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ABSTRACT 

This study examines the question of whether comrnuni- 

cation between superiors and subordinates in a multinational 

organization is affected by culture. The study assumed that 

there would be differences between managers' perceptions 

related to the differences between cultures. 

The employee performance appraisal, one tocl for 

evaluating the effectiveness of communication within an 

organization, was used for examining similarities and dif- 

ferences in perceptions. There were three basic hypotheses: 

Hypothesis #1: There are significant differences 
between expatriate managers' and host manaa- 
ers' values in a multinational corporation. 

Hypothesis #2: Differences in percepti3ns. 

#2A: The agreement in perceptions is greater when 
1st level and 2nd level managers are cf th.e 
same culture than when they are 3f different 
cultures. 

#2B: The accuracy of perceptions is greater when 
1st level and 2nd level managers are cf the 
same culture than when they are 3f different 
cultures. 

Hypothesis # 3 :  There is a positive correlation 
between the differences in values of 1st and 
2nd level managers and the accuracy of per- 
cepcions between lsc and 2nd level managers. 

, , A single-case study ~f a Chinese-owned nulkina~rsnal 



organization located in the U.S was undertaken. The value 

survey developed by Hofstede (1980) was used to explore the 

different values of the two cultures. Direct and rneta- 

perspective perceptions of employee performance were used to 

examine the perceptions between 1st and 2nd level managers 

with the same or different cultural backgrounds. Both sur- 

veys (quantitative) and follow-up interviews (qualitative) 

of the 1st level managers were conducted to increase the 

validity of this study. 

The 1st hypothesis was supported on only one sf tne 

four value dimensions. Namely, Chinese respondents had a 

significantly higher Uncertainty Avoidance Index tF,an tne 

u . S .  respondents. The 2nd hypothesis was also only partial- 

ly confirmed. It was found that when the 1st and 2nd level 

managers come from different cultural orientations, there 

are significant differences in the accuracy of their per- 

ceptions of "the quality of work". With respect to che 3rd 

hypothesis, there was a positive correlation between tie 

differences in masculinity values of lsc and 2nd level 7,an- 

agers and the differences in percep~ions between 1s: and 2nd 

level managers. 

Although these findings yield litcle evidence f 3 r  

supporting the general hypothesis that cultural differences 

. ? 

,dl-1 help to explain misperceptions in eRpl,3yee a?Draisal;, 



other findings obtained from the 1st level managers i ~ t e r -  

views and corporate documents reinforce the importance cf 

culture in explaining differences in managerial practices in 

a multinational organization. 



CHAPTER 1. THE RESEARCH PROBLEM 

"The principles and functions of management are uni- 

versal, but the process of management is culture-bound; 

hence, culture ( e l  customs, laws, and conditions of a 

country) is significant as a determinant of managerial 

effectiveness." (Megginson and McCann. 1965. p. 24). 

1.1 A Controversy in Management Research: Culture-free vs 

Culture-bound 

Megginson and McCann (1965) have developed two 

related but contrasting ideas. The first is that the univer- 

sal applicability of management principles is accepted by 

management theorists because the organic functions of man- 

agement are deemed to be the same at all levels of manage- 

ment and in all organizations. The second states that the 

effective utilization of the principles of management may be 

modified by two factors that help a manager achieve success: 

one is the manager's own unique managerial philosophy which 

encompasses his/her sense of values, customs, beliefs, and 

assumptions about the culture in which the organization 



exists; the other factor is the manager's knowledge of  his 

culture. This knowledge is vital because one's management 

philosophy must be compatible with the culture in which the 

organization exists. Hence, a manager's philosophy may be 

modified by the culture in which s/he is operating. There- 

fore, although the universal principles may be true, in some 

situations it is assume2 that they may be affected by the 

mitigating circumstances of culture. Actually, the results 

of the research done to determine if management is cuiture- 

bound produced opposing conclusions. 

Koontz (1969) analyzed the question of whether man- 

agement is culture-Sourid by reviewing several studies 5y 

other researchers. He indicated that "those who take the 

position that management is culture-bound reason that since 

management practices differ and people and their cultural 

environments vary, management theory and principles (the 

framework by which management knowledge can be organized) 

t h a ~  apply to a deveioped economy like the United States are 

not applicable in materially different cultural environ- 

ments. "(p. 318) Simply stated, since cultures differ more 

or less from country to country, i t  is easy to asscne chat 

the different ccltures will be reflected in different man- 

agernen~ st:~les. Therefore, i t  may be assumed c h a ~  "manage- 

ment is cclture bound." 



However, Koontz also summarized some persuasive evi- 

dence of the universal nature of management which has arisen 

from studies and analyses of other scholars. For instance, 

Harbison and Myers (1959) not only found a common "logic of 

industrialization" but also stated that "organization build- 

ing has its logic, too, which rests upon the development of 

management1' and that "there is a general logic of management 

development which has applicability both to advanced and 

industrializing companies in the modern world." (p. 117) He 

also found that those who question the transferability of 

managerial knowledge and the universality of management 

principles admit that the application of U.S. management 

knowledge in other countries has often been successful. 

Haire, Ghiselli and Porter (1966) in a study using 3600 man- 

agers in 14 countries, found a high degree of similarity in 

managerial behavior patterns, but that many of the varia- 

tions disclosed were due to identifiable cultural differ- 

ences. 

In spite of the research that has been done, the 

argument still exists. Knootz says "managing as a science 

and practice is complex enough. But when it is put in the 

operating framework of enterprise functions and surrounded 

by a myriad of environmental influences, its complexity 

becomes virtually incomprehensible." (p. 429) 



Several researchers have used cultural explanations 

in their studies. Most of these researchers chose their 

samples from different companies in different countries. 

However, recently some researchers have chosen their differ- 

ent culture groups from multinational organizations. The 

reason for choosing from multinational organizations is that 

their number is increasing, and researchers have sought to 

develop new approaches for improving management practice or 

to explain this process in multinational organizations. 

Since, each multinational organization has at least two dif- 

ferent cultures represented it makes a good laboratory for 

cross-cultural research. Along with the question of whether 

the management process is culture-bound, one might also ask 

if managerial communication is culture-bound? 

This thesis asks if culture is a factor in explain- 

ing the differences and similarities of management communi- 

cation between different cultural groups. The question will 

be studied in a multinational organization. The following 

sections will define some key concepts which represent the 

basic constructs of the present study and review the rele- 

vant research for the proposed hypotheses. 



1.2 Culture and Organizational Management 

Since cultures differ from country to country, much 

the research about culture has focused on the nation as a 

unit of analysis. Many questions have been asked concerning 

identity groups within units of analysis, linkages among 

identity groups, and the relative strengths of unit and 

group identities. When we look at managerial studies, we 

find that those studies using a cultural explanation for 

managerial differences have a widely divergent concept of 

culture. Ajiferuke and Boddewyn (1970), analyzed those 

articles that do provide explanations of culture and con- 

cluded that there are several different definitions. For 

instance, some define "culture" as the attitudes, beliefs, 

and values of a society. This definition of culture is 

"enumerative rather than exhaustive, it is useful since it 

at least identifies certain cultural elements." (p. 155) In 

contrast, others offer a more general description of culture 

as "the whole complex of distinctive features characteristic 

of a particular stage of advancement in a given society." 

(pa 155) 

This definition is not only broad, it also assumes 

that there is a dynamism inherent in every culture, an 

assumption which contradicts the concept of culture as stat- 



ic and unchanging. Some scholars use the term in the 

anthropological sense, equating "culture" to ei-her tradi- 

tion, social customs and attitudes, values, religion, lan- 

guage, or a combination of any of these elements. 

Even with these diverse concepts of culture, Ajife- 

ruke and Boddewyn draw a simple explanation f2r the interac- 

tion of management and culture --"comparative management is 

usually equated with the study of management in differenr, 

cultures. Since cultures differ more or less from country 

to country, it is easy to assume that their differences are 

reflected in any phenomenon found in them--including their 

managements." (p. 160) 

Culture is the independent variable in most compara- 

tive management studies and is equated with values and 

beliefs. The following study is more specific in explaining 

how management differs by examining crganizations and their 

culture. 

1.2.1 Cultural  Dimensions 

Adler and Jelinek (1986) have developed a model f c r  

explaining culturai variance and locate U.S. ~ r g a n ~ z a t i c n s  

within that model. The model has six basic clmensions ta 

describe the primary v a r ~ a b ~ l i t y  of a society~'s cultirai 



orientation: individual, world, human relations, activity, 

time, and space. 

Individual: to determine the nature of individual 

differences, the investigators asked questions related to 

how people saw themselves and how they perceived the nature 

of the individual. The U.S. perspective has tradic:onally 

vlewed people as a mixture of good and evil, and therefore 

as needing to choose good over evil. Other cultures see 

people as basically evil or as basicdly good. Societies 

which consider people good tend to trust them a great deal. 

