-verbal

communication and their relationship and the cultural differences in them a托also
analyzed．HosRede's cross-cultural dimensions to measure the cultural differences in

different nations are also illustrated in detail．

The 3“chapter is regarding relationships among marketing,multinational marketing

and cross-cultural communication and the development ofmultinational marketing．

The 4血ch印ter is some proposals for the effective multinational marketing and

managemenL It introduces some general ways for multinational marketing and

management and analyzes the respective advantages and disadvantages．In the end,in

order to emphasize and make it more clear,it takes the example of the Chinese-French
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joint venture ofautomobiles-Peugeot to analyze the theory in more details·

The5血chapter is a conclusion for the whole paper,which also makesa summary for

the points which cross-cultural marketing people should pay attention to·

Key Words：Cross-culture；Cultural Difference；Multinational Marketing
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Chapter 1 Introduction

International business developed very fast since 1970S,and it eVen developed faster

in this century．The growth of international business is not only durative，but also in the

tendency ofincreasing by degrees．The cooperation b咖e龃countries is also dweloping．
A company has three options：globalizafion,quit from the filed Or bankrupt,lhefefore’

internationalmarketingisthewayofsurvivalformodem companies．

Marketing has many different definitions；the simplest one is trying to meet the

desires and demands of customers．Customer’s demands should be researched from the

following simple questions：what,when,why,where and how many they want to buy．

When we aware the above aspects age different in different cultures，the relationship of

culture and market appears．Americans feel incredible that Chinese could eat dogs；

French will go to the best restaurants wi血their dogs and dog could have a seat as human．

Therefore,We should awal汜that the so-called‘'logical"is relative and people all OVer the

world will buy merchandise in the amazing ways：the gutter in Calcutta has mofe than

70，000 video cassette recorders；in Mexico，the number of families who could afford a

color TV set is much bigger than the number of those who could afford to usetap water．

Therefore,we cannot measure others’requirements and standard in OUr way．
Cultural misunderstanding is dangerous,sometime could OVen have a fatal influence

to the company：．Muslim extremes made abig parade because the trademark ofa slippers

looking like the Arabic word"Allah"(Allah is the God of Muslim)．This trademark was

actually combined by an abstract drawing of three bells,but government finally

prohibited the sales ofthe slippers．

Ethnocentrism could also lead to unexpected and miserable failure．Federal Express

0aereatter called‘'FedEx')manifested their etlmoeentrism at the beginning of entry of

European market：all the propaganda趾d airway biH Was in American English；the

deadlme of pick-up is 5：00 p．m．regardless of the fact that many European companies

stop working much later,e．辱，Spain will stop working at 8：00 p．皿FedEx presupposed

that all the habits and off-time in Europe are saHle as those in US，which is equal to puta

round plug into a square hole，undoubtedly its marketing will be a failure．

7
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Lack of eXpCl"le'11Ce and care|essness could also be disaster．Jolly Green Giant turned

to be“Intimidating Green Ogre"in Arabic．Ford was gohAg to promote cheap trucks

named"Feira"to some undeveloped Latin American countries，but it meant"ugly old

woman')in Spanish；likewise,when Ford promoted the most advanced cars named

"Caliente"to Mexico,it failed again since"Caliente'’meant prostitute in the Mexican

slang．

This paper analyzes the cultural phenomena and tells companies how to understand

those people in different cultures and how to caymmunicate with them to increase the

percentage of$UCC088 in the international market．Understanding of cultures is very

importam,for those need to contact with the foreign customers and suppliers，it is not

only crucial but also mandatory．

8
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Chapter 2 Cultural Differences and Cross-cultural Communication

Human communication has 2 ways：verbal and non-verbaL Non-verbal

communication nleans all the communication behavior except those verbal behaviors．

2．1 Language and Culture

Whal is culture?

"Culture is the"collective programming of the human mind that distinguishes the

members ofone human group from those ofanother．Culture in this salse is a system of

collecti=reely held values．”

一(jl蟹et Hofstede

"Culture is the deeper level of basic assumptions and beliefs that are shared by
memberofpeople．”
In her book．Language and Culture,Kramsch(1998：27)offers threc definitions：

1．Membership in a discourse community that shares a common social space and

history,and a common system of standards for perceiving,believing,evaluating
and acting．

2．The discourse community itself．

3．The system ofstandagds itself．

，There age many ways in which thephenomena oflanguage and culture age intimately

related．Both phenomena a∞unique to humans and have therefore been the subject ofa

great deal ofanthropological，sociological，and钾∞memctic study．Language，ofcourt,

is determined by culture,though the extent to which this is true is now underdebate．The

convci'∞is also true to some degree：culture is determined by language—or rather,by

the rcplicators that created both mcfllCS．

To get a more clear review,please see the following illustration of the relationship

between language and culture．

9
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2．1．1 Language Is Part of Culture

For many people,language is not just the medium of culture but also is a part of

culture．It is quite common for immigrants to a new country to retain their old customs

and to印嘲k their first language amid fellow immigrants,目恤if all present arc

comfortable in their new language．This occurs because the immigrants a托eager to

preserve their own heritage,which includes not only customs and traditions but also

language．This is also seen in many Jewish communities,especially in older members：

Yiddish is commonly spoon because it is se钮as apart ofJewish cult即．
Linguistic differences are also often se∞as the mark of another culture,and they

very commonly create divisiveness among neighboring peoples or even among different

groups ofthe same Ration．A good example ofthis is in Canada,where French-speaking
natives ofQuebec clash with the English-speaking majority．This sort ofconflict is also

common in ageas with a great deal of tribal warfare．It is删％becoming an issue in

America as speakers of standard American English’—mainly whites and educated

minorities--observe the growing number of speakers of black English vernacular．

Debates are comlnon ov盯whether it is proper to Ilsc”Ebonies“in sch00k．while its

sp饯啦e幅continueto assertthatthedialcctisafundamentalpartofthe"blackculture"．

‘'It is axiomatic in our view that cultural learning as an integral part of langlIage

learning，and vice versa．The mere acquisition of information about fb面萨country,

without the psychological demands of integrated language and culture learning,is

inadequate as a basis for educ撕on through foreign language teaching．”(8ryam ct al,

1994：5)
’

Malinowski argues that the meanings of language cannot be separated from their

language contexts．If one wants to understand what is said,he／she has to know the

cultural background and life mannboT of the speaks-．He argues that"the study of any

language,spoken by a people who live under conditions different from our OWn and

possess a different culture，must be carried out in conjunction with the study of their

culture and of their environment"(Malinowski，1923：306)．From the perspective of

language functions，he points out further that linguistic acts，like social acts,are under

the control ofsocial culture(Barro『，Jordan and Roberts,1998)．

10
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2．1．2 Language Is the Presentation ofCulture

Language and culture have very close relationships in social contexts．For the same

word,people of different cultural backgrounds may have different impressions or

understandings．In aword,language is the presentation ofculture．Without knowledge of

cultures,it is difficult to learn languages well．The more one is familiar丽th the targeted

cultures．the more appropriately he／she can learn and use the targeted languages

(Oudyhalst,1998、．

Through his analysis of Hopi(a southwestern US Indian language)，Whorl"finds

that world-views vary among cultures．He also finds that aspects of a culture’s view of

the world are manifest in language．Chinese culture views desks,chairs，plants，and days

as separate entities that can be counted and gathered together．The Hopi，however,do not

viewdays as separateentitiestobecountedbut ratherasarecurrenceofthe sameentity,

although slightly altered．It is said that Hopi language reflects lifts view by reversing a

special kind of adverb to mark such units of time,and a different type of marker for

entities that can be counted．

2．1．3 Language Is Determined by Culture

Early anthropologists，following the theory that words determined thought,believed

that language and its stracture wb-H-e entirely dependent oll the cultural context in which

they existed．Thiswas a logical extension ofwhat is termed the Standard Social Science

Model．which views the human mind as an inde蠹nitcly malleable structure capable of

absorbing any sort ofculture Without cen．Ca_aints from genetic orn锄ologieal factors．

In this vein,anthropologist Veme Rayconduetad a study in the 1950's,giving color

samples to different American Indian tribes and asking them to give the names of the

colors．He conehided that the spectrum we∞e勰”green”。”yellow",etc．was an entirely

arbitrary division,and each culture divided the spectrum separately．According to this

hypothesis．the divisions se衄bctweell colors were a consequence of the language

people loam,and did not correspond to divisions in the natural world．A similar

hypothesis was upheld in the extremely popular mff,0ae of Eskimo words for anOW--

common stories vary fi'om fifty to upwardsoftwo hundred．
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Extreme cultural relativism of this type has now been clearly refuted．Eskimos USe

at most twelve different words for SHOW，which is much more than English speakers and

should be expected since they exist in a cold climate．The color-relativity hypothesis has

HOW been completely debunked by more careful,thorough,and systematic studies which

show a remarkable similarity bctwce'H the ways in which different cultures divide the

speetrmn．

Of emll'se．there ale ways in which culture really does determine language,or at

least certain facets thereof．Obviously,the ancient Romans did not have words for radios,

televisions，or computers because these items WeTe simply not part of their cultural

contexL In the sallae vein,uncivilized tribes living in Europe in the time of the Romans

did not have words for tribunes,plaeto啊or any other trapping of Roman government

because Roman law Was not part oftheir culture．

Culture does，sometimes，restrict what people锄think about efficiently in their

OWn language．For example,some languages have only three color terms equivalent to

black,white，and red；a native speaker of this language would have a difficult time

expressing the concept of“purple"efficiently．Some languages ale also more expressive

about Cgl'tain topics．For example,it is commonly acknowledged that Yiddish is a

linguistic champion,with an amazing numbef of words referring to the simpleminded．

(The Language Instinct by Steven Pinker,p．260．)

In a word,the relationship between language and culture has
been a controversial

i跚le，among which the theory of liIIgIlistic relativity influence the viewpoint of most of

the scholars．The work of Sapir and Whorf has,in this respect,brought about 2 main

different views．One is that language reflects culture and constrains one’S way ofthinking．

Another is that language cannot be decontextualized and culture is expressed through the

actual USe ofthe language．

Every language call create new words to describe HeW situations and objects．

Therefore,it is not surprising that all languages change through time．None is static．

However,they change at different rates at different times in response to new social，

cultural andenvironmental conditions．
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2．2 Non-verbal Communication and CuitlIre

The study of non-verbal communication is a relatively recent development．During

the last few decades there was an accelerated research interest that has generated a

substantial body of relevant knowlcdgu．Research has helped in solving many

methodological problems and in ctarifying theoretical issues．Despito the recent surge of

interest in nonlinguistic communication and its importance in daily lives，the knowledge

about relevantphenomena in man is far from bemg satisfactory．

2．2．1 What Is Non-verbal Communication?

Different western scholars proposed different definitions for Non—linguistic

communication．Some ofthan are very simple,such as：

Non-verbal Communication is communication without words．

Non-verbal Communication call be viewed as occmring whenever an individual

communicates without the useofsounds． ，

Non-verbal Communication is anything$omcoile does to which someone else

assigns a meaning．

Non-verbal Communication is the study of facial expressions，touch,time,gesmrcs,

smell，eye behavior,and so OIL

--(Malandro,L．Barker et al，1989：5)

2．2．2 Why Is Non-verbal Communiention Important?

The effect of non-verbal communiea舡oll should not be neglected in the whole

communication system．
Basically,it is one of the key aspects of communication(and especially important

in a high-centoxt culture)．R has multiple functions：

a)Used to repeat the verbal message(c．g．point in a direction while stating

directions．You can toll somebody that office building is in the western side of the

teaching building,and poim out with your finger at the same lime to have a repeating

effect．)
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b)Often used to accent a verbal message(e．g．verbal tone indicates the actual

meaning ofthe specitic words)．

c1 Often complement the verbal message but also may eentradict． E．g．：a nod

reinforces a positive message Omong Americans)；a’jlinl(竹may contradict a stated

positive message．

d、Regulate interactions(non-verbal cues covey when the other person should

speak or not speak)．

c1 May substitute for the verbal message(especially if it is blocked by noise,

interruption,ct已l--i．c．gestures(finger to lips to indicate need for quieO,facial

expressions n．e．a nod instead ofa yes)．For example,when a father eritieizes his son,the

son does not refute．but the son always looks at somc other places and shows impatience

when the father is talking．The gesture indicates that the SOll does not agree with his

father and does not want to listen to him any lnore．The body language is substituting the

verbal language here and transfers the meaning very clearly．

f)May contradict the meaning ofthe verbal message．E．g．，A could say a sentence

to B．‘'Well,you really did a goodjob．"But Agives C锄unhappy eye contact indicating

his dissatisfacfion to B．

So it’s very easy to see the importance of non-verbal communication．Note the

implications of the proverb："Actions speak louder than words．”In essence,this

underscores the importance of non-verbal communication．Non-verbal communication

is especially significant in intercultural situations．Probably non-verbal differences

account for typical difficulties in communicating．

2．3 Culturai Difbrences in Non-verbal Communication

Mr．Lv Shuxiang pointed out in 1977，‘'There are lots ofdifferences between English

gramnlRl"and Chinese grammar if you make sumc eomparimns．There a聘of course

many 8aule points，but what we should pay attention to is those differences．”(Lv

Shuxiang，1977)He illustrated three kinds of situation when referring to the differences

of language,‘叮k 1矗situation is they are totally different to each other,the 2蝴situation

is when one has only one meaning,the other one has many meanings；the 3m situation is

14



墅塑兰!!皇塑!塑!!!堡垫!尘丛鲤!型丛苎!生竖

that when∞e has the meaning．the other has 11．0 correspondent referent．”

2．3．1 The iinl日uls,,rid behaviors of non-verbal cOHllnlllnication slaould be different

according to different cultures．

This should appear in two aspects：

Firstly,the meanings IU'I。the same：but the behaviors a∞different．For example,

western people will usually shrug for expressing helpless,disapproval Or not c：are，but

ChillcSe will normally shake hands Or shake head．

Secondly,the behavior is the same while the meaning is different,which will be

very easy to cause misunderstanding betwcell the two parts of communication．Take觚

example,Chinese people批familiar with the gesticulation of“OK"．many people nOW

even say or have the gesticulation of‘‘0K●very easily,laowevcr,many of them don’t

know the exact meaning ofit,notto噼the fact that therea∞many different meanings
for this gesticulation in different cultures．‘‘oK竹is sourced from 2 ways：the In-st one is

said to be from the Ol'ganizatiotl of the supporters of the 8“US president Martin Van

Buren,the llalme of the organization is eaUed‘Q．k Club"(Old Kinderhook Club)．

Kinderhook is the place ofbirth ofBuren．These supporters always halloo叼．K．”．which

mealls everything goes well．The second one is said to be from the fira letter of the

English phrase‘Wl Correct"．But nO matter where it is from,tlae meaning of it is quite

dear：showing agreement,permit,nO problem and 80 OIL However,the meaning of the

gesticulation叼．K”is quite different under different cultures．In Chin毛people think this

gesticulation加舢"Zero"；Frenchmen deem it refers to‘'Zero"01'M：Japanese
believe it 111eal3S"Money"；in some countries of the Mediterranean Area,it is equal to

‘'Hole"；while in Brazil and Greece．this gesticulation is a behavior ofdefilement．

2．3·2 V’／llelrl蚰e behavior has only one meaning,there al℃man)'meanings in another

culture．

Some behaviors have only伽君meaning in Chille∞culture,but they have different

me-dnj】ags in other cultures．Take the gesticulation of the fmgers of two hands meshed

、航th each other for趾example,in China,people get used to this action when talking olr
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giving a lecture unconsciously,it has no special meaning in this culture,but at most,it

gall express the mood of the speaker as leisure and relaxation．However,it is‘'bloating",

"boring",‘'uninteresting",“nervous"or‘'upset",many different meanings in other

cultures．

Another example is the connotation of‘‘arm in越Tn”．In China,this behavior has

different meaning for the people in different relationships．When it happens between

male and female,mcatLs the two ones ale lovers；for people in the same sex,they are

close friends；for people in differeta generations,say,between younger generation and

older generation,it often means the close relationship among the family or relatives,for

the younger generation to show their respect to the older generations or for the older

generatio璐to show their conoer世to the younger generations．But in the

English-speaking countries,this action only happens betwecn couples,lovers or people in

different s懿髓，more oRen than not,for western people，this behavior has something to

do with s麟relationship or love affair in general．Therefore,the meanings of this simple

behavior in Chinesc culture are much richer than those happening in the English-speaking

cultures．

2．3．3 No correspondent referent In another culture．

Many gestures only exist in one or some cultures，so there will be n0 counterpart in

other cultures．Taking all example,some English-speaking people will keep rtmning their

rings when they feel nervous or upset,some HKG and Taiwan guys will also do it

sometimes,but in the mainland China,many people don’t wear a ring oven today after

they get married,SO there is not such an action．Ifone Chinese guy has this kind ofaction,

others will assume this guY as"showing his fortune'’sine*rings age made of golden or

some other precious metals．

On the contrary,Chinese people have many specific requirements Oll the gestures of

walking,standing，sitting and sleeping．Parents educate their kids to keep right and

suitable gestures for different behaviors such as‘'walking as the wind,standing as a pine,

sitting as a clock and sleeping as a bow．”This asks people to keep sb-aight when they

walk and stand．But western people have no such strict requests on all ofthese gestures．

16
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2．3．4 Body Language Difference in Cultures

●General A拼'c啪nce and D麟s

All enRur器骶concerned for how they look and makejudgments based On looks and

dress．Americans,for ins[allcc,appear almost obsessed with dress and peasonal

attractiveness．Consider differing cultural standards on what is atlractive in dress and on

what constitutes modesty．Noteways dress is used as a sign ofstates?

●Body Movement

People send information on attitude toward person(facing or leaning towards

another)，emotional statue(tapping fingers,jiggling coins)，and desire to control the

environment(moving towards or away from a person)．

More than 700，000 possible motions we Call make—SO impossible to categorize

them all!But just need to be awal呛the body movement and position is a key ingredient

in sending messages．

● Gestures

It’s impossible to catalog them all,but one nccds to l'ecognize：1)incredible

possibility and variety and孙that all acceptable gesture in one’s own culture may be

offensive in another culture．In addition,amount of gesturing varies from culture to

culture．Some cultures arc animated；other restrained．Restrained cultures 01％en feel

animated cultures lack manners and overall l陀S[1'aioL Animated cultures oRen feel

restrained cultures lack emotion or interest．

Even simple things like using hands to pointand count differ．

Pointing：US with index finger,Germany with little fingef：,Japanese with entire hand

(in fact most Asians consider pointing with index finger to be rude)

Counting：Thumb=l in Germany,5 in Japan,middle finger for l in Indonesia．

●Eye Contact and Gaze

h US九eye contact indicates：degree of attention or interest,influences attitude

change or persuasion,regulates interaction,communicates emotion,defines power and

status，and hasa central role in managing impressions ofothers．

Western cultures—see direct eye-to-eye contact as positive(advise children to look a

pcl-son in the eyes)．But within USA,African-Americans use more eye contact when

17
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tall(ing and less when listening、玑m rCrcel"Sc true for An四o Americans．This is a possible

Cal．1∞for sonic sense of unease between races in US．A prolonged gaze is often鞭：eII as

a sign ofsexual interest．

Arabic cultures make prolonged cyc-eontacL—believe“shows interest and helps

them understand lruthfulness of the other perso也(A person who doesn’t reeiproeale is

seen as untrustworthy)

Japan,Africa’Latin American,Caribbean——avoid eye contact to show respect．

●Smell

·USA—fear ofoffensive natural smells(billion dollar industry to mask objectionable

od0培with what is pereeived to be pleasant)一again connected with"attractiveness"

concept．

。

·Many other cultures consider natural body odors as normal(Arabic)．

·Asian cultures(Filipino，Malay,Indonesian,Thai,Indian)stress丘equent bathing—

and oRen criticize USA ofnot bathing often enough!

●Paralanguage

·Vocal eharacterizers(1augh,cry,ydl，moan,whine,belctI，yawn)．These send

different messages in different eultur器Oapaa-—百ggling indicates embarrassment；India

——belch indicates satisfac60n)

·Vocal qualifiers(volume,pitch，rhythm,tempo，and tone)．Loudness indic砒es

s仃ength in Arabic cultures and sottness indicates weakness；indieates confidence and

authority to the Germans，；indic捆impofiteness to the Thais；indicat鼯lo豁ofeon臼ol to
the Japanese．(OeneraUy,one learns not t0‘'shouf’in Asia for nearly any

reason!、Gender-based as well：women tend to speak higher and more soRly tllan m饥

·VocaI segregates(un-hura,slala,l|h’ooh，mmmh,humm,也mah’lab)．Segregates

indicate formality,acceptance,assent'uncertainty．

2．3．5 Message of Spaee

Hall deemed that the change of space will influence communication，could

strengthen the effect of eommunieation，sometimes the influence of the space could evell

play amore important role than the verbal．(Hall，1973：180)

18
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Hall proposed the theory of space and proximity in 1950s．His famous book The

Silent Language was published as well which Was s蝴as a classic textlx)0k for the
resealeh ofthe non-verbal communication．In the book,he illustrates a lot regarding the

topic entitled"Space Speaks"．

In the booL Hall tells people that there is a space called organisms’territory besides

the physical limits ofindividuals．"Territoriality"refers to the behavior ofpeople who ask

some space of territory and automatically maintain the territory．space could be helpful

for the communication of informatiorL Some scholars eV龃coined the term as"spaeial

language"which means a social language by which people cxpre龉their mind

information based On some space．

Hall classified 3 types ofspace territory：．

1．Fixed-feature space,like a room．

2．Semi·fixed-feature space．

3．Informal space,which is the bubble ofpersonal space arising from the personal habits

when people communical七wim others．

Attitudes towards crowding file also different．Crowding is a kind of psychological

feeling when people feel their personal space is invaded．The most typical environmental

features resulting from culture is human himself．English-speaking people ale very

sensitive to the crowding while Chinese people seem much more tolerant to crowding．

2．4 DimensioUS for Cultural Dif亿rences

Here is the sample graph for Hofstede's theory on cultural variability．

19
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Table 1 Sample Graph in Hofstede's Theory of Cultural VariabiHty

Table 2 Cultural Dimension Seores forTen Countries and Regions

‰仃i岱 ，Pow盯 hldividllali锄Mascul“ty
Uncertainty Long．t锄

Distanc圯 。Avoidance Orientation

USA ；40L 91H 62H 46L 29L
，、 一—。⋯——⋯≮， ⋯⋯～ ，⋯，。——一． ，一⋯——。．～⋯～一—．一⋯～．。 ，，。、

：Germany l 35L 67H 66H 65M 3lM
； ’⋯j ．， 。，，一．

⋯ ⋯⋯
’Japan {54M 46M 95H 92H 80H

。、一 ⋯。⋯⋯～。—。! ⋯⋯⋯。 ⋯⋯⋯⋯、 ⋯⋯⋯⋯——⋯⋯⋯⋯⋯⋯—。⋯ ．．一，．一，

：France 68H 7lH 43M 86H 30*L
“

；Netherlands }38L 80H 14L 53M 44M

’Indonesia ；78H 14L 46M 48L 25*L
’

一÷⋯，|。。。，⋯，。 ⋯⋯～⋯⋯． 。～～一。．． ⋯⋯。一 ～⋯～～—“n—u
WestAfnc．a 77H 20L 46M 54M 16L

．
”u ⋯v 一 ⋯一} 一

Rnssia 95*H 50*M 40*L 90*H 10"L

；China {80*H 20*L 50*M 60*M 118H

Note：H--top third，M-=Inedium third,L=bottom“rd(among 53 countries and regions for

the first four dimensions,among 23 countries and regions for the fiah)

*estimated

Source：Hofstede,G 0993)，Cultural Constraints in Management Theories，Academy of

Management Executive，7，P．91．

Cultural differences，esp．the cultural differences in nations have great influence on
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the management and marketing of enterprises．Hofstede made a large number of

researches On this subject．Making use of the opportunity in the lBuropean office of IBM

during the period of 1965 to 1971．he made a questionnaire regarding culture to the staff

of mM in lnol'e than 50 different cotmlrics and regions,and made statistical 8nalysis to

aIl the results．As a result,he found that there wclrlo 4 dimensions for wlaiela people would

be identified for their values．They a糟：1)Power distance；2)tlneertainty avoidance；3)

Individualism and collectivism；and 41 Masculinity and femininity．咧s paper will
illuslrate the former 4 dimensions which'were popular for the analysis for cultural

differences．Hofstede then transformed all the differences into indexes and proposed the

famous four dimensions thoory based On this．His theory was widely accepted by other

scholars

2．4．1 Power肼stahoe

PowerDistance Index(PDI)that is the extent to whichthe less powerful members of

organizations and institutions(1ike the family)accept and expect that power is distributed

unequally．This represents inequality(more V'crsus less),but defined fi'om the below,not

fromtheabove．Itsuggeststhatasociety'slevelofinequalityisendorsedbythefollowers

as much舔by the leaders．Power and inequality,of eOUI'Se，珊extremely fundamental

facts of any society and anyix)dy with some international experience will be awal'e that

'all societies ale unequal，but some air@mole unequal than others。．Individuals from high

PDI cultures accept power as part oftlae society．Hofstede0991)points out that"in small

power distance countries there is limited dependence of subordinates Oll bosses,and a

preference for consultation,that is interdependence between boss and subordinate．．．In

large power distanc：t：countries,there is considerable dependence of subordinates On

bosses’’Q．27)．Low and hilgh PD tendencies exist in all cultures，but one tends to

predominate．

21
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Table3 Differences and Comparisons ofPDI