Societies which consider people evii tend to suspect and 

aistrust them. These differences xay explain 3rganiza?ls?.al 

practices. For example, managers who believe employees can 

change will emphasize training. Those who believe that peo- 

ple's ways are fixed will emphasize selection. 

World: to ascertain people's relationship LC thelr 

world, Adler and Jelinek looked at three dimenslors: csml- 

Pance, harmony, and suojugati~n. The U.S. responaen~s terd 

to see themselves as domlnant over botn the man made and rhe 

natural environments. Therefore, the U.S. executives see 

situations as problems to be sclved. 3y ccnrrast, e:.;ecu- 

tirres in other parts of the world see sitl~ations as reall- 

tles to be accepted. 



Human Relations: when judged according t2 :heir 

relationships with others, the U. S. respondents are cne of 

the world's most individualistic peoples: they use persznal 

characteristics and achievements to define themselves. 

Thus, the individual welfare is placed over that of the 

group. By contrast, in group oriented societies, ?eople 

define themselves as members of clans or communities and 

consider the group's welfare as most important. Individual- 

ly oriented personnel directors tend to hire those best 

qualified to do the job according ta technical or task cri- 

teria, that is, based on the individual's skills and exper- 

tise. However, in a group oriented company, managemect 

believes that only people xho are known by 3ther employees 

in the company will act respcnsibly and can be trusted. 

Therefore, they often hire other employees' friends and rel- 

atives. 

Activity: activity can be divided into "doing", 

"controlling", and "being". U.S. managers are " doer 5 ,  " 

they plan thelr wcrk, deciding jrhat they will qet accDm- 

plished by when. By contrast, people from "being" sriented 

cultures tend t.= accept the natural pace cf lir'e without 

trying t 3  force cr influence :t. In otb.er wsrds, tne:; 

believe that the plan will be completed when ~t is cmplete; 

the task wlll be done wher. lt is done; i t  ~s neither gccd 



nor possible to try to hurry the natural order 3f events. 

Therefore, while the doer "lives to work", the being- 

oriented person "works to live." 

Time: "future," "present," and "past" can indicate 

how societies use time. The 3.5. respondents have a presen: 

to slightly future time orientation. For chern, the past is 

unimportant, but improvement and progress toward identified 

future goals are of primary importance. Therefore, the 

projects in a U.S. firm are usually long-term, but their 

employment practices are short-term. If employees do  no^ 

perform well during their first year, they are fired ar, at 

best, not promoted. However, managers in past-sriei-.ted cul- 

tures believe that they should evaluate plans based on 

social customs and traditions. Therefore, those carnpanies 

who conserve past traditions use a more long-zerm, f ~ t u r e  

criented time horizon. For instance, most Japanese csrnpa- 

nies' employees are employed for life. 

Space: there are private, mixed, and pilblic dirnen- 

sions involved in the concept of space. The U.S. respcn- 

dents tend to be more private. For example, an employee's 

salary is a subject of high securizy among employees. 3:i 

contrast, in Taiwanese companies, salaries are public kncwl- 

edge and widely discussed among employees. 



From these six dimensions of culture, we can see 

that different cultures produce different behaviors and 

expectations in its members. 

1.2.2 Behaviors and Attitudes 

Other research on the relationships between cultural 

values and employee attitudes was conducted by Whitehill 

(1964). The basic assumption in this study was the so 

called "theory of reciprocal role expectation" which means 

that "behavioral decisions are made at least partially on 

the basis of what we feel is expected of us and how well 

others are fulfilling our expections of them." (p. 70) 

Whitehill's basic proposition is that there is a pervasive 

impact of cultural values upon worker attitudes and behav- 

ior. A survey of 2,000 production workers, equally divided 

between Japan and the United States, was conducted in this 

study. Six categories (employment continuity, economic 

involvement, personal involvement, identification with 

organization, status transfer, and motivational sources) 

were identified in order to explore the influence of the 

organization's cultural values on employee attitudes. 

The question related to employment continuity asked 

how long management should feel responsible for a willing 

but incompetent worker. Fifty-five percent of the Japanese 



workers responded that their employment should be continued 

until they retired or died; but only 23% of the respondents 

in the U.S. agreed. In addition, 20% of the U.S. respon- 

dents recommended terminating the employment of unqualified 

workers after giving about 2 weeks notice; but only 4% of 

the Japanese agreed that the employee should be fired on 

such short notice. These differences support Adler and Jel- 

inek's assumption that in the U.S. we have a present time 

orientation and Japanese have a future time orientation. 

With regard to attitudes concerning economic 

involvement in aspects of employees' lives not directly 

related to their work, it was found that 29% of the Japanese 

expect management to provide company housing at no charge; 

but only 2% of the U . S .  respondents felt that way. On the 

other hand, 56% of the U.S. respondents expect that manage- 

ment should provide low-interest loans to assist workers in 

owning their own homes, as opposed to 29% of the Japanese. 

Obviously, managers anxious to succeed in these cultural 

settings must proceed quite differently. 

To examine "personal involvement" Whitehill asked 

workers what supervisors should do upon hearing about their 

subordinates' marriage plans. Seventy percent of the Japa- 

nese think a supervisor should offer personal advice to the 



worker if requested; but only 29% of the U.S. respondents 

expected such advice from their empolyers. In addition, 60% 

of the U.S. respondents  thin^ a supervisor should not be 

involved in such a personal matter; but only 5% of the Japa- 

nese concur. According to this study, then, U.S. employees 

tend to be more private. 

When asked about identification with the organiza- 

tion, once again, 57% of the Japanese think of their company 

as a part of their life at least equal in importance to 

their personal life; but only 23% of the U.S. respondents 

agree. Twenty-three percent of the U.S. employees think of 

their company as strictly a place to work and entirely sepa- 

rate from their personal life; only 6% of the Japanese feel 

that way. Obviously, as Adler and Jelinek found, U.S. 

employees are one of the would's most individualistic peo- 

ples. They value individual welfare over that of the group. 

By contrast, the Japanese are a more group oriented society, 

so their members emphasize group harmony, unity, and loyal- 

ty - 

To evaluate "status transfer", the following ques- 

tion was asked: "If your immediate supervisor enters a 

crowded bus on which you are riding, should you remain seat- 

ed?" Sixty-three percent of the U.S. respondents think they 



should remain seated since a fair rule is "first come, first 

served,"; but only 5% of the Japanese respondents agree. 

The assumption here is that greater willingness in this 

respect is indicative of closer identification of the indi- 

vidual with the company and its goals. Obviously, these two 

groups are quite different. 

Finally, whitehill examined the sense of responsi- 

bility that employees feel for performing well on the job. 

He asked workers to complete the following "I believe work- 

ers are willing to work hard on their jobs because:" 41% of 

the Japanese showed that they want to live up to the expec- 

tations of their family, friends, and society; but only 10% 

of the U.S.respondents were motivated by these factors. On 

the other hand, 61% of the U.S. employees feel it is their 

responsibility to the company and to themselves; only 37% of 

the Japanese respondents acknowledged this. 

In another study of managers, Graves (1972) assumed 

that the cultural impact upon managerial attitudes, beliefs, 

and behaviors would differ from England to France. In his 

findings the English tended to see personal authority as 

important; the French tended to have a clear conception of 

role authority. As far back as 1928, Madariaga found that 

the English preferred action to thought--the French, thought 

to action. 



In 1979, Negandhi found that U.S. firms supported a 

free flow of communication and encouraged openness while in 

Latin American and Far Eastern firms a "great deal of secre- 

cy and hoarding of information at all levels" was found. (p. 

3 3 7 )  

These results clearly indicate that cultural forces 

indigenous to a given society have the power to mold the 

attitudes of workers. It is clear that national culture is 

a crucial factor in organization studies. Each culture is 

characterized by different attitudes, values, and beliefs 

and these are reflected in managerial behavior. 

1.3 Culture and Multinational Organizations 

The concept of culture has become a viable paradigm 

for approaching global human resource issues, especially as 

multinational firms expand throughout the world. The multi- 

national firm involves a complex situation which has at 

least two cultures. As noted, each group has its unique 

culture which affects its members' attitudes, beliefs, and 

value systems. An understanding of these differences can 

help managers develop a more effective global organization. 

As this point, most human resource professionals have looked 

at selection, development, appraisal, and reward systems as 

reflections of the diversity of employees' cultural back- 

grounds. 



The following studies examine the differences 

between two cultural groups working for the same multina- 

tional organization to see what effects culture has on man- 

agement practices (communication). 