Countries ofHigh PDI Countries ofLow PDI

●Managements have bigpower and act ●Managers make decisions after

like parents
’ discnssion with others

●Firmly monitoring management ●Firmly monitoring management
appraised positively by the appraised negatively by the

subordinates subordinates

●Believes that people don’t love ·Believe that people love theirjob and

working work

●The subordinates accept the ●The subordinates could exchange ideas

managements take strategies to be a with themanager but accept the final

law onto himself． decision ofthe manager

●Employees are afraid the inconsistence ●Employees a托not afraid the

with the managements．will not and inconsistence、Ⅳith the manager,dare to

dare not to make conflicts with be close to the managerand discuss

managements when there is different idea

●Employees don’t mutually trust ●Employees cooperate with each other
●Power oforganizations are focused to ●Power oforganizations a肥

minority；,the subordinates should obey dispersed instead ofbeing ranked in

to the managements pyramid

● Salaries ofthe subordinates and the ● Salaries ofthe subordinates and the

managements have big difference mangers are not that different

●Supervisors have many ●Supervisors are not welcome to have

privileges which shownby status privileges,they u∞the same toilet,

marks parking and dining rooms as others

● Elder supervisors are moi'e respected ●Younger supervisors aremore appraised

PDI focuses OIl the degree of equality,or inequality,bel[w嘲people in the countrfs
society．A High Power Distmlce ranking indicates that inequalities of power and wealth

have been allowed to grow within the society．These societies are more likely to follow a

caste system that does not allow significant upward mobility ofits citizens．A Low Power

nib“f．ance ranking indicates the society de-emphasizes the differences between citizen's

power and wealth．In these societies equality and opportunity for everyone is stressed．

What needs to be mentioned here is that power distance is a dimensional concept．

This distance could be manifested 011 fortune and power,but also COUld be manifested on
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social status and political power．High power distance culture does not mean that power

distance in all the aspects m-e high,vice Vel'或L Outstanding talents in arts，EE．and

science ale highly respected and have highly social status，but they only own fortune in

some cultures,and they have no political power in any culture．Politicians have power,

high social status but 110 fortune；big bosses have fortune and power,but they need to pay

lots ofmoney for good deeds to get the admission ofthe mss and to get the high social

status．Therefore,power distance could be very big in SOIBe aspects,but very small in

some other aspects fiVeS in the s锄e culture，and it'sjust a relative concept．(see Table 3)

2A．2 UncertaintyAvoidance

UncertaintyAvoidanceIndex(U柚dealswitha society'stoleranceforuncertainty
and ambiguity；it ultimately refers to man's search forTruth．It indicates to what extent a

culture progran岱its members to feel either uncomfortable or comfortable in unstructured

situations．Unsh"uctured situations arenovel，unknown,surprising,different from usual．

Uncertaintyavoidingculturestrytominimizethepossibilityofsuch situationsby strict

laws and rules，safety and security measures,and 011 the philosophical and religious level

by a beliefin absolute Truth；‘there can only be one Truth and we have it．’People in

uncertsinty avoiding countries ale also more emotional，and motivated by inner nervous

energy．The opposite type,uncertainty accepting cultures,are more tolerant ofopinions

different from what they a聆used to；they try to have as few roles aS possible,and on the

philosophical and religious level they ale relativist and allow many currents to flow side

by side．People within these cultures aIe more phlegmatic and contemplative,and not

expected by their environment to express emotions．
’

mcomparisonwiththemembersofcultureslowinuncertaintyavoidance03A)，

membersofcultureshirghinUAhavealowertolerance“foruncertaintyandambiguity,
which expresses itselfin high=levels ofanxiety and energy release,greater need for

formal rules andabsolute劬Ilb．andlesstoleranceforpeopleorgroupswithdeviantideas

or behavior"(Hofstede，1979，P．395)．There is astrong desire for consolsus in high UA

cultures；therefore,deviantbehaviorisnotacceptable．PeopleinhighUAculturestendto

displayemotionsmorethanpeopleinlowUAcnltures．PeopleinlowUAcultureshave
lower strgss levels and weaker superegos and accept dissent and taking risks more than
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people in hi曲UA cultures．

Table 4 Comparison of Difference of UAI

High UAI Countries Low UAI Counlzies

●High anxiety ofpeople ●Low anxiety ofpeople

●Worry about future ●Prefertoenjoythecurrentsituation

●Big pressure ofworking ●Less pressure ofworking

●Psychological refuse to change ●Psychological aeccptance to change

●Long stay in thesame company ●Open to work in another company

●Honesty to companyand employer is ●Honesty to company and employer id

considered as virtue not considered as vinue

●Prefer to work with big organizations ●pre鼬to work with small organizations
·Higll average age oftop managements ●Low average ageoftop managements

●Managers are employed by longevity ●Managers a北employed by other

standards

●Afraid of failure ●Eager for succe豁

●Notven咖me ● More adventuresome

●Not ambitious about individual ●Ambitious about individual promotion

promotion

●Managers must be the expert ofwhat ●Managers狮’t necessarily to be the
heisin chargeof expert ofwhat he is in charge of

●No breaking ofcompany policy ●Exceptions to company poficy

●Low tolerance to the uncleamess of ●Hi曲tolerance to the unclearncss of

individuals individuals

Hofstcde(1991)points out也at UA should not be equated with risk avoidance．

People in‘'uncertainty avoiding cultures shun ambiguous situations．People in such

cultures look for a structure in也eir relationships which makes events clearly

interpretable and predictable'’Q．1 16)．Hofstede summarizes the view ofpeople in hi咖

UAculturesas‘'whatisdifferentisdangerous'’(p．119)，andthecredoofpeopleinlow

UA cultures as"what is different,is curious”Q．1 19)．Different degrees ofUA exist in

every culture，but one tends to predominate．(see Table 2)
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2．4．3 Individualismand Collectivism

Individualism(IDV)on the one side Versus its opposite,collectivism,that is the

degree to which individuals aro integrated into groups．On the individualist side We find

societies in which the tics bd呻，嘲individuals a她lonse：everyone is expected to look
after himself／he．elf and hislhcr immediate family．On the collecfivist side,we find

societies in which people from birth onwards am integrated into曲∞n舀cohesive

in-groups，often extended families(with uncles,aunts and grandparents)which continue

protecting them in exchange for unquestioning loyalty．The word'collectivism'in this

s龇has no political meaning：it refers to the group,not to the state．A弛the issue
addressed by this dimension is all extremely tim&mental one,坞g棚ing all societies in

the world．

Individualism and collectivism is the major dimension of cultural variability used to

explain cross-cultural differences in behavior．Individuals’goals take precedence OVer the

group’S goals in individualistic cultures,while the group’S goals take precedence OVer the

individuals in collectivistic cultures．In individualistic cultures,"people are supposed to

look after themselves and their immediate family only,”while in collectivistic cultures，

‘'people belong to ingroups or collectivities which afc supposed to look after them in

exchange for loyalty"(Hofstede and Bond,1984,p-41外．People in individualistic

cultures tend to be universalistic and apply the same value standards to a11．People in

collectivistic cultures,in contrast,tend to be particularistic and,therefore,apply different

valuestandards formembersoftheiringronpsandoutgroups．

Tfiandis(t99s)argues that the relative importance of ingroups is one：of the major

factors that differentiate individualistic and collectivistic cultures．Ingroups are"groups

ofpeople about whoso welfareone is concerned,谢tll whom one is willing to cooperate

without demanding equitable returns,and separation from whom leads to discomfort or

&cell pain"O'riandis,1998．p．75)．People in individualistic cultures are members ofmany

specific ingroups(c俐g family,religion,social clubs，and profession)that might influence

their behavior in any particular social situation．Because they黜members of many

ingroups,specific ingroups exert relatively little influence 011 their behavior across

situations．While the ingroup may be the sa／ne in individualistic and collectivistic
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cultures,the sphere of its influence is different．The sphere of influence in an

individualistic culture is very specific(e。g the ingroup affects behavior in very specific

circumstances),while the sphere of influence in a collectivistic culture is very general

(c。g the ingroup affects behavior in many different aspects ofa porson’s life)
Table 5 Comparison of Differenee on H

Hi班II Countries Low II Countries

●Employees’personal life is very ● Conditions supplied by company

important (training,ctc．)arc very important

●“Stiff is predominate ● ‘‘、^k，us’’is predominate

●Psychologically independent to ●Psychologically rely on company

company

●Small organizations arc attractive ●Big organizations are attractive

●Calculation when getting along with ●Morality when getting along with曲e

the company company

●Emphasis Oil the right ofpersonal life ●Personal life is interfered with

and ideas organization；opinions are previously

decided

●More emphasis on the factors like ●More emphasis Oil the tmining and skil

frcedom and challenge in work using in work

●Managers pursue the art ofleading ●Managers pursue orderly proceeding

●Managers more emphasize self-rule ●Managers more emphasize his stable

status

●Managers agree on"modem"opinion, ●Managers agree oil"traditional'’

encourage employees to do things opinion,don’t encourage employees to

positively,organize team-work do things positively,no team-work

●Individual decision is prior to ● Collective decision is better than

collective decision individual decision

·Managers enjoy feast,warmth and ●Managers think responsibility,

safety as the goal oflife specialty and reputation as goal oflife

●Less agromaent to the棚嵋w粥to ●More agreement to the aIlsW6Y5 to

‘'important'’questions ‘'important"questions



篁翌墅!竺!皇型!!璺堕垫丛些垫!堑竺型坚型!堂g

The way people in individualistic锄d colleetivistie cultures view themselves(i，e

their self-concepts)also differs．Markus and Kitayama(1991)call the different

self-conceptions independent self-eonstruals tend to predominate in individualistic

cultures and interdependent delf-eonstruals tend to pI幽min疵in coUectivistie cultures．
(C_枷ykunst da1．，1994)(see Table 2)

2．4．4 Maseuliaity and Femininity

Masculinity(MAS)"Va"SUS its opposite,femininity,which refers to the distribution

ofrolesbetween the genders which is another fundamental iSSUe for锄y society to which

a range of solutions躺found．The mM studies revealed that(a)wome-,llt)$values differ
less among societies than m曲．s values；0))incnWs values from one：country to another

contain a dimension from very ass矾ve and competitive and maximally differerat from
women's values on the one side,to modest and earing and similar to women's values Oil

the other．The assertive pole has been called'masculine'and the modest,earing pole

'feminine'．The women in feminine countries have the 8al'llt：modest,earing values as the

men；in the masculine cotmtries they are somewhat assertive and competitive,but not as

much as the men,SO that these countries show a gap between men's values and women's

values．

People in high masculine values things,power,and asscmva附髓while in cultures

low 011 masculinity or hi曲on femininity value quality of life and mtrturanee(Hofstede,

1980)．Members of highly masculine cultures emphasize differentiated s鼹rol嚣,

performance,ambition,decisiveness,and independence．Members of cultures low on

masculinity,in contrast,value fluid s觑叫es．quality of life,service,intuition,and

interdependence．Both masculinity and femininity exist in all cultures,but one pattern

tends to predominate(See Table国．
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Table 6 Comparison of Differenee ofMDI

High MDI Countries Low MDI Countries

●High income,admission,promotion ●Relationship with managers,

and challenge ofwork is relatively cooperation,friendly air and working

important guarantee is relatively important

●Managers’goal is the art ofleading。 ●Managers’goal isn’t the art ofleading,

independence and self-realizing independence and self-realizing

●Believing independentdecision-maker ●Believing collective decision

●Motivation ofsuecess is strong ● Motivation of飘|ccess is weak

●Successis measured by fortune and ●Success is measured by interpersonal

admission
。

relationship and living conditions

●Work is important in life ●Work is not very important in life

●People prefer increasing ofsalaries to ●People prefer deducting working time

deducting workingtime to increasing salaries

● Company interfering with personal life ●Company interfering with personal life
is acceptable is unacceptable

●Company takes many social functions ●Other organization takes social functions

●Big companies are more attractive ● Small companies arewelcome

●Pressure ofwork is big
●Pressure ofwork is not very big

●Doubting the factors of懿Kccss ●More ensuring the factors ofsuccess

●Managers don’t serve ●Managers are eagertobeofservice

●Males and females have big value
● Males and females have no／small value

difference in the san]e position differences in the same position



Chapter 3 Cross-cultural Communication and

Multinational Marketing

As everybody knows，different countries have different cultures．In order to clarify

cultural differences in different nations,someone ever told the following story：

Some merchants are discussing cooperation and business on a vessel．Unfortunately,

there is something wrong with the boat and it keeps sinking and sinking．The captain

knows it clearly that the cultural backgrounds of these merchants are different,and he

needs to take different ways to persuade them to dive SO that everybody could escape

from the accident．So he tells the Englishman,‘'Diving is a kind of popular sport,”

Englishinm advocate sports,and the English me比hant dives immediately after hearing

the captain's words．Then he turns to the Frenchman,"Diving is a f勰hion,don’t you s∞

that the Englishman has dived?'’Frenchmen love to be in f舔hion,SO the Frenchman
follows the Englishman．And then the captain talks to the German,‘‘I a／n the captain；
everybody must listen to me，dive now!It’S my order!”Germans strictly obey rules and

orders．and the German follows the instruction．Next one is the Italian,‘'You can dive

when boarding O／1 other ships to escape from the danger,but it's not allowed on my

ship!"Italians oft∞have the mind ofrebel,when you tell them not to do something,they

will do it positively and 011 pnrpos％so the Italian merchant dives soon after he is told

that it is not allowed to dive on this vessel．To the realistic American,the captain changes

the strategies of talking,he says,"Just dive—you have Life Insurance．,anyway,you

won’t lose anything!”Finally he turns to the last one—a Chinese guy．The captain says

somethingofhisfamily,‘'Thinkaboutit,youhaveamotherof80yearsoldandachildof

3yearsold,howCallyoufIIlmlyourobligationsandresponsibilitiesifyoudon’tdiveand

drowned from this ship?"Alter hsaring these words,the Chinese merchant dives without

any hesitation．

In this way,the captain succeeds in making all the peopleⅥ，ith different ideology

and thoughts follow his instructions with the skills ofeross-cultural communication．

This is a humor and story with some exaggeration,but it's cosy to learn from the
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story that the cultural differences betwectl country and country do exist．Companies

which manage cross-national marketing not only CROSS the borders of different nations，

but also cf；0豁cultures．Therefore,it iS inevitable for them to confront the cultural shocks

arising from different cultures，which could be manifested in different forms in the

internal management of the enterprise such as the differanees of behaviors，management
models．and marketing aim and SO on．It will be very easy to result in some serious

conflicts if we can not deal with the objective cultural differences,and thus cause the

瓣-called"cultural shock"in the managements and staff from different cultures。which is

very harmful for the management and normal and smooth running of the company and

oven Ieads to the failure ofthe cross-national marketing．

3．1 Globalization and Marketing

3．1．1 What Is Globalization?

Olobalization is the glib catchword of the modern day．These five syllables am

repeated SO often that you maybe sick ofhearing them,but we c锄’t escape it．The force

is pervasive．It affects almost every aspect ofour business，public，and cultural lives．The

worldwide鞠J‘：c船s of products that have become household nalnes is a proof that

consunlers ale becoming more and more alike in their t船tes and habits de单itc their

cultural differences．In today's world companies c趾no longer tailor their products or

services to different markets accordingly勰it would put them in a disadvantage in

comparison to organizations that ate thinking about a more global stratcgy and

homogenizing their products and services at afight price OIl aglobal scale．

Today the world has bccome a smaller place or rather a smaller market due to the

advancement of technology．Technology has played a big role in giving ri∞to

globalization,and everyone wants all the things that they have heard about or seen via the

new technology．As a result today organizations cannot sell last year’S models or older

versions ofthe same products or services to the less developed countries．With the help of

this technology no place or market is isolated；advancement in technology has accelerated

the speed and drastically cut the cost ofcommunication and data processing．Instantly we
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come to know what’s happening around the world and have the capacity to respond fast

andthe same is true in the business world．Organizations that have realized this know that

a large global market would meall large-scale production,distribution and marketing and

by standardizing this and providing products or services at reduced price not only will

they capture a great market but will also be a step ahead of companies that arc still

following the trad／tiounl method．(Levitt,1983)Worldwide communications carry

everywhere the constant drumb俊tt of modem possibilities to lighten and锄h锄ce work,

raise living standards,divert mad entertain．Modernity has become a way of life today；,

cons啪e侣all arotmd the globe want the latest products,services,movies．clothes and

electronics．Both the“Hi-tech”and”Hi-touch"products ago present everywhere in the

market and popular with people all around the globe,from Pepsi to Cooa Cola to

McDonald’s burgers to Levi's Jeans,to Sony Televisions．consumers around the globe a托

wanting the,％anle thing and becoming more and more homogenized in their wants and

needs．

3．1．2 What Is Marketing?

Most people think that marketing is only about the advertising and／or personal

selling ofgoods and services．Advertising and selling,however,arcjust two ofthe many

marketing activities．
．

In general．marke6ng activities a阳all those associated with identifying the

particular wants锄d needs of a target market of customers．and then going about

satisfying those customers better than their competitors．This involves doing market

research on customers，analyzing their needs，and then making strategic decisions about

product design,pficin舀promotion and distribution．

In other words,the five categories listed on the MOTI home page represent the

broad scope ofmarketing，

This view is consistent wilh the following definition ofmarketing found in apopular

marketing textbook：

"Marketing is the process of planning and executing the conception,pricing,

promotion,and distribution of ideas,goods，SeTViC,船,organizations，mad events to create

and maintain relationships that will satisfy individual and organizational objectives．”

31
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——ContemporaryMarketingWired(1998)byBoone andKu血z．DrydenPress

3．1．3 Multinational Marketing and Its Development

3．1．3．1 Dennition

Global marketing me锄s the process ofplanning andconducting transactions across

national borders to cl"eate exdmnges that satisfy the individuals and orgaIliz．atious．

It is the process of management．The principles that apply to traditional marketing

apply to intornational marketing as well．The difference iS that in international marketing

(or global marketing)there are market segments that require specific marketing strategies

tobccreated．

Global marketing is the result of globalization and technical advance．Companies

c锄now buy supplies．produce and sell goods in countries far from their home offices．

Products conceived in one country are Bow being manufactured and then sold in many

others．For example,Sony Oapaa)，Nestl6(Switzerland)，Bie(FrancB)，and Volkswagen

(Germany)havebecome household words around the world．

Global marketing involves recognimg that people all over the world have different

rleeds．Companies like Gillette,Coca-Cola,BIC，and Cadbury Schwappes have brands
that are recogntz。d across the globe．While many of the products that these businesses

sell are targeted at aglobal audience using a cousistent marketing mix，it is also necessary

to understand regional differences,hence the importance ofglobal marketing．

3．1．3．2 Development of Global Market

a)Beginning Period(Initial 17血Caatury to Medium 19血century)

The form ofinteraational trade appeared before Columbia’S finding America in 1492，

but the marketing between co僦es did not really exist at that time．Cotting of colonies
resulted in the inte日aational flowing of capital and brought the beginning of imemational

marketing． ．

b1 Growing Period(EM of l尹century and Initial 20血Century)

h the last decades of 19血century,the 2缸technology revolution symbolized as
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elech'ie power indus'a'y pushed the free capitalism to monopoly capitalism,the formation

of great amount of overplus capital and the requirement of outward expansion aad

robbing caused the output ofsubstantive capital，which promoted the farther development

of capital internationalization．Under such background,the first generation of

multinational companies Olereafter called MNC)like Bayer,Nobel and Singer@

established andbegan t0 develop．

c)Wandering Period(1914 to 1938)

The 2 decades between the WⅥand WWlI WaS the low-pitched period for the

development of MNCs due to the serious influence of WWI．Most of the capitalist

countries like Britaill，France and Germany paid attention to the recovery of domestic

economymad did not expand ova瞎e雒investment in general．

m Maturity Period(1945 until now)

The science and technology revolution after WWII brought the quick development
of social productivity．Economic communication betw∞fl countries and r嚼ous become

denser and denser and the mutual reliance between different countries is fllrthel"

strengthened．High—speed development of social productivity brings great amount of

overplus capital in the developed countries that need to find lleW areas and industries for

investment．Global marketing is playing a more and more important role in the

development ofeconomy．

3．2 Cultural Difference and Multinational Marketing

删OIIB must accept that differences in values,customs,languages and
currencies will mean that some products will only suit certain countries and that as well

as there being global markets e．g．for BIC and Gillette razors，and for Ceca-Cola df豳，
there a糟important re西onal differences—for example advertising in China and India

need to focus on local languages．Just as the marketing environment has to be assessed at

home,the OVa'SeaS potential of markets has to be carefully scrutinized．Finding mlevant

information takes longer because of the unfamiliarity of some locations．The potential
market size,degree and type of competition,price,promotional different．s,product

differences as well勰barriers to trade have to be analyzed alongside the
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cost-effectiveness of various types of transport．The organization then has to asse鹊the

scale of the investment and consider both short-and long-term targets for nil adequate

retunl．

3．2．1 for LanguageAspects

Eskimos have many words for the descriptions ofsnow,that’S because compared with

the relationship between ffllOW and other habitants in Bermuda and Hawaii，snow has

been playing a much more important role in their life．Language is one oftbe key factors

for the culture ofa country because language is expressing the characteristics ofthoughts；

in certain cultures．what is important and what is not important could be seen from the

language in the culture．The diction of language only shows the concept of the SOUl"cⅪ

culture；however,oral language also plays a very important role in the culture due to its

constant change for which reason it could reflect the culture more quicHy and morc

directly．Just as we mentioned in the hypothesis of Sapir Whorf that language does not

only reflect the culture but also determines the culoa'e．

Regional dialect will have defmite differences sometime eVeR in one language．For

example,local people from Minnesota,Mississippi and Massachusetts may find that it is

hard for them to understand each other well．Another example is be铆e脚the former

Western and former Eastern Germany．Eastern and We．stem Germany Was divided for 45

years since they were divided up in 1945 and allied again in 1990．Wessi have different

dictions with their brothers in the Eastern Germany,and the same diction may have

different meanings．

Culture is always proud of thdr language．In modem society,many countries are

concerning that their own language will disappear．For example,a law Was passed in

France in 1994，it regulated that French songs should be no less than 40％in all the music

programs broadcasted during the golden time．佻law had been valid since 1996．
However,the law neglected the fact that English ess a kind of fashionable language in

France．111e law also prescribed that all the French songs should be composed by the new

talents；but there was 110 similar requirements on the painter for them to show their gifts

only because that they didn’t compose songs．Critics complained也at 40％of the quota

Was too high for the musical works because many of them Were trite and similar．But
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what can be seen here was that France was自rying her best to protect her culture and

minimize the influence arising from the shocks ofEnglish．

Disney Was suited only because there w骶7 pieces of merchandises being not

豇Isted the French label among the 5,000 pieces ofmerchandises in aIl the retailing shops

in Paris(Paris local regulations prescribes that all the labels should be in French)．

French C011SmeI"$preferred US TV programs and thus closed the French TV

channels．US movies box office also took印70％of the turuover in all the cinemas of

EEC(peoplequeuedlongforJurrasicParkwhiletheFrenchmovieQueenMargotwhich

cost high budget Was reflected very ecumenic．and it Was considered even worse in the

overseas market．)French government thought it meant the invasion of US culture．

Therefore,France spent 16 billion USD among which 3／4 of the finance was from

government for the manufacturing of cultural products．EEC also required that 51％of

the TV programs should be European programs．Movie audience in France needed to

·submit 11％taxes∞that the government could be曲le to supply most of the fund for

French film industry．All the advertisements through TV and broadcasting and all the

words in school or working env／ronment have to be in French；the counterpart ofEnglish

words were also forbidden when French Was workable underthe circumstance．

Most of the mistakes regarding language are from the wrong translation,such as the

lack of understanding of the local slang and locution and the wrong use of dialect,etc．

Exxon ever owned a Japanese brand called"Esso"whose Japanese pronunciation meant

the unmovable automobile．L栅-they changed another llallle called‘'Eneo'’for"Esso"
but"Eneo"had completely different meeulng in the Japanese pronunciation which mc锄tt

the truck thrown in the cloaca．Spanish wanted to translate Budweiser into"King of

Beer"but this Was wrong in the gender since Corveza(beer in Spanish)was a feminine

110I／11 in Spanish,su eventually it was translated into"Queen ofBccP instead of‘'King of

Beer"．Colgate-Palmolive promoted their toothpaste for the brand‘'Cue'’in French,but

they didn’t realize that‘℃ue'’is an erotic word in French．

Such embarrassing stories happen almost every day in different parts all OVer the

world．One possible solution for this problem is suggested,which is oonvcrse translation．

That's to say,one translator translates the SORI'C宅language into the target language；and

then another translator位mslatcs the target language into the soUlV．,e language．If the
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origi皿l Source language is consistent with the translated翻)llfce language in the content,

then the translation is successful；if they are different in the content,then analyses should

be made and revision will be needed,and such coIIVeI"Se translation will be proceeded

onee and again until the consistent content of the original and translated sou帆?e lungua96

is done．For instance,the word"entree'’nle舭s appetizer in Australia,but it nl蝴s main
court：in Israel．Therefore,ifthe product named‘'enUce"is sold in the market ofthe two

countries,then the market and price ofthem should be different．

Language could also be a disadvantage for promotion in the case of cross-cultural

communication．In the mainland China,it m∞Jis there is some problem but the problem
is not very serious when people keep saying"no problem"；and it implies youwill fail to

fulfill the task if you cannot adopt actions promptly when people tell you"there is some

small problem"．However,in China's Taiwan,it actually me蛐‘'there is 110 problem'’
when people tell you"no problem"；and‘'there is some small problem'’means the

problems arc not important,just subtle ones．This difference is caused by the separation

ofthe 2 sides ofthe island for more than 40 years．

3．2．2 for Non-verbal Aspects

Consumers all OVer the world have different requirements since they ale growing in

different cultures；and the process for meeting this or that kind of requirements is also

different from place to place．Sales staff will be trapped in dilemmas due tO the cultural

mistakes or the neglect of the cultural differences during the process of promotion．See

the following example：a US salesra锄goes to a Sandi Arabian OffiCer'S home for the

promotion of a product；he wants to introduce the product to the officer in detail．The

Saudi Arabian officer takes a cup of coffee for the US guy,the US guy declines with

politeness；the US guy sits down with his leg curled,thus，the bottom of his shoes comes

out；he passes on the document to the officer with his left hand；asks all the information

regarding the wife of the officeC,and asks the officer for trading rudely and arbitrarily．In

the first 10 minutes of this business meeting,the US salesman has offended the Saudi