Lee and Larwood (1983) review the earlier studies 

that have noted that management attitudes are culture relat- 

ed and argue that expatriates understand their own cultures 

but often not those in which they operate. The basic 

assumption of these studies may be labelled as "culture- 

bound" theory. In contrast with earlier studies, Lee and 

Larwood predicted that expatriates would come to adopt atti- 

tudes somewhere in between those of the parent and the host 

country by a process which they label "cultural resocializa- 

tion." If this prediction is correct, it also supports the 

"culture-free" theory-- that an individual is able to choose 

his/her behavior with no significant effect from the culture 

in which s/he was raised. 

Lee and Larwood developed a comparison study between 

a U.S. expatriate group and a Korean managers group in 8 

multinational firms operating in Seoul. The hypotheses were 

that Korean and U.S. managers, having different cultural 

backgrounds, would also have different managerially related 

attitudes derived from their cultures, and that U.S. expa- 



triates in multinational firms operating in Korea, since 

they have been partially resocialized by their experiences, 

would have attitudes that are closer to those held by Kore- 

ans than to those of U.S. managers in the United States. 

The results con£ irmed that U.S. and Korean managers 

had substantially different attitudes. This supports the 

"culture bound" theory. However, the attitudes of U.S. 

expatriates in Korea were found to be midway between those 

of Korean and U.S. managers in the comparison groups. This 

supports a theory of "cultural resocialization". 

There are many who maintain that Pacific rim cul- 

tures have quite different attitudes from Western cultures 

(Redding and Casey, 1976), and many cross-cultural studies 

comparing the U.S. and Japan have been published. Because 

the Chinese and Japanese people share a similar cultural 

heritage, one might be tempted to predict the attitudes of 

managers in Taiwan on the basis of findings from the many 

studies comparing U.S. and Japanese managers. However, dif- 

ferences exist between the Chinese and the Japanese. Thus, 

Chang (1985) conducted a comparison study of U.S. and Chi- 

nese managers in U.S. companies in Taiwan. 

Chang probed several areas of managerial beliefs and 

attitudes in his study; general attitudes toward the job, 



job satisfaction, paternalistic values and ethnocentric 

expectations and reactions. The respondents were 410 manag- 

ers at the top level and second level of 70 of the several 

hundred companies listed in the 1984 Members of The American 

Chamber of Commerce in Taiwan. 

The data indicate that "U.S. and Chinese managers 

have the same understanding of what is expected of them on 

the job." This result shows that many multinational ccrpo- 

rations have been successfui in imparting to their U.S. and 

Chinese managers the same understanding of what is expecced 

of them concerning the qualitative and quantitative aspects 

cf their jobs. 

However, it is somewhat surprising that U.S. and 

Chinese managers have the same feeling that they cannot sat- 

isfy everybody in their jobs; in other words, both groups 

realized that in order tc achieve goals, tney had to upset 

some people. In traditional Chinese culture, the human- 

relations skill is to maneuver in a complicated sit~acizn 

without upsetting anyone at all--the so-called "saving-face" 

ar "mientze". But this findinq indicates that the Chinese 

respondents were becoming more issue-oriented and less 

person-oriented or "face-oriented" in handling human rela- 

t ions. 



Another finding is that "American managers get more 

personal satisfaction from doing their job weli than Chinese 

managers." Tnis finding, once again, confirms the assump- 

tion of Adler and Jelinek (1986). The U.S. respondents are 

more individualistic and use achievements to define them- 

selves. By contrast, the Chinese respondents were more 

group oriented and "personal satisfaction may have snacked 

of selfishness or an unbecoming lack of modesty." 

The Chinese respondents were found to have had more 

lnterest in changing jsbs within the company than U . S .  man- 

agers did. Most Chinese managers felt that their present zob 

was perceived as a career stepping stone viewed I n  l 3 ~ g - t 3 r ? ~  

perspective. In other words, they were probably either 

anticipating a promotion to a top position or hoping for a 

different position to broaden their management experience 

for future career advancement. The U.S. managers, n :he 

other hand, usually expected to move sosn  and were nct 

interested in switching to a j o ~  of a different narure or l n  

another department. They were more conten: to stay put. 

There were six questions for examining paternalistic 

values and company behavior sf these two qracps. The daca 

indicate that the Chinese respondents felt more strongly 

than the U.S. respondents that superr?isors should neip with 



subordinates' personal problems and that companies should 

look after the welfare of employees and their families. 

This attitude is similar to that of the Japanese wi;h 

respect to personal involvement. It may also slightly c3n- 

firms the earlier studies that the U.S. workers are more 

concerned with their private lives than are those of the 

public-oriented groups. 

The last part of Chang's (1985) study examined Chi- 

nese managers' ethnocentric expectations and U.S. managers' 

reactions. He found that the Chinese believe the U.S. ?:<pa- 

triates should be adept at local ways of managing subordi- 

nates, but the U.S. respondents disagree with this belief. 

Furthermore, the Chinese believe that expatriates will be 

more effective if they socialize often with their Chinese 

colleagues, but, once again, the U.S. respondents disagree 

with this expectation. These differences may be explained 

by the traditional Chinese concern for human relations with- 

in a group. They express more positive responses about t n e  

importance of intercultural socializing between expatriat?~ 

and hosr-country managers. In the meantime, the U.S. 2x92- 

triates may disagree because of their individualistic cul- 

ture. 



According to Chang's (1985) study, seme findings 

show that there are some incompatible differences between 

expatriate managers and host-managers (so-called culture- 

bound). On the other hand, other results show that there 

are somewhat similar attitudes between these two culture 

groups (so-called resocialization or culture-free). This is 

also supported by other researchers' assumptions. Singer 

(1987), for example, says that "Because biologic and envi- 

ronmental factors are ever changing, perceptions, attitudes, 

values, and identities are ever changing. Consequently, new 

perceptual and identity groups are constantly being formed, 

and existing groups are constantly in a state of flux." (p. 

59) This constant change in one's identity might decrease 

the importance of culture as an influence on managemenk 

style. It supports the theory of cultural resocializati,sn 

in managerial comparison studies. 

1.4 Operationalizing Cultural Differences 

The similarities and differences between or among 

cultures are a central focus fgr cross-cultxral studies. 

Some cultural differences and similarities can be distin- 

guished by looking at appearance, language, dress, and fscd. 

However, there are 3rher cultural characteristics which are 

not so readily apparent, and there are man:/ approaches f;r 



examining cultural differences and similarities. One common 

approach is to investigate "value systems", because, as 

Singer (1987) says, "These refer to our desires, wants, 

needs, or goals." (p. 21) ; and "values are closely inter- 

twined with attitudes" (p. lo), Value systems have been used 

as an explanation for managers' behaviors and attitudes 

across cultures. 

1.4.1 Defining Values 

Approaches to the study of values differ widely and 

have been developed by a wide variety of behavioral and 

social scientists. Many philosophers and anthropologists, 

such as Clyde Kluckhohn (1951), and sociologists such as 

Fallding (1970) represent different approaches to the defi- 

nitions of values, the level of abstraction or generality 

being considered, the measurement problems associated with 

them, and the purposes for which values are measured (Eng- 

land. 1973) . However, it can be concluded that values are 

not directly observable and do not operate independently of 

the biological organism or social field. 

How, then, are the concepts of values and value sys- 

tems to be defined? Rokeach (1973) provides the following 

definition: 

A value is an enduring belief that a specific mode 
of conduct or end-state of existence is personally 



or socially preferable to an opposite or converse 
mode of conduct or end-state of existence. A val- 
ue system is an enduring organization of beliefs 
concerning preferable mcdes of conduct or end- 
states cf existences along a continuum of relative 
importance. (p. 5) 

According to Rokeach's definition, the values referring tc 

modes of conduct are called instrumental values and they 

include such ccncepts as honesty, love, responsibiliry, and 

courage. The values referring to end-states of existence 

are called terminal values and they include such concepts as 

freedom, equality, a world at peace, and inner harmcny. 

Research using theories related to the concept of 

values provides possible explanations for understanding the 

personal value systems of people and the impact of values on 

their behavior. England (1967) developed a theoretical mod- 

el of the relationship of values to behavior for his manage- 

ment study. This model uas aesigned in terns cf the 

characteristics of managers and the behavioral relevance of 

values. The potential values which affect behaviors are 

made up 3f twc classes: non-relevant values (those that 

would have little or no impact on behavior) and cc~nceivec 

values (those that may be intended cr professed). However, 

these two types of values cannot be considered as dcninatinc 

behavior without considering environmental infi~ences anc 

- .  - 
constraints. Because values develo~ in envlrcnments, ( 2 : ~ -  

ferent envircnments foster different values. 