Arabian officer for 5 times when he does alI ofthese unconsciously．

Sandi Arabians are：very willing to meet with the buyer．However,most of the Saudi

Arabian companies are famous for the delay of communication and response．People
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needtopayregularvisits and setup akindofdirectpersonalrelationshipiftheywantto

have long-term business relationships．For Arabians,business is different kinds of

relationships．A Canadian company and an Arabian company signed a conwact which

regulating the annual minimuln supplying quantity for the following 10 years．Atjtcr the

6血year passes,the contract and order is eancdled．Canadians declares that Arabian

company breaches the contract．Obviously,the contract is cancelled by the Arabian party

unilaterally．But what is the reason for this?It is because the signer of the contract in

Canadian party has leR the company．Later,the Canadian company evan found that the

products the Arabian party has bought during the passed 6 years are not used at all,but

they ago still purchasmg them only because that they want to make the commitment they

promised to the signer come true—nothing to do with the Canadian company or the

lawful obligation ofany kind．

In Latin America,people 11eeds to establish the social relations before they start

business；and if they don’t do things like this．their customef will feel remote with them

and thus the sales will fail．Resourceful people will be very wiring to discuss with people

about their company,their needs and their philosophy；,and get to understand the other's

companies,valu髓and people in the similar way．

3．2．3 Religion

Religion has complicated influenco on the belief and behavior ofpeople all over the

world．In Spain,Coca-Cola Companyprinted the national flag in the pop earl；in Britain,

Mc Donald also’printed national flag in the food bag for kids；all their action was tD raise

money for the World Cup for football in 1994．Muslim was irritated by it shortly：．the

national flag of Saudi stood for the Arabic apothem：there is no God in this world,Allah

and Mahomet is ourprophet．They believed that it should be respected instead ofbeing a

kind ofmerchandise,and those blasphemed their beli赫odd be thrown like mbbisk At
that time,Mc Donald had printed 2 million food bags for promotion and Coca-Cola had

produced 2．7 million printed pop can,however,in order to avoid troubles arising from

religion,both companies greatly reduced the production of these two products

immediately．

However,the shrewd merchants could also make money from religion．In the past,



sales of camera in Saudi Arabic had been not good due to the restriction of Islamic

tradition．Polaroid instant photography changed this situation．Polaroid made it workable

for ml∞lt to take photos for their wives and daughters at home instead of going to the

photo shop to take photos．What COIlIIeS next was that great increase of sales volume．

Hindu prohibits bl戈lro Me Donald in India sold vegetable hamburger(maae ofbeam)and

lamb．All the above proves the strength ofreligion．

3．2．4 1陌lille

No matter how people define time and nO matter how it intluenees people's life勰d

worI(．it is∞e of the most common factors in all of culture．The attitude of time in one

culture decides the emphasis of people's human relationships in commercial

communication．In a culture whiela everyone is very busy and seems to have 110 enough

time to fulfill their work,the stable and long term relationship is very hard to be

established，But in a relax culture,the human relationship of long term could be

established．US people hope that meeting could be started and finished嚣originally

planned and they only discuss the important points during the meeting(1inear logic)

while Latin Americans is used to arriving later than plan,and they want to discuss some

issues which is not in the agenda and keep the discussion when the planned meeting time

has OVeI"(circular logic)．Latin Americal塔do things not according to 6mB instead,也ey

make a plan according to the order of each issue：firstly,this issue；and they will deal

wi也next issue after the former One was finished．They arrange enough time for each

iSSlIC：and there is 110 final schedule for their plan．Likewise,Indonesians also

recommends"flexible schedule'’，for them,lime is elastic and sufficient,if there is

something which is more important than the business meeting—such as festival and

wedding,the business meetings will be postponed．

Americans do everything based On the beforehand plans；every issue will be

organized and divided with a beginning and an end．In China who has the cultural

heritage of 5，000 years，people have different thoughts 011 time．When the Chaimlan Mao

Zedong Wills asked how he thought about the French Revolution,he replied like kidding

that‘'it was too short and there is nothing worth commenting'’．Chinese people don’t

c．,oncei-11 reaching a satisfactory agreement in shortest time．Instead,Chinese will spend
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plenty oftime to establish the friendly and mutually trustable atmosphere for the meeting；

they躺also willing to help to solve some problems irrelevant to negotiation．
International business wiII take more time than the sole domestic business．Mc

Donald spent almost 10 years to open the first hamburger shop in Moscow．mM spent

nearly 2 years to get the license of establishment of l computer mill in Mexico．It will

normally take 2 years to finish the negotiation of establishment ofajoint venture．Most of

European and Japanese companies will spend more time for negotiation than American

companies；compared with American companies，European companies will spend at least

double time for negotiation；some Japanese companies ev吼spend 6 times of time for

negotiations as those American companies．Americans has different expectations on the

negotiation time as his foreign counterparts,which was proved in the Paris Peace

Conference which ended lm the Vietnam War．American negotiation representative

booked looms in a luxurious hotel while Vietnam repres蹦tatives rented a villa for 2

years
‘

Cultures have different understandings to the definition,viewpoints and expcTICnCe of

time,these understandings provide the base for people’s behavior．Oriental people tl】ink

that future meansadvancement andprogress；people could foresee,plan and change what

will happen in the future．

But to US people．the appointment at 10：00丑m．means that you need to arrive 5

minutes earlier than appointment and begin the formal talking at or soon after 10：00；to

Germans,punctuality is only inferior to the loyalty to God-appointment at 10：00 a．m．is

exact 10：00 a．m．：in Nigeria,10：00m is only a general time and it is tolerable to be late；
in Spam,many merchants will hold night parties whichbegin缸9：00 p．m．and finishes at

midnights．Siesta time(2：00 to 4：00 p．m．)is forno commercial behavior．

There are also differences on the using of time in different cultural organizations．

Linear time emphasizes plan,division of time；this kind of culture divides work into

several parts and only focuses 011 l issue during a certain pai00oftime．On the contrary,

circular time emphasizes participation ofpeople and the finish ofbusiness instead ofthe

plan in a short time．In their opinion,time is limitless,without beginning and without

end．
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3．2．5 spa∞

Americans fell comfortable with the spaeial distance of 3 feet(almost no touching)；

Mexicans,Italians and Arabic men normally stand and seat closely to their partners,and

touch and hug with each other a lot．This culture believes the touch of eye to eye．

However,Japanese and British want to be mole spaeial distance．

Left01"right sidealsohasdifferentmeatlings．WordsofArabic andHebrew shouldbe

read from right to left while most of other western language should be from left to light．

This will influence the logic ofthe l-l鞠lder．Take the advertisement ofwashing powder for

孤example．The first plate is dirty clothes and soap；the second plate is the working

washing machine and the third plate(in the right side)is the dean clothes．IfWC only

change the language from English to Arable,this advertisement seem8 to iUustrate the

process that clean clothes 01"t：put into the washing machine but the detergent makt嚣it

dirty when out．This is totally controversy with the original meaning of the ad．Another

example，in Spain,Denmark,Holland and Germany,Catlaolie women wealr their rings in

the right hands rather than the lett hands like those US people．

The other point shows space’s difference is its historical status in the culture．In

American’s opinion,any building OVCa"50 years old could be sem as a historical place；

but on the other hand,they don't feel pitiful if these places w黜substituted by modem

skyscrapers．However,European culture is very proud of their history over thousands of

years．In this way,conflicts naturally take place．June of 1990,Me Donald wanted to set

呷a restaur缸t in a building which w嬲already 180 years old mad great artists like

Pieasso was eVClt"accommodated．At that time,Me Donald had so呲prestige 011．the

buildings seated ha Avenue des Champs-Eiys￡es，but Paris people announced that this

building was for historieal memorial and could not be en自renche正As aresult,Me Donald

gave in shortly．

3．2．6 Coior

Green refers to adventure in US and Japan,but it ml琵llS reliable in China and Korea；

husband wearing in green lneans disloyal to his wife．Black color call also have positive

reaction．Dankie toothpaste is 013．e ofthe best-selling toothpastes in Asia,it is packed with
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the face of a Negro smg既．Now both of the ualue and p∞l【age were ch柚gcd due to the

protesting of American black people．Grey is impressed with cheap things in China and

Japan,but in US,it is the signal ofexpensive,high quality and reliable．

3．2．7 Figure

A careless American manufacturer placed an order of some important parts to 8n

European supplier,he asked the delivery time to be Apdl 7血，1997(wrote as：4／7／1997),

as a result,the requested orderWas delivered nearly 3 months later than he asked,arrived

on July 4lh’1997一Europeans u∞da耐menth／yenr to describe date mther than

montlVdate／year likeAmericans do．

3．2．8 Custolns and Habits

Americans believe that the successful ceremony should be filled with humor,

happiness and quick rhythm,which is completely contrary to what Japanese could

understand and accept．When Japanese is awarded a group prize,very few of也e

members in this group want to be the henoree．Westerners’kidding beginning in the

lectures is not Widely welcome in oriental countries．John Condon took a good example

in his lecture in 1974,that if audience were Am谢cans,he would start、析th joking；if
audienceⅥrcfc Japanese,hewould start with apology；since the audience that day Was a

blended group，he started埘lh the apology that there would be nojoking that day．

3．3 The Significance of Cross-culture to Marketing People

Good understanding and awarG’ness of cross-culture could mhlilniZC the mistakes in

cross-cultural markcting．

1)Be sensitive to the doable and tabu．

2)Aware,understand,accept and respect the culture and differences ofothers．

3)Keep cultural nenUality；understand that difference is neither surely good nor

surely bad．

4)Not姆transferring the concept in one culture to another．⋯．．people in

developing countries may tell you that tlley do not like Amcricans,but that does

4l



篁翌翌：塑!坐型!竺!唑垫!型!!堡!竺型丛!盟堕垫g．

notm锄theywoddnotbuyAmericangoods．
5)Avoid the self-reference criterion(her龆fter callcd‘‘SR(一．SRC refers to such a

concept：if I like and璐e this kind of proauc‘all others will also do it if the

product is a best selling in Peoria,it will also be a best selling in Beijing．We will

take the example of Texan Iced Tea's marketing in Britain to see how WC伽

avoid SRC step by step．

乱 Make a investigation on the cultural and environmental properties on a product

which has got羽Jcc嘟and will be promoted to other markets．

Cultural and environmental properties of Iced Tea：hot and dry climate；people

like sweet food and eaffein．

b．Compare these properties with the relevant properties in the target market

Comparison：target market is in cold and wet climate；people there do not like

sweet that much．

c．Record the significant difference in the properties．

Record：Texas is hot and dry while England is cold and wet．

d．Change products and marketing strategies in the target market．In some cases，if

the differences arctoo huge to manage,the best choice is to give up．

A failure to avoid SRC is Snapplejuice．删of 1990,Snapple’S sales volume falled
to 120,000 bottles per month from 2．4 million bottles permomh l year ago．Quake Qat in

Japan also refused to transport Snapple to Japam The rl冀lson was that gytne ofits popular

characteristics in US Wffl℃abhorred by Japanese ennsumeTs such as the appearance,

sweet flavoring and SO on．But Quake was not going to change the taste oftheir products

for Japanese market；tlley also neglected researching and marketing．At the very

beginning,Snapple attracted millions of curious eolkqunlers by lheir fancy bottles and

American image,but these customers did not c,omc back again because this was not what

they really loved．Other products made the similar mistakes al'e：Ruffles and Cheetos：

Ruffles was too sal坝Cheetos had too much of cheese to Japanese and Japanese hated

their fingers Were dyed to be orange when tlley atc iL
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Chapter 4 Cross-cultural Management in Multinational Marketing

In the previous several chapters,this paper has introduced the cultural d／fferenccs

phenomena,analyzed the causes rasul血g in the conflicts．In this chapter,it will

emphasize on the possible solutions to the problems concemed with cross-cultural

management．

4．1 Some Proposals

There fire normally 4 kinds of basic solutions on how to deal with the problems of

cross-cultural communication．Haward Permulter,who is a famous expert oll the

psychology．hasmade some鞠Ⅱnm面船on the 4 solutions舔4‘'Cellll"i$m"Ethnocentrism,

Polycenuism,Re面onaIc州sm and Geocentrism．We will discuss the basic solutions of
cross-cultural management fi'om ethnocentrism,polycentrism and geocentrism since

regionalcentrismisconsideredasthefirstperiodofgeoccutrism．

”Ethnocentrism"is a commonly used word in circles where ethnieity,inter-ethnic

relations,and similar social iSSUeS are of tT,OnCGWlL 11lc usual definition of the term is

“lbinbng onets OWn group's ways arc SupeTior tO others”or"judging other groups aS

inferior tO one's ownn．“Ethnic”refers to cultural heritage,and"centrism"refers to the

central starting point．．．∞"ethnoccntrism”basically refers t0 judging other groups from

our own cultural point of view．But eVCU this does not addr醴s the underlying issue of

why people do this．Most peoplc，thinking ofthe shallow definition,believe that they are

not ethnoc2nlric,but afc rathe-”open-minded”and“tolerant．”Howclcel-)as explained

below,everyone is ethnocentric．and there is 110 way not to be etlmocentrie⋯it cannot be

avoided,norcanitbewilledawaybyapositiveorwell-meaningattitude．

To address the deeper issues involved in ethnocentrism calls for a mo∞explicR

definition．In this 9既阮ethnocentrism Can be defined as：making false assumptions about

others'ways based Oil Oile’s OWII limited experience．The key word is assumption；
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because he does not evell aware that he is being ethnocentric．．．he does not understand

tha￡he does not understand．

An example illustrates how basic ethnocentrism is．If one goes tO a store and asks

for a green coat and the sales clerk gives him a blue one,he would tllink the peTson is

color blind at the best or stupid at the worst．However,”colors”are not SO simple．The

Inuit lump shades of what Anglo-Americans call"blue”and”酬into one color
category,mgortug,which can only be tHmslated as"bhiegreen．”Does this mean that

they cannot s∞the difference?Just as ore can distinguish bct3vccn different shades(such

as”sky blue"and”navy blue,”and”kelly green"and“forest green"),SO Can the Inuit．If

they want to refer to what people world call”green,”they would saytunguyortuk,which

can be translated SOmething like“that bluegreen that looks like the color研a脚nif硐
tree．”The point is that something 80“simple”as colors has very different meanings to

different people．How could an Inuk”feel blue”?Colors,an苜ail．are only different

wavelengths oflight,and the rainbow c姐be divided in manydiffereut ways．

There a地many,many examples of such differences in meanings that make life

experience SO unique for all the human groups around the world．For example,English

has tenses built into verb forms，SO English-spenking people automatically think in terms

of time(being”punctual，””time is money,””make the tinle,”etc．)．But Algonquian

Indian languages曲not have tenses(not that they cannot express time if they wish)．but

rather have“animate”and”inanimate"verb forms，SO they automatically think in terms of

whether things around them have a life esse螂or noL So when Chippewa Indians do not
show up for a medicalappointment,Anglo health-care workers may explain this a8 being

“present-odeuted,”since English-speaking normally cannot think except in terms oftime

flames．But this is the essence of ethnocentrism,since they may be imposing a time

flame wherenone exists．

The assumptions people nlal∞about others'expg,"fienCe cau involve false negative

judgments，refitted in the common definition of ethnocentrism．For example．,Anglos
may observe Crcc Indians sitting around a camp not doing obvious work that is needed

and see Crees as”lazy”．Westerners generally value"being busy"(industriousness)，and

SO may not appreciate the Cree capacity to relax and not be compelled to pursue SOme
activities of a temporary nature．．．nor realize how much effort is put into other acfififies



like lauating．

Assumptions can also reflect false positive attitudes about others'ways．For example,

people in urban industrial society frequently thilll【of Cree Indians雒being”free of the

slresses of modem society,。but this view fails to roeognize that there IEIIt'e many stresses

intheirwayoflife,includingthethreatofstarvationifinjuredwhilecheckingatrapline

a hundred miles from base camp Or when game cycles hit tow ebbs．False positive

assumptions arejust as misleading as false negative assumptions．

Examples abound around theworld．When one thinks about his OWn experience with

people from other ethnic groups and with attitudes expressed about relations with other

eounlries，what examples colne to his mind where he may have imposed his own views

and feelings about life on their experience?

Evefybody is ethnocentric，勰all of people around the world笛s啪e things about

other people's ways．

Self-determination is 011e of the most effective mcalls of social change for all parties

concerned．Vv'ho is in the best position for understanding what is best for them?We all

make mib'lakes．but they are our mistakes and wc have the opportunity to develop from

them．Ifwe decide for others．then they will never have the opportunity to test their OWil

initiative in doing what is best for themselves，to devdop their ownjudgments,and to

learn fi'om their own mistakes．Also，it is when people are denied the legitimacy of their

OWnfife goalsJhat they may turn to radical nit,ins outside accepted practice like terrorism．

We believe OUrmost effective role is to support them in achieving their OWngoals where

these overlap ours．

What c雒be seen here is that companies who adopt the ethnocentrism always have a

feeling of‘'cultural superiority",they will manage andrtm the whole company under the

standard of the parent company country．This works well sometimes；they have below

advantages and disadvantages：

1．Advantages：

a)The parent company has big conlrol and power to the branches,and there is

high accordance bctweal the parent companyand the branche8．The policies of

the parent company could be carried on in the branches very easily．

b)Local employees arc very easy to recruit since they will not take the high-level
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titles in the companyand thecompany has 110 high requirements to them；

曲The parent company needn’t pay extra training expenses for the staff they send

oVa瞎哪since the management model and policies oftheft"destinations are the
F强．．-ile with the oIle they eyer worked with：

2．Disadvantages：

a)There is a cultural gap between the local company and the parent company

since the top management is sent from the parent company and the employees

a∞from the local area．Therefore,there will be a cultural difference within the

branch which mayresult in a failure ofaccorda嗽to the parent company．
b1 There is a big limit in the Car∞Y development of the local employees,which is

very harmful for the enthusiasm ofthe local staffto wholly devote thcmsblves

to the work ofthe company．

c)The most important decisions and policies ale done by the parent company,SO

the career development ofthe sent management will also be limited,which will
amluse difficulty to am-act the most excellent talent to take the ovct∞．．as

position．

Polycentrism is a model of management from the parent company to the branches

decentralized planning and controlling．It admits the differences between different

cultures，deems that the advances management model of the parent company may not be

adapted to the branches in another country,so it follows the philosophy of‘'Do as

Romans do when you are in Rome．”Each branch has its unique management model and

organization．The organization and slxucture of this kind of enterprises is comparatively

lOOSe,and the parcnt company has only limited controI to the branches．The ove辐eas

branches is normally dependent in the business，the parent company doesn’t directly

interfere with the business ofthe branches，only gives them a certain goal or target(such
as profits and sales oveman)of business which they need to fulfill．In the aspect of

organization,the branches 黜 basically independent companies except the key
technology such as research and development,production management, market

investigation,marketing strategies,branches have their own function departments．
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Overseas branches also have their own s缸屺西岱in the management of human

resources，which is to follow the local cllstoms．The top management and technology are

taken up by the citizens ofthe parent company and most ofthe medium management and

technology position are occupied by the local people by different ways,during which

process they also follow the local standards,the only diffctemure may be that it's a must

that the employees need to be good at the language of the parent companyo叭l啦in the
aspect of listening,speaking,reading and writing．In the estimation of staff qualities,

branches have their own standards which are normally in accordance with local

requirements instead of that of the parent company；,in the rewards and salaries of

eanployees,rewards of the parent company given to people will follow the standards of

the parent company country while the salaries of the local employees follow the local
standards．

In fact,polycentrism is the so-called localization management／strategies of the
cross-border companies,through which production and sales of the companies could be

better,say,adapt the requirements of the local market,the cultural shocks and conflicts

bebⅣ湖the local and the parent company arising from the cultural differences could also
be reduced,and the local human r鼠；c哪“：岱could be used very effectively；but it also has

some shortcomings,the following is the comparison：

1．Advantages：

a)The cultural shocks between the parent company country and the branches could

be greatly reduced,the products could also be suitable for the local market．

b1 More middle and high level position occupied by the local people could well

influence the enthusiasm oflocal employees for better devoting themselves to the

running ofthe company and attract more talents to the company．
c)The financial expenses will be greatly reduced since most ofthe staffare from the

local country and the salaries andwelfare are following the local standards which

ismuchlowerthanthecosttotheparentcompanycountrygiventopeople．

2．Disadvantages：

a)The parent company has very limit control to the hcanches，so how to make
interests adjustment bctwcen the branches and the parent company is a problem；

。 sometimes there are even conflicts betweenthe interests ofthe two oues．
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扒The highest and the most important position is always taken by the people sent

from the parent company country although some ofthe middle and high positions

are the local people ofthe branches，due to which there arc still some limits in the

can珂development ofthe local people．

c)More requirements on the qualities ofthe local employees,though not that strict,

say,the language ability of the parent company cotmny is necessary,which will

causelimits ofthe employment．

4．1．3 Regionaleentrism

Regionalcentrism is a kind of organization form which is dependent in the certain

region．It is similar to polycentrism to some extent．Comparison and analysis of it would

be se锄intable4-1．

Geocentrism is a kind of organization form bc们vccn the parent company and the

branches,a combination of the dccentralizcd planning and centralized controlling from

the parent company to the branches．

Gcocentrism thinks that the best management model and management talents should

be culture-blind,ethnocentrism and polyccBtrism distinguish the parent company country

from the subsidiary company country arenot suitable．Therefore,gcocentrism refuses the

management that the ovorse,a$subsidiary company follows the policies of the parent

company as ethnocentrism advocates,disagroes with the management that the subsidiary

company fully accepts the local policies and customs in order to eliminate 01"greatly

reduce the cultural shocks bctwc．en the parent and overseas subsidiary companies．Instead,

geocentrism suggests the management that company policies and managements should
not be decided by the situation in neither the parent company nor the subsidiary company,

instead,it rccolnmencLs the management that all the policies should be done and carried

011 according to the special circumstances of the company located．In a word．if the

policies in the parent company are better suitable for the situation in the company,then
the policies in the parent company will be adopted；if the policies in the local companies

48
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arc able to m the company better,then the policies of the local companies will be

adopted；if neither of the policies in both parties are suitable for the company,then laew

organizations andsystem will be established to manage the whole situation．

This kind of enterprises normally has highly complicated organizations,and oft吼

adopts the globalized standards according to different phiees．The establishment of

stimulation mechanism is based on the combination ofthe global and local goals，and a

large number of mutual communication be时een the headquarters and branches,and

among different branches．Regarding the personnel arrangements，the company will

recruit the most suitable person for‰position an over the world．What they are

concerning is whether the candidate could be competent enough for the position he will

take instead of the candidate's nationality or which country he will go for the work．

Therefore,anyone who is competent for the position,no matter he is the local people or

from another country will not affect the employment cven for the hi曲est position ifonly

he is fully capable．Likely’the rewards of the staff will be decided by the globalized

standards ofthe enterprises according to the contributions he does for the whole company．

The salaries andbonus ofstaffare also口aid at the similar g,lobalized standards，but subtle

adjustment will be made according to the specific at,ca． ．

From the idealized perspective,geocentrism is abeneficial wayfor the cross-cultural

management．However,Oil the one hand,in practice,the required management is very

complicated and asks for huge communication of information,all ofwhich will result in

the sky-hi掣a cost of managements；On the other hand,some countries have special laws

and regulations saying that the managements of the multinational companies need to be

localized,which is also the limits for the political feasibility,SO it's not an omnipotent

way which could be workable in all the eaSeS．Generally speaking,it has the following

advantages and disadvantages：

1．Advantages：

曲The best and the most suitable talents could he found more cosily and could

have more options since there is no limitation on the nationality of the

candidates whether it's the motherland or Amphitryon country but the

seloctions aIl OVer the world．

b) Adjusting measures to local conditions end choosing the unique management
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model regardless of the motherland and the host country will enable the

company to absorb the merits and avoid the shortcomings of both parties,

which will be very good for the enterprise to meet the local requirements，．·

c)Tight contacts and cooperation between the parent company and the branches

all over the world will be very beneficial for both parties to have a unitive goal

for the global market and keep consistent interests to avoid any other conflicts．

2．Disadvantages：

曲Political risks exist for this strategy due to the laws and regulations limitation in

some special countries which ask forⅡ犯3localization in the managements ofthe

multinational corporations．

价It has very high requirements to the candidates,which will c孤se difficulties for

the company to find the suitable person in a limited pefiocL

c)The similar salaries and bonus standards all OVer the world and the ongoing

training expenses will bring huge management cost for the company．

4．2 Comparison and Selection of the 4 Kinds of Management Models

As we cans％every theory has its own limitations,therefore,the company needs to

have aselection to choose the one which best fits the situation in the company．We will

makc some comparisons and analyses ofthe 4 management models here．

4．2．1 Some Comparisons and Analyses of the4 Management Models(See Table 4-i)

4．2．2 Selection to the4 Management Models

As we mentioned before,eachofthe 4 management models has its respective merits

and shortcomings；selections of different enterprises are based On the special

circumstances of the company during a certain period of time．Generally speaking，

ethnocentrism will be adopted underthe situation that the overseas branches ask very few

matching system from the local and have simple functions(for example,when it acts as

the production base of the parent company in order t0 make Ilse of the local labor force

and reSOUrCes)，and have low requirements on the cooperation fi'om other branches,

which will promise more a surges8 for themanagement there and take a low cost．On the



contract,when products of the overseas branches ask many matching factors from the

local，and have very complicated functions(for example,if it is not only responsible for

the local production but also for the research and sales in order to meet the specific local

requirements)．at the same time,it needs to enoperate with other branches a lot,then

polyIⅪnnism or even gcocen咖will be carried OIL Most of the multinational
corporations will take polycentrism when they establish OVerseas branches,while only a

few MNC will carry on the geocen扛ism due to the high complexity and high cost in the

management．

MNC also need to have a proper understanding in the cultural differences betwccn the

-parentcompanycountryandthelocalbranchescountrywhentheymakea selectionof

the management models．Hofested's theory of4 dimensions supplies people the way to

analyze and know the cultural differences in different countries．When in practice，one

c雒get a briefidea on the cultural differences in the two parties．When there is big

difference in the parent and subsidiary company countries，polycentfism will be better for

the management ofthe branch；when there is a small cultural difference in between,then
the ethnocentrism will probably fit morc．