Every individual must inevitably be a member of a 
myriad of different perceptual and identity groups 
simultaneously. However, one shares a higher 
degree of sinilarity of perception and a higher 
degree of group identity with some groups than 
with others. Consciously or otherwise (usually 
subconsciously) one always rank orders these iden- 
tities. Not only is each individual's rank order 
unique but that order varies as the context (envi- 
ronment) varies. (Singer, 1987, p. 49) 

All of the identities we hold have some impact on our behav- 

ior. The more important our identity with a group, the more 

it influences our attitudes, values, and beliefs, and thus, 

our behavior. 

1.4.2 A Cultural Value System 

In Culture's Consequences, Geert Hofstede (l980) 

argues that "people carry mental programs which are devel- 

oped in the family in early childhood and reinforced in 

schools and organizations, and that these mental programs 

contain a component of national culture. They are most 

clearly expressed in the different values that predominate 

among people from difeerent countries."(p. 11) Hcfstede, 

conducting studies from 1968 to 1978, identified four cul- 

tural dimensions which dominate value systems in 40 differ- 

ent countries. In other words, these dime~sians (labeled 

power distance, uncertainty avoidance, individualism, and 

masculinity) can affect individual thinking, organizati2ns, 

and institutions in predictable ways. 



The first of the four value dimensions of national 

culture is called "power distance" (PDI). The basic issue 

of this dimension is "human inequality." Inequality can 

exist in various areas, such as prestige, wealth, and power; 

different societies put different weights on these areas. 

For instance, inside organizations, inequality in power is 

inevitable and functional. Therefore, the differences in 

PDI among cultures can be expressed in the perceptions of 

the superior's style of decision-making, employees fear of 

disagreeing with superiors, and with the type of decision- 

making which subordinates prefer in their boss. 

The sec~nd dinensi.cn of national culture is labeled 

"uncertainty avoidance" (UAI). We try to cope with issues 

of uncertainty about the future through the domains of tech- 

nology, law, and religion. It is believed that the percep- 

tions of uncertainty are related more to personaliry 

variables (cognitive processes) than to perceptions of envi- 

rsnmental conditions. Hofstede asserted that "If percep- 

tions of uncertainty are affected by perscnality variables, 

i t  is more than likely that they will also be affected by 

cultural variables." Thus, "if different sccieties deal 

with uncertainty in different ways, this should also affect 

 he ways in which they build organizations that react ts 

uncertainty." ( p .  157) 



The third dimension of national culture is caliea 

"individualism" (IDV). It assumes that the degree af 

individualism/collectivism expected from i:s members wlll 

strongly affect the nature of the relationship between a 

person and the organization to which he or she belongs. For 

instance, in the Chinese tradition, individualism is evil; 

most Western thinkers are happy with individualism. The 

level of individualism/collectivism in a society will affect 

the organization members' reasons for complying with organi- 

zational reqilirements and also affect what type of perszns 

will be admitted into positions of special influence in 

organizations. 

The fourth dimension of national culture is "mascu- 

linity" (MAS). Masculinity/femininity is fundamental fact 

with which different societies cope in different ways.  or 

instance, in a masculine society, males have a higher status 

than females and the good manager is expected to be aggres- 

sive, competitive, firm, and just rather than yielding or 

dependent or intuitive in the womanly sense. aofsrede 

emphasizes the connotations of low and high Y-AS scores: In 

high MAS cultures, achievement is defined more in terms of 

recognition and of wealth; we call i s  "ego accsmplisn- 

ment." In low MAS cultures accornplishnent is defir,ed mcre 
- .  . 

in terms of the quality of human contacts and of :b.e - iT; :nq 



environment; this is "social accomplishment". High MAS can 

be reflected by belief in the independent decision maker; 

the acceptance of a company's interference in private life; 

higher job stress; the support of theory X (employees dis- 

like work); and greater value differences between men and 

women in the same jobs. In contrast, low MAS can be charac- 

terized as a belief in group decision; the rejection of a 

company's interference in private life; lower job stress; 

strong rejection of theory X; and small or no value differ- 

ences between men and women in the same job. 

In short, the four dimensions of national culture 

that were empirically found in Hofstede's studies are theo- 

retically relevant. They describe basic problems of humani- 

ty with which every society has to cope; and the variation 

of country scores along these dimensions shows that differ- 

ent societies do cope with these problems in different ways. 

Some of the dimensions interact in their effects upon cul- 

tures. The combination of PDI and UAI in particular, affect 

organizational structures and functioning through the 

implicit models of the ideal organization which people carry 

in their minds. Therefore, Hofstede's values survey module 

has been recommended for future cross-cultural survey stud- 

ies (Hofstede, 1980). 



1.5 Operationalizing Organizational Communication 

As has been mentioned, culture can be viewed a s  a 

factor in explaining how organizational behaviors differ; 

and value systems can be treated as an approach to examining 

c!~ltural differences and similarities in organizational man- 

agement. There are several practices in organizational n2n- 

agement, such as planning, staffing, organizing, and 

appraising, which can be used to study differences in mana- 

gerial practices. Employee performance appraisals are usu- 

ally used in organizations as a basis for adninistrative 

decisions such as employee promotion, transfer, and employee 

development which includes identification af training ceeds 

and performance feedback. In addition, Brinkerhoff and Ran- 

ter (1980) state that "the performance appraisal process is 

not an independent, isolated set of activities but is struc- 

turally linked to a variety of other features and processes 

of the organization." (p. 8-9) This means that perf3rmar.c~ 

appraisal systems should never be analyzed without full con- 

sideration of the context in which the appraisal is bein? 

performed--such as organizational structure and the cultures 

of its managers. Yanagers who practice employee appraisal 

will base their employee evaluations at least partiall:; 22 

the basis of what is expected by his,/'her organizazion ar?d 

his/her culture. 



The following section will descri~e not snly ernpls:;- 

ee appraisal itself but also its implications and reievant 

relationships in multicultural studies. 

1.5.1 The Employee Appraisal 

Litterer and Kikoski (1982) analyzed a number of 

pressures--some traditional, others novel--which are 

increasing the use and significance of performance appraisal 

systems today. First is the general need for organizati~ns 

to become more productive and more effective. Those wh3 

stress Human Resource Development argue that the best way to 

make organizations more effective is to make better use of 

human potential. Thus, performance appraisal is a manage- 

ment tool which can link organizational needs and individual 

capabilities. Second, the growth of unions is pushing pub- 

lic organizations to make their employment procedures more 

objective and rational. More objective, accurate, and fair 

performance appraisals will be required in conjunction w i ~ h  

- ,  

promotion, pay-raises, discipline, and dismissals. :xis 

environmental pressure has made performance appraisals a 

fundamental issue. Third, the passage cf the 1978 C i ; ? i l  

Service Reform Act not cnly demanded linkage ~etwee?. sxecu-  

:ive performance and pay, but also established perfsrmancs 

appraisal as the principal method for its accDmpiishment. 



Because of these strong pressures, employee performance 

appraisals can be expected to play an increasingly cencral 

and crucial role in both public and private organizaticns. 

From a communications point of view, however, ar, 

employee's performance appraisal is one tool for evaluating 

the effectiveness of an entire organization; its flnction is 

not just the evaluation of one employee which ends in his or 

her reward or punishment. The process of performance evalu- 

ation involves a series of variables in the communicating 

process, from the written Language used on the appraisa; 

form to the communication of appraisals--the way findings 

are relayed to the employee. Eecause sf its cornpLexity and 

its importance to organizations, employee performance 

appraisals have been studied from many perspectives. For 

instance, Decotiis and Petit (1978) indicated that perform- 

ance appraisal research has addressed various aspects cf the 

process. 

The model of the performance appraisal process and 
discussion of its components suggest three ccnclx- 
sions with respect to performance appraisal 
research: (a).it is voluminous; (b).largely 
unsystematic; and (c).at least as subject ta fads 
and fashion as any other aspect sf persorne; 
research and practice. ( p .  644) 

Since employee performance appraisals nave been 

st~died from many perspectives, the following sec~iar? will 



review one organizational function that is indicative of 

effective communication; whether or not it motivates  he 

employee. 

1.5.1.1 Motivation 

Motivation, a term generally used in the behavioral 

sciences, is an important element in the employee appraisal 

process. Specifically, in performance evaluation, it can be 

used to identify the behavioral dimensions that predict sub- 

ordinate work performance. 

Oldham (1976), based on his research, believes that 

the conditions in arganizaticnal environments ( s ~ c h  as 

reward systems, feedback systems, and task structures) can 

have a crucial irnpact on individuals' motivation levels. 

Thus, a supervisor who creates a positive wcrklng environ- 

ment f3r his/her subordinates is more effective in mocivat- 

ing them. The actual techniques supervisors use to create 

conditions that motivate subordinates can be labeled "q.orl- 

vacional strategies." 

Oldham identified nine specific motivational strat- 

- 
egies which might be applied by superviszrs: persona-13. 

rewarding, personally punishing, setting qcals, desiqning 

feedback systems, placing personnel, designing j ? b  s y s t ? n s ,  



materially rewarding, materially punishing, and designing 

reward systems. It is expected that subordinate motivation 

and performance can be increased by the use of these strat- 

egies. In short, the hypothesis was that the more effective 

a supervisor is in motivating his subordinates, the greater 

will be his subordinates' rated productivity. The results 

of this study indicate that five of the proposed strategies 

of motivation (personally rewarding, setting goals, design- 

ing feedback systems, placing personnel, and designing job 

systems) significantly support the hypothesis. The only 

strategy which failed in this study was personally punish- 

ing; the other three had no significant effect. 

While Oldham was concerned with what supervisors can 

do to motivate employees, Decotis and Petit (1978) investi- 

gated motivation as a factor influencing supervisors' evalu- 

ations of subordinates' performance. They conducted a study 

based on Taft's (1971) theory, which indicates that the 

accuracy of performance appraisals can be viewed at least 

partially as a function of a rater's motivation to appraise 

accurately. Decotiis and Petit indicate that there are six 

determinants of a rater's motivation. 

Without regard to the order of their importance, 
they are: (a). perceived consequence of accurate 
appraisal for both rater and ratee; (b). rater 
perceptions of the adequacy of the performance 
appraisal instrument used; (c). relevant organiza- 
tional policies and practices; (d). rating format 



itself; (e). availability of appropriate standards 
of performance; and (f). purpose of appraisal.(p. 
636) 

If we draw key-words from each of these determinan~s 

of rater motivation, they are "perceived consequences", 

"rater perceptions", "organizational policies", "rating for- 

mat itself", "standards of performance", and "purpose of 

appraisal". The first two are personal perceptions; the 

other four concern the organizational structure. Thus, we 

may attempt to determine rater motivation by examining per- 

sonal perceptions and the organizational structure. 

Personal Perceptions 

One definition of personal perception is suggested 

Perceptions are the ways in which a person experl- 
ences the world. They also determine the ways in 
which we behave toward it. That "world" includes 
symbols, things, people, groups of people, ideas, 
events, ideologies, and even faith. In sum, we 
experience everything In the world not "as it 
is" -- because there is no way that we can know tke 
world "as it is"--but only as the world comes c =  
us through our sensory receptors ----- Hence, vir- 
tually every message to whicn we attend will be at 
least indirectly affected by our cultdral condl- 
tioning. (p. 7) 

According to Singer, 3 perceptions have t 3  pass 

though the filters cf u censor screens, our decoding 

mezP.anisms, and the collecrivi ty s f  everything we ha~je 



learned from the day we were born. In other words, percep- 

tion, one component of motivation, has to be affected by 

culture, and a rater's motivation towards his employee will 

differ from culture to culture. 

Organizational Structure 

Gibson, Ivancevich and Donnelly (1985) have reached 

similar conclusions to personal perceptions about organiza- 

tional structure, the other component of motivation, by say- 

ing that "Structure is an important cause of individual and 

group behavior."(p. 417) As we know, organizations are pur- 

posive and goal-oriented, and the structure of organizations 

facilitates this. The process of organizational design csn- 

sists of managers making decisions and taking actions. 

These decisions and actions may range from those about indi- 

vidual jobs to those about environmental factors. 'The 

design of a specific organizational structure may be explic- 

it or implicit; it may be "one-shot'' or developmental; it 

may be done by a single manager or by a ceam of managers. 

Gibson and his colleagues propose four design deci- 

sions (division of labor, deleaation of authorlcy, depart- 

xentatization, and span of contrcl) whicn result ir? t h e  

structure of an organization. According to these Csur 

determinants, crganizational structure can be divided inrs 



various types which will make different decisions and take 

different actions. In other words, a manager perceives what 

kind of organizational structure sjhe belongs ta, and then 

sjhe motivates hisjher subordinates in the particular way 

which is accepted by her/his organization. 

These research reviews reveal that, personal percep- 

tions and organizational structure (two key components 3f 

motivation) are closely related to culture. Therefore, when 

a rater evaluates his/her ratees, sjhe will motivate them in 

a way related to the organizational structure s/he belongs 

to. The next section will review comparison studies to show 

that different cultures produce different res~lts i;: ?er- 

formance appraisals. 

Cultural Affects 

The complexities of the appraisal process beccme 

even more pronounced when one looks at employee evaluatior. 

procedures in different cultures. In Western countries, Eor 

example, many appraisal programs contain a three-step pro- 

cess. The supervisor completes a numerical and prose evalu- 

ation; the employee reads it and responds to it in i<riti~g; 

and a second-level reviewer, usually the appraiser's immedi- 

ate superior, evaluates both the appraisal and the respznse. 

McGuire (1980) suggests that the problem with this ,attern 



is that the supervisor feels forced to deal with two diverse 

audiences in the same document. In other words, while the 

appraiser's ostensible task is to evaluate the enpl~yee, his 

or her own judgments are also being evaluated for their 

soundness, corr.pleteness, and the information they provide to 

the second-level reviewer. Facing this complex duty, the 

appraiser generally tends to overemphasize the employee's 

weaknesses and the declared purpose of helping the en.ployee 

to improve performance fails to be accomplished. 

In Asia, on the other hand, Saner-Yui Lichia and 

Saner-Yui Raymond (1984) contend that Confucianist manage- 

ment practices have ccntributed strcngly ko the spectacalar 

business success of the "four dragons" of the Far East: 

Hong Kong, Singapore, South Korea and Taiwan. In Confucion- 

ist cultures, such as Taiwan's, the most commonly-used 

appraisal methods are rating scales, essays, and forced 

selections. These nethods are embedded in a socic-cultural 

context characterized by collectivism and large power dis- 

tances, which nay differ from Western socie~ies. Eacn 

department in a Taiwanese company is viewed as a family 

within a larger clan system. The departnent heac is seen as 

the paternal figure in -he whole family s r  clan. The scaff 

of the departments are the "children" and each "child's" 

performance reflects the "garent's" (superior's) managegent 



capabilities. In other words, if the staff does not perf~rrn 

well, the boss is to blame. Therefore, Taiwanese superiors 

reluctantly write critical evaluations, and to rate their 

own staff negatively is strongly resisted since it could 

result in disapproval from the top. "One does not hang aut 

one's dirty laundry."(p. 28) 

Comparing Western and Oriental cultures, chen, we 

find that Western supervis~rs focus on their subordinace's 

weaknesses, but in the East, the ratees' weaknesses may be 

covered up by the raters. These studies by McGuire (1980) 

and Saner-Yui (1984) may give us a hint that a performance 

appraisal is purposeful, relevant, and perticent ts t?,e 

organization in the context in which i t  exists. Thus, cul- 

tural, as well as organizational features, may affect an 

appraisal's practice and outcome. 

The influence of cultural factors may be better 

understood by examining the results of the following ccmpar- 

ison study which analyzes the differences between two cul- 

tures (Japan and th,e U.S.). Zierden (1983) believes chat 

one of the most apparent differences is in the physical 

responses of U.S. and Japanese managers t 3  problsm sic>- 

ations. He observed managers' actions ar the 3orner.t they 

spotted a problen and noted their responses Lne  situ- 



ation. The typical American manager responded to surprises 

by a sound of "aw-sh". On the other hand, the typical Japa- 

nese responded to surprises with "slss-honn". Zierden 

points out the implications of these different responses: 

the "slss-honn" requires an inhalation and the prolonged 

"honn" sound is akin to the widely known "oom" sound that is 

chanted while meditating and is associated with a state of 

deep relaxation. In contrast, the "aw-sh" response is 

accompanied by tension and a sharp exhalation. In other 

words, it would seem that the Japanese manager invigorates 

his mind and body with a fresh supply of oxygen and then 

experiences a short period of meditative relaxation. What 

the "slss-honn" reflects about the attitudes of Japanese 

managers is that it typifies their more positive response to 

circumstances. The "aw-sh" indicates that most Americans 

believe that business should run according to some perfect 

model where any discrepancy should be responded to with neg- 

ative energy, criticism, stress, and anger. 

This does not mean, of course, that attitudes will 

totally change by switching from an "aw-sh" response to a 

"slss-honn" sound or vice versa. However these two sounds 

may be indicative of a real difference in managers' and cul- 

tures' attitudes toward problems. 



The differences between Taiwan and the United States 

in appraisal practices and between U.S. and Japanese atti- 

tudes toward problems cannot be explained without examining 

their culture background. 