Table 4-1 Comparison Table for the 4 Management Modeb

Ethnocentrism Polyeentrism Re西onal Geocentrism
Centrism

Organizaion hi曲ill independent to dependent in the higll
Complexity headquarter, each other certain region complexity；,

lOWinthe tight

branches cooperation

Power headquarter limited power in d垂n cooperation tight
Centralization centralized the heaOq埘rter in the certain cooperation in

power fegi∞ the whole world

Feedback& headquarter adjustment adjustment global standards

control system controls basedonthe basedonthe basedonthe

branches local certain region local
Stimulation hjgIl stimuhtion d印础on basedonthe basedonthe

Mechanism in headqmmcr, different re舀∞aI goal global goal
low in branches

branches

Communication lotsof few few huge

System&info． instructions communications communication communications
FIew from betwccn

betw嘲
bctwocn

h∞dquart口and
headquarter to headquarter and

branches；lots of
headquarterand
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branches branches and communications branches and

different between different different

branches
branches

branches

Employment parent company parent company parent company selections ofthe

people take up people take up people
take up best person for

thekey higll positions； high management the position aH
positions；host

host country
and technical

over the world
country people posttton；

arc in the lowest people
alem

in-regional people

management
middle and low arc in middle and

position management low management

position position

Cross．cultIIr缸 very limited or Iimited middle level durative

Adaptability no r蜘uirements to training tO the training of

Training requirement the parent
parent company cultural

company gent
sent pcople；

adaptability and
Asking staffl}om

people； both sides to sDeak multi-language

Language the commercial

training to the language such∞

host country Engiish

Promotion parent company local standards regional global standards
Standards standards standards

Salaries extra rewards extra rewards and extra rewards similar rewards

Standards andbonusto bonus to the sent andbonusam #obaily and

the sent people；local less dueto long
proper adjus衄ent

standards to local
duration

based Oil different
people

employees areas

Evidclllce also shows that the selection of management model has something to do

with different a functional department；that's to say,different departments within the

saIne company will probably take different management models to fit their respective

work．For instance,marketing department will take polyeentrism most of the time

because consumers in different countries have different tastes and requirements to the

products；and the main goal for the manufacturer is to meet the requirements of the

potential customers,for whichreason,the cultural adaptness to the local is a very helpful

and necessary marketing strategy to get m,ICCC&q in marketing．

Instead,geocentrism will be mol'e welcome in the departments like research and

development,project design since these departments are basically technological and

could hardly be influenced by the cultural pOWer,and the best way、析出the global

standards will be easier for them to be accepted and recommended．Companies like

Microsoft，Intel established their special institutions in Chinawhere attract the technical
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talents all OVeI"the world to d0 the theoretical research and the practical application；

people here will be amnittcd'rewarded and promoted totally on the basis of the

individual a叫叩lct黜instead ofanything like nationality．
In financial and personnel departments,most of the companies will take the way of

ethnocentrism so that they could control every01ing through submission of profits from

branches，inveshnent audition and highest personnel appointment,under which model，

resolutions from the parent company could be canied on very well 80 that the parent

company could reach her甜obal goal，which is very good for the interests of the parent

company．

What this paper needs to point out is that the management models here are not

absolute．Different functional departments from different countries in diffcreat pmods of

time woald take di强。观t cross-caltural management models to maximum their interests．

4．3 Analyses to an Example of Cross-cultural Management of MNC

We hereby take the Joint Venture Oaereaner called“，，、，’’of China and France

Guangzhou Peugeot Automobile Co．．“d as all example to make a detailed analysis in

the selection of cross-cultural management models and have some extension On the

methods and mca／ls we need to pay attention to in the proces＆

4．3．1 Background Information

Guangzhou Peugeot Automobile Co．，Lid．(hereafter called"Ouangzhou Peugeot")

is缸automobile manufacturer joint venture of Cmangzhou Automobile Manufacturer,

French Peugeot Automobile Co．，Ltd．，China International Trust Investment Corporation

(hereafter called"cmc'3．China IrI觚捌d砌Capital Corporation Ltd．thereafter called
“cicc-)and Paris，Banque Nationale de ofFrance．It Was established in 1985，occupying

the total investment amount of850 million French fl'allcs and the registered e@ital is 325

million French f1"a／Ics．Thcir sharchoId懿are Ouangzhou Automobile Group which has

46％of the shares；French Peugeot which own8 22％of the shares(mainly technical

shares)CrrIC which occupies 20％of the shares；CICC which holds 8％of the shares

and Paris,Banque Naionale de of France which has 4％of the shares．There wcrc more
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than 2,000 staff for(3uangzlaou Peugeot,and the company was m{maged by C,㈣gT．ho．
Automobile Manufacturer and French Peugeot together．According to the contract,the

CEO WaS designated by French Peugeot before 1994，and there should be at least 011e

manager from the Frenela side from the two managers in eacll department．The main

products of(3uangzlaou Peugeot a托Peugeot 505 mini truck,505 family travel cal"and

505 car,Up to August of 1997．Guangzhou Peugeot had an added-up loss of RMB 1．05

billion,也c actual highcst annual production capability Walj．21,000 which was far away

from the expected 150,000．At the same time,there W'elt'e sonll：fundamental discrepancies

OIII SOme key issues bct-WCell the 2 sides,which finally resulted in file unsuccessful

cooperation bctwcell the two parties．In September of 1997，the agreement WaS signed

betwet：ll the France and China sides that the cooperation betwl∞n Guangzhou Automobile

Group and Frenela Peugeot Automobile Co．。Ltd．WRS terminated．The knockdown of

Cjuangzlaou Peugeot alro∞from many complicated factors such as the misplay in the

sculpt of ears,but one of the most important reasOll of the failure is that the two parties

didn't deal with the cultural shocks due to the cultural differences，that's to say,it failed

to have the successful cross-cultural mmaagement．

4．3．2 Culrural Differenees between the 2 Parties of the,I／V

Therewere mainly 2 kinds ofeultural differences in Guangzhou Peugeot：

4．3．2．1 Diftrerenee ofVilue and Culture

Firstly,the two parties WClrt：different 011 the goal and expectations to the company．

At the beginning of the establishment of the company,the goaIs and expectation of the

two parties wlere different though the collllllon ground w勰that both oftlaem wanted it to

be profitable．The main management goal for French side Wilts to get high profits in the

short term through the establishment ofthejoint vcllture,SO the French side would take

all the strategy based 011 the short term,they put all the emphasis On the issues aS the

exportation of technology,equipment and parts to China．in order to get the profits in a

short term；but the main management goal of the Chiiles．e side was to take the joint

vcntttre as a window which could probably bring up the automobile industry and the



development of the area or ev∞the whole country,in this ease,,the emphasis of Clfincse

side is to promote the localization prOCeSS．So what could be easily s嘲that the
difference of management targets led to the differelace of guidelines of both parties,

wlaieh finally influenced the difference on the working emphasis and methods．

Difference of the way of thinking was another鼬pcct of the difference of value and

culture．French guys wefe very strict with the work and very eager to express their ideas,

SO they seemed to be very strict olr e'vcn particular to the work and could not tolerate any

mistake．They we犯the authority in the technology,had their own proposals and always

very positive to share their idea with other people e啪regarding the management ofthe
whole enterprise．On the contrary,restricted by the Clline8e traditional culture,Chinese

staffseemed to be imseriolls to their work which couldbe easily influenced by the human

relationships,SO their work operation was very flexible；besides,they vy-elrc very weak in

the development of new technology and took the zigzag way when they wanted to tell

people something,and always kept silence in the eonfcrcDc．宅．All those differences made

the fact that the French WCI'e very strong in the management while the Chinese

management seemed to be very weak,which WaS very bad for the operation of the joint

management．

4,3．3．2 i)ifferenee in the System Culture

Guangzllou Peugeot adopted the orgaaization ofFre-ach Peugeot,emphasized On the

vertical management from the top managements to the bottom staff,瓤d focused 011_the

specialized division and specialized c001删011．Meanwhile,the whole set of French
management was also carried 011 within the company．The bylaws of French Peugeot

Ⅵ，cfe thesummary based 0111 the experience ofthejoint ventures in mOl'e than 20 countries

all OVeI"the world,to some extent,it should be scientific缸m reasonable．However,the

rote ofthe bylaws ofFrench Peugeot caused lots ofproblems when they wcfe in China

due to the huge cultural difference and the basis ofthe a血q慨management．
Firstly,most of the Chinl葛e staff WaS transferred from the originaUy sta协owned

Guangzhou Automobile Manufacturing Company,for lit very long time,these people

worked under the environment without any external competition；people had 110 se峨of

competition and worked at their will sometimes；some workers could not obey all the
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bylaws very well．Besides,machinery and equipments we佗not so advanced in a short

time,which WSB another“冶son that people could not reach the expected requirements of

work sometimes．However,at the beonning of the establishment,most of the

managements and keypositions oftechnology in different departments were French guys

who wanted Cmangzhou Peugeot to follow all the management model of French Peugeot

abruptly；,they felt enigmatical when they Chinese staff could not carry on the bylaws

very well；they even remonstrated sometimes．But the Chinese staff believed that wlmt

they WgTC doing was reasonable,meanwhile,they felt totally unacceptable to the

management of French．The mutual conflicts ultimately caused the con．∞quencc ofstrike,

as a result,Chinese government and French consulate had to come to intercede．Lat既9

Chinese staffdisclosed their mind that they could not accept the management methods of

French and couldno longer bear them any moro．

Secondly,there would be some inconsistency from both sides on the idea of

management of production and marketing．More orion than not,this was very normal．

But the woblem was that the French Oeneral Manager would decide by himself

unilaterally when there was inconsistency．Under this situation,things would be done

according to the decision ofthe French GM in order to keep the seriousness ofthe policy,

and it would not be revised until it could not go any fllrther．n屺management was based

on facts in order to avoid the direct shocks adsing from the different culture and habits,

and to some extent，it was good to solve the eross-enltural management,but it would also

cause delays of dccision-making and bring loss for the company．Such as the

management to the copycat in the office was using it whenever you needed and nobody

was especially responsible for the copy of documents in French way to avoid the

increasing of the number of office people,and the French manager refused the proposal

of having a special pel"son to manage the machine．ne machine was in the alleyway of

the office and everybody went there for copying casually,as a result,some Chinese staff

operated it at will and caused huge waste ofpaper sheets，until finally the machine had to

be managed by some special persons．

4．3．3．3 How to Take over Cross-cultural Management

As above-mentioned,culture is very hard to be changcd in a short time,what people
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Cflllll change is the attitude and understanding towards other cultures as well as the relative

influence power to another culture．MNC needs to elaoose the suitable management

model to realize the effective cross-cultural management．

丸Selection ofthe Suitable Cross-cultural Management Model

This is the first MUST if the company wants to be successful in the cross-cultural

managements．It was easy to learn that Guangzhou Peugeot Waft仃ying to duplicate the

management in Frailce,that's to say,the ethnocentrism was selected for the management

of it．But簦it mentioned before,ethnocentrism WaS only suitable for the entelprises

which needed very few eooperalion and contacts from the local andhad relatively simple

functions；howeTel'，it Wa,q not suitable for the MNC which asked much cooperation and

contact from the local and the complicate functions within the company．Guangzhou

Peugeot wasa manufacturing company,ajoint venture with Chil3esc and French sides；its

main goal was to make嘴of the rich resolutrcl葛and the cheap workforee in China

combining with the advanced technology to produce the automobile products which was

fit for the Chinese matl(eL Therefore，it called for lots ofcooperation from the local and

had complicated function such勰production．research and sales．Under this eircu咖ce,
it WaS not a very wise way to adopt ethnocentrism舔the management soul．As a result,

the managements of the company had the strong feeling of ethnocentrism and believed

that all their ways were correct,and lrefused to listen to the suggestion of the Chinese

partner,and ofcourse failed to have the effective coordination with the Chinese side．Lots

ofmaladjustment and dissatisfaction arc髓and serious cultural conflicts happc,l,xi within

the company．What w豁w嘲was that the conflicts didn’t al-ouisc enough attention from
the French side and did not get the necessary ways to lt'c,mo've the contradiction．Finally,it

de-velopcd into the irremovable difficulty for thecompanyand led to the strike ofworkers；

it also badly influenced the following cooperation of the company and made the end of

tlaejoint venture．

B．Correct Understanding ofCultural Difference,oeepen Cultural Communication

It was easy to learn that there、聃啪big cultural differences bctwl圮--,ll China and

Fraxlee．Therefore,the differences of management and other aspects wef{c also huge．The

key to conquer this kind of difference and discrepancy WaS to dccp髓the cultural

understanding and eommtmieation．Guangzhou Peugeothad some good experience Oil it．



里翌型垒塑!堕垫堡垫坚竺!垒塑壁旦塑!丛型哩!堡
Different kinds of symposiums wel-e held to enlarge mutual understandings．To some

extent,it improved mutual understanding of the two sides．But the problem was that all

these measures Wel'e just superficial，and each party wodd only think as their normal

ways of thinking instead of putting their feet into the counterpart's shoes,not to础
thinking from another perspective for the other pa啊．So misunderstanding always

existed．

C Strengthening Cross-cultural Training,Improving the Sensitivity ofCross-cultural