1.5.2 Communicat ion  and Employee Appraisals 

Employee appraisals involve considerable communlca- 

tion between managers and employees, and employee motivation 

is central to this communication. Actually, it would be 

extremely difficult to find an aspect of a manager's job 

that does not involve communication. Therefore, the perti- 

nent questlon is not whether managers engage in communica- 

tion, because communication is inherent to the functioning 

of an organization, but rather, whether managers communicate 

well or poorly. In other words, as Gibson and his col- 

leagues (1985) mention, "communication itself is unavoidable 

in an organization's functioning; only effective communlca- 

tion is avoidable. Every manager must be a communicator. 

In fact, everything thac a manager does communicates scme- 

thing in some way to somebody or some group. The only ques- 

tion is, "wlth what effect?" (p. 531) 

Since communicatisn is inherent in any orqaniza~ioc, 

the question of how superiors and subordinates lnteract ar.d 

canmunicate to achieve both personal and srgarlizational 



goals has been an object of investigation by social scien- 

tists for most of the 20th century. Jablin (1979) reviewed 

empirical research examining superior-subordinate conununica- 

tion, and divided it into nine topical categories. Each of 

these categories represents a series of investigations. One 

of the nine is "semantic information" which has been 

described as the gap in information and uncerstandinq that 

exists between superiors and subordinates on specified 

issues. 

Jablin drew ten basic conclusions from the early 

research on semantic-information distance. They can be 

related briefly as follaws: 

The larger the semantic distance between superior and 
subordinate, the lower will be the subordinate's morale. 
Superiors tend to overestimate the amount of knowledge 
subordinate's possess on given topics. 
Management personnel tend to describe themselves by 
traits that are different from those that subordinates 
use to describe themselves. 
Managers and workers differ in the criteria that they 
use in making judgments about people. 
Significant gaps in semantic distance exist between 
union and management and between unicn leadership and 
their members. 
Superiors and subordinates have difficulty agreeing 3n 
the basic job duties and demands facing subordina~es. 
Whether a superior has previously held his/her subordi- 
nate's job has little effect on reducing the semantic- 
information distance betxeen them. 
Superior's percepticns cf the attitudes ef subcrdinates 
toward nirn/her is often unrelated to their actual atti- 
tudes. 
Serious semantic differences becween superisr and sabor- 
d i n a ~ e  are frequent. 
There is some evidence that indicates that superiars 
"find it easier to communicate wich subordinate Ianacsrs 



whose attitudes are similar (rather than dissimilar) to 
their own." (Jablin, 1979, p.1207-1208) 

From the above results of earlier research there are 

many rnisperceptions in superior-subordinate ccmrnunication. 

The last of Jablin's conclusions indicates that it is easier 

for superiors to communicate with subordinate managers whose 

attitudes are similar to their own. In a multinational 

organization (where superiors and subordinates come from 

different countries and carry different cultural attitudes), 

it can be assumed that the misperceptions will be larger 

than in those organization in which both superiors and sub- 

ordinates carry the same cultural backgrounds. 

1.6 A Common Communication Problem 

Misunderstanding or disagreement has been studied as 

a common problem between superiors and subordinates. The 

following two studies investigated the perceptions sf 

superiors and subordinates in their rcles as perf.srmance 

rater and ratee. 

Thornton (1968) formulated his as~urr~ption Erom rhe 

research results cf Kirchner (1965) that subordinates tend 

to rate themselves more favorably than do their super-~isozs. 

Therefore, Thornton's research questions were as f,31hws: 

what agreement and disagreement is there beiweenperf3rrnance 



appraisal ratings by supervisors and subordinates? Hcw 

accurate are the self-perceptions of executives in apprais- 

ing their own performances? 

Sixty-four members of management participated in the 

performance appraisal program. Twenty-seven items were cho- 

sen for analysis. The findings were similar to the previous 

results: there is a large degree of disagreement or misun- 

derstanding between superiors and subordinates. 

A more open appraisal system was examined by 

McConkie (1979). In the traditional approach to appraisals 

it is likely that managers play "God" in judging the person- 

alities of subordinates. But Mangement by Objectives (MBO) 

is an approach in which subordinates participate in goal 

setting and performance. Hence, it is expected that there 

will be less misunderstanding in MBO appraisal processes. A 

review of the literature largely confirms that it is nore 

objective than others; however, a great deal 3 f  confusicn 

still exists ccncerning how MBO is actually ~ s e d  and its 

users evaluated. 

McConkie attempted to explain this confusicn by say]- 

ing "This seems important because there are many factors-- 

psychclogical forces, past work experiences, present worxing 

climate, and scores of others--which so forcefuily irnpac~ 



upon the individuals in the organization that their behav- 

iors may be difficult to mold into the MBO appraisal far- 

mat. " 

In 1981, Smircich and Chesser replicated Thorncon's 

research, but they attempted to show that understanding or 

misunderstanding would be moderated by the nature of the 

relationship between superiors and subordinates. The spe- 

cific moderating variable explored was the degree of aurhen- 

ticity in the superior-subordinate relationship. .They 

assumed that high reality perceptions would be closely asso- 

ciated with authenticity in relating, since in a highly 

authentic relationship bcth parties would listen a cr,e 

another and display a low degree of misunderstanding. In 

other words, in low authenticity relationships the subordi- 

nates feel that the superior controls the situation and does 

things without their knowledge--behind their backs. This 

belief may explain a high degree of misunderstanding. Sur- 

prisingly, the results showed that both high and low authen- 

ticity parties have significant misunderstandings. Their 

findings lead one to wonder why misperceptions exist in cpen 

organizations. 



The performance appraisal is a management tool which 

can link organizational needs, environmental factors, and 

individual capabilities. The standards of raters for evalu- 

ating performance can reflect the value systems which are 

fostered in specific cultures. The concept of performance 

appraisal does not focus on the results of rewards or pun- 

ishments, but on those implicit or explicit factors which 

underlie the appraisal practice. Motivation, fcr instance, 

is one of the important components for explaining different 

management practices. Decotiis and Petit indicate that 

L ,,,ere L. are six determinants of rater zotivaticn. Arncng thsse 

determinants, personal perceptions and organizational struc- 

ture are the crucial factors. 

Perceptions are defined as the process ~y which an 

individiual selects, evaluates, and organizes stimuli from 

the external environment. Technically speaking, percept~ans 

are taugnt by the groups with which people identify. Thus, 

perceptions are group-related and are also what consticute 

cultures. Organizational structures are divided intc vari- 

ous types--closed, or open organizations, etc.-- sihlch nay 

cause different decisions and actions in nanagenent practlc- 

es. Therefore, a manager perceir~es what kind 3f crganlza- 



tional structure s/he belongs to, and then motivates her/his 

subordinates in the particular way which is accepted by his/ 

her organization. 

In sum, the personal perceptions and organizational 

structures that are important components in determining 

raters' motivation are group-related, and are sometimes used 

synonymously with the word culture. Studies that look at 

the employee appraisal in light of cultural factors use val- 

ues to measure the differences between and among cultures. 

The four dimensions of values (labeled power distance, 

uncertainty avoidance, individualism, and masculinity) pro- 

posed by Hofstede are a significant attempt to categorize 

the values affecting organizational behavior. 

As has been noted, a manager's perceptions, values, 

and attitudes differ in accordance with his/her culture. An 

assumption may be that there will be differences between 

managers' perceptions related to the differences between or 

among cultures. The work place of the multinational company 

usually has at least two different kinds of workers--those 

from the parent company who represent a foreign culture and 

the others from the native culture. Usually, each culture 

is characterized by different attitudes, values and beliefs 

that are reflected in managerial behavior. As mentioned, 



misunderstanding between superiors and subordinates occurs 

in any type of organization; it is especially likely to 

occur in multinational organizations. 

Communication is a process of expressing one's 

thoughts and reflects one's values, attitudes, beliefs and 

disbelief systems. It is especially important in the 

employee appraisal process. Actually, it would be extremely 

difficult to find any aspect of a manager's job that does 

not involve communication. Therefore, most organizational 

studies cannot be conducted without considering communica- 

tion. Misunderstanding has been shown to be a common prob- 

lem between superiors and subordinates; indeed, according to 

Smircich and Chesser (1981), misunderstanding is expected to 

happen in any organization even in high authenticity organi- 

zation. 

Because cultural values appear to play a role in 

understanding cross-cultural communication, the present 

study will modify the Smircich and Chesser study in a multi- 

national corporation to focus on the bicultural nature of 

the corporation and the ability of cultural variables to 

explain managers' misperceptions. It will use Hofstede's 

values questionnaire to determine the value structures of 

the two cultures. The Hypotheses and procedures for the 

study are given in Chapter Two. 



CHAPTER 2. RESEARCH PROCEDURES 

In organizational behavior research, there has been 

concern about the difference between superiors' and subordi- 

nates' perceptions. These differences can be viewed as 

"disagreement," especially when they occur in managerial 

communication. The implications of these misunderstandings 

can be explained as "dysfunction" between managers and 

emplsyees. Tws sf the studies nentioned earlier have exax- 

ined the misunderstandings between superiors and subordi- 

nates. Thornton (1968) discovered that there is a large 

degree of disagreement or misunderstanding between superi3rs 

and subordinates in performance appraisals; Smircicn and 

Chesser determined that both high and low au~her~ticiry 

organizations have significan~ misunderstandings. There- 

fore, the first assumption ~f this present study is chat 

misunderstanding will exist between supervisors and subordi- 

nates in most organizations. 

One area of research chat focuses on this perceptcal 

disagreement has been employee per forma~ce eliaiuat . 



Because the employee performance evaluation involes a series 

of variables in the communication process, the disagreement 

between superiors and subordinates will frequently occur i ~ .  

the performance appraisal. 

As mentioned earlier, personal perceptions are tne 

ways in which a person experiences the world; the "wsrld" 

includes symbols, things, people, groups of people, ideas, 

events, ideologies, and even faith. Hence, every message to 

which we attend will be at least indirectly affected by our 

cultural conditioning. In other words, perceptions are 

affected by culture. Therefore, the culture (valces, l a ~ s ,  

cuskoms, etc.) may affect the process 3f employee Ferf~r1- 

ance appraisal. 

For the purpose of this study, the four main dimen- 

sions of value systems (power distance, uncertainty avoid- 

ance, individualism, and masculinity) proposed by Hofscede 

will be used. 

2.1 Hypotheses 

To test the assuaptions of misunderstandinq, 1s: 

levei managers were asked to evaluate :he crcanizational 

behacrior of their 2nd level managers (1st direct perspec- 

tives), 2nd level managers were asked to evaluated rheir zwr 



organizational behavior (2nd direct perspective), and how 

they think the 1st level managers evaluated them (2nd neta- 

perspective). Agreement of perception is equal to 1st 

direct perspective minus 2nd direct perspective and accuracy 

of perception is equal to 1st direct perspective minus 2nd 

meta-perspective (McLeod and Chaffee, 1973). 

If the assumption that two different cultures poss- 

ess two different value systems is accepted, it can be 

assumed that the misunderstandings between supervisors and 

subordinates who come from different cultures will be great- 

er than those who are from the same culture. 

Therefore, in the present study, the hypotheses are: 

Hypothesis #1: There are significant differences between 
expatriate managers' and host managers' values in a 
multinational corporation. 

Hypothesis #2: Differences in Perception 

#2A: The agreement in perceptions is greater when 1st ;eve1 
and 2nd level managers are of the same culture than 
when they are of different cultures. 

#2B: The accuracy in perceptions is greater when 1st le~rel 
and 2nd level managers are or' the same culture than 
when they are of different cultures. 

Hypothesis #3: There will be a positive correlation oetween 
the differences in values of Isc and 2nd level nanagers 
and the accuracy of percept lor,^ between ?st and 2nd 
level managers, 1.e.. The nore their -Jaiues differ she 
greater will be their differences in perceptians. 



2.2  M e t h o d  

The case study is but one of several ways ~f doing 

scientific research. The single-case study, one type cf 

case study strategy, is an appropriate design for testing a 

theory which has specified a clear set of propositions and 

circumstances in which the propositions are believed to be 

true. It may be possible to confirm, challenge, or extend 

the theory by looking at a single case. Furthermore, it can 

be used to determine whether a theory's propositions are 

correct, or whether some alternative set of e:<planations 

might be more relevant. For this reason, a single-case 

study will be conducted to imple~~ent the present :esearch. 

Although the case study is a distinctive form of 

empirical inquiry, many research investigators have pointed 

to some disadvantages of the case study, especially the facc 

that it provides very little basis for scientific generall- 

zation. To avoid possible disadvantages, the present study 

%ill supplement the traditional case study with quantitatic;e 

c a t a ;  thus, it may be called a "triangulation study." It 

  ill include both surveys (quantitative) and interviews and 

~ ~ r p o r a t e  documents (qualitative). 



2.2.1 Samp le  Cho ice  and Background 

The first criterion for selecting an organiza~lon ts 

study was that it be multinational. A local plastics Cor?o- 

ration (here after called "Plastics") was chosen because it 

is a large multinational company with a branch in Delaware. 

This branch is one of several of the company's subsidiaries. 

The corporation was established in 1957 and is well-known as 

a major company in Taiwan. Its management is considered 

successful and can be called typical of the Chinese scyle of 

management. The Delaware branch was established seven years 

ago, and Chinese management practices have been followed 

4- h  er ere. 

Another reason for choosing this company is that it 

is solely owned by the Chinese. Therefore, the orgainza- 

tion's own subculture and decision making is directed  fro^ 

Taiwan. If an organization starts a foreign venture witn 3 

local partner, a key question centers around who contrgls 

~ h e  venture. In the case of shared-control, :t may be 

argued as to whether or not the multinational organization 

can impose its home culture. But this nuitinaticnal csmpany 

is completely Chlnese owned and csntrolied from Taiwan. 

The subjects are the fcilawina: (a). twc Chinese 

first-level managers and two Chinese second-level xinagers; 



(b). two American first-level managers ar,d fifteen second- 

level managers. Their position distribution is shown in 

Figure 1 

The four Chinese managers are senior employees in 

the company. This means that they worked in the home cgmpa- 

ny for a long time and then were trained and transferred to 

the foreign subsidiary. In addition, the Chinese managers 

occupy decision-making positions in this subsidiary, but it 

can be assumed that their values reflect their own home- 

culture. All the U.S. managers were hired in the United 

States. It is assumed that their value systems reprssenr 

that cf the U.S. 



D e p a r t m e n t  A 

1st l e v e l  

C h i n e s e  m a n a g e r  

I A C 

D e p a r t m e n t  C 

1st level  

A m e r i c a n  m a n a g e r  

A 
C G A A A A A A A  

C= 2 n d  l e v e l  C h i n e s e  m a n a g e r  
A= 2 n d  l e v e l  A m e r i c a n  m a n g e r  
G= 2 n d  l eve l  G e r m a n  m a n a g e r  
I= 2 n d  l eve l  I r a n i a n  m a n a g e r  

D e p a r t m e n t  B 

1st level  

C h i n e s e  m a n a g e r  

A A A A A A 

D e p a r t m e n t  D 

1st level  

A m e r i c a n  m a n a g e r  

A A A A c 

1 Figure 1 : Stratification of Subjects 



Research Ins t ruments  

Three sources of evidence will be used in this 

study: documentation, interviews, and surveys. The type 3f 

data collected with each instrument is summarized belcw. 

Hofstede's Culture's Consequences is concerned with 

identifying the specific elements (work-related values) cf 

which culture is composed. The data used for the empirical 

part of his research were extracted from an existing bank of 

paper-and-pencil survey results collected within subsidiar- 

ies of Dne large multlnaticnal busir,ess orgafiization in 3 0  

countries, and covering, many questions about values. In 

his own research, Hofstede used an unusually large nunber of 

(national) cultures: at first, 40; later on, 53. Therefore, 

it overlaps at least partly with most other cr~ss-national 

studies as far as the countries covered are cancerned. 

The populaticn of Hofstede's scudies included 

employees of different subsidiaries of the same nultinaticn- 

al business corporation, a narrow but well-matched set cf 

samples. His survey was taken twice, around 1368 and 1972, 

producing a total of over 116,000 questionnaires. Addition- 

ai data were collected among managers participating i n  



international management development courses and unrelated 

to the first multinational business organization. Therefcre, 

the four main dimensions (power distance, uncertainty avcid- 

ance, individualism, and masculinity) on which cultures dif- 

fer were determined by theoretical reasoning and statistical 

analysis. 

These four dimensions of culture can be viewed as a 

combination of quantitative and qualitative characteristics. 

Hofstede computed the reliability scores for individ~al 

items on the values survey. The mean of these scores was 

0.53 (p. 75). Therefore, the values survey (see Appendix A) 

develaped by Hofstede will be used in the present stady. It 

will be given to both the first and second level manacers in 

order to examine the first hypothesis of the study. 