Differences

Cross-cultural training is a generally accepted effective n嘏黜of improving the

sensitivity of emss-culmral differenom of the managemenL Guaugzhou Peugeot had

some experience mainly in the trainings on language and skills which MNC could

borrow：

Language is the tool for cross-cultural communication．The foreign party for

Guangzhou Peugeot was French origin and French WaS their language．However,very

few people in the Chin嫩party wel'e able to speak and understand French，80 there was

big language obstacle between the communications in both parties．In order to solve the

problem,Guangzhou Peugeot sent people to Guangzhou Forei驴Language School for

training,and organized different kinds of meetings bct3Ⅳeell Chincse staff and French

students abroad to improve their French skills．Besides,they consciously brought the

introduction of French culture during the process of language training SO that the tl'aineos

could have a deeper understanding to French culture and French Peugeot’s culture．More

French language trainings were held iII the company 80 that more people could benefit

丘om it；they tried their best to make normal staffbe able to communicate with the French

staffdirectly．

R掣ding the skill training,Guangzhou Peugeot contacted with the special scheols
every year and seat relevant people to update their skill and mind on production and

management to enlarge their development potentiality．Furthermore，they sent the

backbon嚣of technology and management to French Peugeot to get corresponding

training．In this way,these people．on the one hand,more direly learnt the management
and technology in French Pengeot；on the other kmd deepened the understanding to the

culture of French PelIgcoL improved their application ability of French language,all of
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whichWere very beueficial for mutual cooperation．

However,there WeI'e also some shortcomings in the training of Guangzhou Peugeot，

mainly regarding the Fact that they only had training to the Chinese staff towards the

French culture,but neglecting the training to the French staff towards the local culture,

whichwas a l'easoll that the French staffcould not undelb'tand Chinese partners very well．

Communication and understanding were mutual and the happy cooperation needed the

hard working from both sides．Unilateral training WaS not enough for the success of the

豇ltelpfis己

In a word,croas-cultural management in MNC is not all easyjob；the failure of high

percentage of international joint ventures has direct relationship with cross-cultural

management．The most important thing for a foreign partner is to always remember that

we are the foreigner of this area,and we should not take our ways of thinking here as

granted because it will probably fail to work in other places．Otherwise,it is doomed to

be a failure．
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Chapter 5 Conclusion

Cultural difference is everywhere,regardless ofthe difference could either lead to the

failure in partial market or cvcn result in a disaster to the global market．These

differences could be sccn in the daily language people used．The 15 countries in EU

adopt 11 different languages to be their official language for EU．At the beginning of

Coca-Cmla antel"cd Chinese market,the translated Chinese name is‘‘苦口蝌蚪竹．which

means‘'bite the WaX tadpole",the better translation‘‘可口可乐”me锄ls"bring happiness

to your mouth",which was adopted after many market investigation．Those non-verbal

cultural differences which arc di伍cult to awal-e are also important．For example,French

will kiss the cheek、Ⅳith each other for greetings．However,if kiss only kIppens in one

side ofthe cheek,it is not enough because it will be seell as a kind ofinsult．In Thailand,

touching of one's head is not allowed,and passing things above ORe’S head is also

impolite．The significance of such non-verbal marks is very different fi'om culture to

culture． Sometimes such mis-used non-verbal mad圆could bring people great

unexpected troubles though they do it with good wishes．For example,in order to

celebrate the Mexican national day,two Mc Donald’S in Mexico city printed the drawing

of national flag in the paper cup padding to show也eif congratulations．What came next

is that authorities came to these tow fast food shops and closed them and confiscated all

the disrespectful padding．

Even for those necessities ofdaily life,poople in different places have different idea．

There is IlO such a standard or viewpoint which everyone in this world could accept．In

US，T-shirts andjeans are the casual wear,people with such apparel arethose who do not

care about the social status very much．Therefore,it is found th缸Americans pursuit

f：recdom and unbending；but situation in Russia is totally different．Great sales of blue

jeans and t-shirts arc telling people that those who wcag such apparel know the fashion

very well and they couee】rn about the social status very much．Therefore，Americans and

Russians,their motivations of buying the same kind of WOat ale different,but both of

them arc reasonable if、帕see it from their own cultural perspective．In India,people

accumalatejcwellery as much as possible,neither because they want the feeling ofsafety,
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norbocatkqetheywanttOkeepvalueoftheexpensivemetal．Theirpurpo∞isverysimple：

to show theirsocial status viajewellery．

The well-known story"blinds touching elephant'’reveals that people will get very

different conclusions 011 the salne issue if they arc from the different cultures．People

from a different cultural will oven feel very hard to unddrst国ald the simplest phenomenon

in another culture．People from collectivism feel surpriscd when they learn the story of

‘'twelve disciples'’in Bible．They could not understand why the 12 common people could

be the challenge of the authorities and judge；and they always have the tendency that

some member in the jury will betray the whole jury or express his denial to break the

consistency of the whole jury．On the other hand,nepotism is,in the end,a kind of

favoritism．This is illegal and丘lthy in US；but in Latin American countries，it is all

obligatory responsibility to give special cares for one's friends and relatives．

Even the daily communication of people talking has great differences from place to

place．Misunderstanding of such differences could be the root of failure．In Denmark,

people's talking is mainly for keeping friendly aUnosphere,therefore,it is impolite ifone

intends to explain something or raise questions to others；in Sweden,people's talking is

to communicate information and express one's real feeling,SO people will keep silent if

he does not have something important to talk．Therefore,in Denmark,people need to

keep conversation going and in Mexico，people will give regards to the families ofothers,

and in Arab nO one needs to do like this．All of these arc the examples to show the

different attitudes to talk岖
In some ca∞8,the single company could not control the situation．British business

paid high cost for the political tension be咐啪Britain and Saudi Arab．Babcock
International Engineer Corporation bore the loss of USD27 million by the end of 1996

due善o the orders丘溉Arab decreased sharply．Moreover,many other British companies
believed that they Wel'e also punished by Saudi Arab because British government gave up

exilingMahomet AS who has dissidence with Arabic govemmenL Explosion happened to

Riyadh Oll November 13血'1995，Saudi declared that 4 people has disclaimed to he

responsible for this accident,and they admitted that they Were supported by the foreign

Muslim organizations,and Mahomet A．S group wag ene of the four．Saudi government

hoped to restrict the foreign agitator for the sake of domestic stead(Mahomet's

6I
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organization always use picture fax or intemet disclosed and rebuked the corruption of

Saudi Royal)．British government wanted to exile hhn but this irritated some human right

organizations,and the Court of Cassation rejected the order of exiling because they

thought exiling would be ofgreat danger for Mahomet's p目son security．

Other British companies like BBC werc also intluenc砸BBC’s Roman branch

broadcasted a scvcl-e editorial for criticizing Arabic human nghts record,which lead to

the hookup of BBC's Arabic programs．Besides,companies like British Space Industry

Corporation,GKN，Rolls-Royce and Vickcrs，some of them had signed some contraets

wit|I SaudL or tb巧wcrc having the intention to sign big amount of contract,but all of

their interest in Saudi reduced sharply without exception,among which British Space

Indusa'y Corporation had biggest-loss，beeanse in their revenue USDl0 billion,1／3 is

from the weapon exportation lo Saudi．However,in this case,companies could not do

auythmg to change the situation；what they could do was trying hard to adapt to the

circumstance．

Successful case in the management of cross-cultural difference was like Chrysler's

entry in Japanese market．Automobile giants in Detroit refused to export the

right-side-driving automobiles幻Japauese market for a long time,later,they began to

export in huge amounts．For Americans,Neon of Chrysler Was very nice；but Japanese

media criticized it as‘'killer of Japanese car"．No nlatter how Japanese called it,Neon

right-side-driving cat was introduced to Japanese market in 1996．Neon was seen as a

kind of trial for American ear8 to Japanese market to test the competitive ability of

American automobiles．US automobile giants耐ed many different ways to enter Japanese

market since the signing of US Japanese Automobile Trade Agreement，They spent

millions ofUSD to establish the service and sales channels in Japan．Neon is a milestone

to prove the coming ofmulti-type products competing．

Chrysler worked very hard to explore Japanese market．They spent 100 million USD

to establish a small scale sales network at the beginning of their entry；4 months later,

Chrysler invested another 10 million USD in Kanagawa County to set up an automobile

testing and parts centre．Chrysler spent 180 million USD for the development,marketing

and sales of right-side driving automobiles in Japan and other eotmtries．By the cad of

1996,Chrysler planned to promote 5 types of right-side automobiles in Japan,among
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which30fthemwerejeepandothertwoo蜷w盯cNeonandVoyagerrespectivdy．
Neon's target n均衄was the biggest part in Japanese automobile market,the ca培
market．Japanese purchased 3 million cars each year,which took叩half of the whole

Japanese automobile market,SO the competition was also very intensive．Neon ca塔had

intensive competition with Corollas of Toyota and Civics of Honda．Its target sales in

1997 WaS 8,000 cars but its actual sales volume Was 20，000；only infea-ior to Corollas’

340，000 and Civics’121,000，got me top 3“；which Was very fruitful．Anyway,the shares

of imported csrs in Japanese market wel-e only a very small part in 1997，only 4 kinds of

car had sales volume OVer lO，000，they WCTe GolfofVolkswagen,Baoz,Opel ofGM and

CherokeeofChrysler．

Chrysler had to I,e㈣ade the dis(xibutor to purchase its products before it pcrsuadoi

Japanese cll岛omers to buy the Cal'．At that time,Chrysler only had 15 distributors in

Japan,which Was much less than 1,800 dislributor of Honda．The VP for Marketing in

Japan advised that increasing of distributors Was the most urgent affairs for the three

biggest automobile manufacturers in US．Automobile manufacturors in US needed to，

firstly,persuaded the Japanese distributors to promote and sell their products heartedly,

especially for those big distributors who sold many different brands at the same time．In

fact,80％of the sales volume for Cherokee in 1997 was done through the distributors of

Honda．Therefore,it Was very n∞髑safy to givc the distributors[some training缸d

inspiration to enlarge the sales volume ofUS cal&

In the first begging 3 months,Chrysler invested 5 million USD for adveaisement,

their target customers Were those young ladies between 24 to 36 years old and the

consun瞄group betwoen 30 to 49 years old who bought car the first time in their lives．

70％of the budget in advertisement was for TV advertisement,and form and content of

the advertisement w玳similar to theUS advertisement,the only difference was that the

message was changed to"Komchiwa,Neon删’(means‘'Hello．I am Neon")．
Neon Was welcome by the Japanese既istomeF8．It had the unique design of the front

body,the shape and size ofthe c盯were also very suitable for the actual situation in Japan,

the most important thing Was that the capability of the car was the standard modernized

such as the double SRS，which also drew the special attention ofToyota．One ofthe news

coHlmen{ator said that the imported cars had got great progress because it brought very
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interesting products．If it could get some market shares from Toyota,Nissan or Honda,it

would be a gate for the big sales volume to Japan．

In a word,obeying to the three important principles in the cross-cultural marketing is

very necessary：

Firstly,realizing that the ova_s_潍c口st啪e疆arc different from the domestic

custonlers on the method and extent of删ving,motivation oftheir behavior or the
belief and expectation to filtm色Identifying,understanding,accepting and respecting

different cultures are not only necessary but also very important．Preparation of two

different ways for communication and management in a foi．eign country is very

indispensable．Presupposing ofthe same culture as the domestic market is dangerous and

unworkable．Presetting of impression that the∞ceptance in his own place could also be

acceptance in another place is fallacy．Seemly similar behaviors could have totally

different meanings．Marketing strategies should be adjusted timely according to the

cultural characteristics of the target customers；respect should be givea to each of the

customers．Cultural differences exist even betwe吼Americans and British．Therefore,

envisaging to the cultural differences is the only proper way,and taking for granted that

theway iIl 011e country is also woAable in another country is wrong．

Secondly,keeping neutrality among different cultures is necessary．Cultural

difference does not meall which culture is better or superior to anyother culture．Some of

the customs Or habits in another country may be particular,non剐麓lse or even cruel to you

from the p叮邓《，ctive of pure morality,in such circumstance,it is very inlportaut for the

marketing people to栅懿that they are Q趣for busiaess affairs whose task is to expand
market and customers instead of being cultural ambassador of any kind to transfer

people's value and wofldview to his own standards and traditions．Moreover,people will

look at marketing people's standards and habits just like the marketing people look at

theirs，and it is unnecessary for the marketing people to adopt the local culture．What the

marketing people nccd to do is to proceed his marketing actions based 011 the acceptance

and respect ofthe local culture．

Thirdly,hi曲sensitivity should be drawn to the fixed standards,habits and customs as

well as the taboos．m the target culture,which is very important for the marketing people

to understand what kind of influence／effect his behavior will have to the target culmre．
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The marketing people may feel very uncomfortable some time in this caso,but this is

what they have to follow．R is a necessity for the company with different cultural

background to be tolerant to the culture of the other party／parties to reach a翻叫x：锱for
the company,to have a mutual beneficial result and establish the long term business

relationship．R is also the best way to盟pre嚣one's interests、and show his respect,

approval and acceptance to the culture of the other party to establish the bridge for

communication for different cultures．

Marketing people for international business should be very open minded and tolerant

to different cultures and try their best to adapt to different cultures．
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