The scale for perception of performance, which nas 

been mcdified from that used by Sims and Szilagy (1975), 

assesses six dimensians: quality of work, quantity of wcri, 

dependability, ability to get along with others, initiaci~~e 

on the job, and cverall performance. Actually, these six 

items were developed by Porter and Lawler (1965). A factsr 

analysis of this instrumen: yielded a single fact2r ( S z ~ l a -  

g y ~ ,  1974). The split half reliability sf tnis scale, c3r- 

rected by the Spearman-Brawn fsrmula, xas 0.94. ( S T  aria 

Szilagyi, 1975, p. 429) 



Each superior rated the performance of his subordi- 

nates participating in the study (direct perspectives) using 

this scale (APPENDIX B). The subordinates completed a modi- 

fied version of the rating scale, which asked them to rate 

their performance, not the way they perceived it, but, 

instead, the way they believed their superior would rate 

them--meta-perspective (APPENDIX C). They were also asked 

to rate their performance as they perceived it--direct per- 

spective (APPENDIX D). This allowed an examination of the 

second hypothesis. A comparison of the differences in per- 

ceptions with differences in values allowed an investigation 

of the third hypothesis. 

2.2.2.2 Documentat ion 

Organizational documentary information may be rele- 

vant to the implicit or explicit data which will be utilized 

in this study. Therefore, a variety of documents was read, 

e.g., appraisal forms, company philosophy, etc., to help 

develop the corporate culture and obtain information about 

its value systems. 

2.2.2.3 Interviews 

Since the interview can be one of the most important 

sources in a case study, both manager groups were available 



for interviews if the quantitative data warranted i t ,  using 

questions of an open-ended nature (see Appendix E). How- 

ever, the statistical data warranted only that the 1st level 

managers be interviewed. These were taped for a more accu- 

rate rendition of the interviews. These interviews enabled 

the researcher to follow-up the leads found with the ques- 

tionnaires and the documentation. 

2.3 Procedure 

The perception of values questionnaire developed by 

Hofstede was administered to all the managers on both lev- 

els. Since there were only four Chinese subjects in the 

manager pool, the reliability for this group is question- 

able. For this reason, interviews were conducted to elabo- 

rate those items which were deemed necessary. An analysis 

of the differences between the values of the managers from 

the two cultures as recorded by the values questionnaire 

enabled the researcher to evaluate the first hypothesis. 

The perception-of-performance questionnaire, which 

was developed from that of Porter and Lawer, was adminis- 

tered to determine direct perspectives (each superior rated 

the performance of his subordinates and each subordinate 

rated his own performance) and meta-perspectives (the subor- 

dinates rated their performance in the way they believed 



their superior would rate them). By comparing the direct 

perspectives the degree of agreement/disagreement between 

the two levels of managers was calculated, and by comparing 

the 1st level direct and the 2nd level meta-perception the 

degree of accuracy of perception between Chinese managers 

and U.S. managers was calculated. These data were used to 

evaluate the second hypothesis in the present study. 

A correlation of the differences between manager's 

values with the differences between the direct and metaper- 

spectives of the managers produced the information necessary 

to evaluate the third hypothesis. 

2.4 Analysis 

Both qualitative and quantitative analyses were 

used. The qualitative analysis consisted of the interviews 

and documentation. The quantitative analysis consisted of 

an analysis of variance of the managers' responses to the 

questionnaires and correlations between differences in val- 

ues and perceptions. The statistical results were augmented 

by the qualitative reports. The data and the results of 

these analyses are presented in Chapter Three. 



CHAPTER 3. ANALYSIS OF RESULTS 

Twenty-four questionnaires were sent ts fsur depart- 

ments of a iarge multinational company's branch in Delaware. 

Twenty-three surveys were returned and judged as usable (95 

percent of the sample). There were four nationalities rep- 

resented in the responding population: 17 Americans (74%), 

4 Chinese ( 1 7 . 4 )  1 German (4.3%), 1 Iranian (4.3%). The 

questionnaires were administered snly in English, since tF.2 

foreign respondents, as expatriate upper-levei managers ard 

mid-level managers, had a good command of the English lan- 

guage. The survey consisted of two parts fcr both Isc level 

managers (N=4) and 2nd levei managers (N=19): 1) a values 

survey--to examine the first prediction that the respon- 

dents' nationalities would influence their value systems, 2) 

a perception survey--to determine if the degree of rnisper- 

ception would be higher among different nationality groups. 

The content of the val,,~e-syscern qu?sticnnalre 

(designed by Hofstede) was divided intc five sectizns: the 

first consisted of demographic variables such as educatisn, 



sex, nationality, etc. For these items respondents simply 

circled the number of the alternative that best described 

their situations. The rest of the questionnaire ccinsisted 

of ten work goals represented in 27 questions which indicat- 

ed four different value dimension: individualism, power dis- 

tance, masculinity, and uncertainty avoidance (see Table 3.1 

& APPENDIX A). 

Eleven of the thirty-one questions on the survey 

were designed to elicit individualism values (IDV: $1, 2, 6, 

8, 11, 13, 15, 18, 22, 25, 27); 3 of the items were to Lrdi- 

cate power distance (PDI: #19r 20, 26); 14 items, for mascu- 

linity (MAS: #3, 3, 5 ,  6, 8, 11, 14, 17, 18, 19, 29, 21, 24, 

25); and 16 items were concerned with uncertainty avoidance 

(UNA: #3, 51 6, 7, 81 9 ,  10, 13, 14, 161 18, 21, 22, 23, 

25, 27); Some items were used for more than one subscale. 

Since scme of the items were stated negacively, the 3rder of 

the four dimensions on the Likert-type f3rmat (;=utncs: 

importance; 5= no importance) sometimes had to be reccced 

into opposite scores when the data were computer analyzed. 

The sum of the item scores for each dimensicn was the value 

used for that dimension in she cor~puter analysis. 

There were six items for performance appraisai ic 

the second questionnaire: quality of work, qcantity ct wcrk, 



Table 3.1: Ten Work Goals Used in Questionnaires. 

Number 

2 

13 

11 

8 

4 

7 

6 

14 

Short Name 

Chal L enge 

Desirable area I 
Earings 1 
Coarperation 

Physical 
conditions 
Freedom 

employ men^ 
securi tv 

Advancement 

Personal time 

Full Questionnaire Wording 

"Have challenging work to do - 
work from which you can get a 
personal sense of 
accomplishment. 

.,':Live in an area desirable to 
you and your tamily. 

"Have an opportunity for hi5h 
earnings 

"Work with people who 
cooperate :dell with one 
another. 

"Have qood physical working 
conditions. 

"Have considerable freedom to 
adapt your own approach to 
the job. 

"'Ha.;e the securi~y :hat 
will be able to uork for 
your company as Long as 
you want to. 

"Have an opportunity for 
advancement to higher Level 
jobs. 

"Have a good working 
relationship with your 
manager. 

"Have a job whicn Lea.'es 
you sufficient time Eor 
your personal or karniLy 
Life. 

Number= Number on the questionnaire 
(Erom Hofstede, p. 239) 

dependability, ability to get along with other's, initiative 

on the job, and everall perfsrmance. The questisnnairss 

were structured with a Likert-type format jlhere "1" zeanz 



extremely low performance and "5" meant extremely high per- 

formance. The upper level managers were asked to rate their 

2nd level manaqers' performance (APPENDIX 5), and each 

employee also completed the same questionnaires twice: ance 

to show how they thought their 1st level managers would rate 

their performance (APPENDIX C); and another time to indicate 

how they rated themselves (APPENDIX D). The data wer? 

treated as three sets: the 1st level managers' direct per- 

ceptions of the 2nd level managers, the 2nd level manaqers' 

meta-perceptions of the 1st level managers, and the 2nd lev- 

el managers' direct perceptions of themselves. 

The respondents in this case-study ir.cluded 17 f;:n 

the U.S., 4 from China, 1 from Germany, and 1 from Iran. 

Since this study was designed as a comparison between the 

United States and Taiwan the German and Iranian were crnitted 

in the analysis of the first and third hypotheses, but they 

were taken into account when the second hypothesis was exam- 

ined. 

The data described in this section are based on ch? 

questionnaires and are presented in three parts. Zach part 

relates to an hypothesis of this research. As the nuir!ber o 2  

the subjects was very small ( N = 2 3 ) ,  the significant P rlalue 

was increased from .05 to -10 in the statistical caicuia- 

Lions (Hays, 1973). 



3.1 Results for Hypothesis #1 

The first hypothesis predicted that there would be 

significant differences between expatriate managers' and 

host managers' values in a multinational corporation. The 

results of the analysis of variance of the f ~ u r  value dimen- 

sions are presented in Table 3.2. 

Table 3.2: Value Differences by Nationality 

I I 

N YEAN S.D. 2-Tall j VALUE PRO€? . 
1 0 . 5 5  

I 

1 7  3 4 . 1  3 . 4 2  0 . 6 1  I 

DIYENSION 

INDIVIDUALISM 

POWER 
DISTANCE 

N= Number of cases. S.D.= Standard Deviation 
2 Significant Difference 

T Laivanese 1 4 3 3 . 0  3 . 7 4  i 

NATIONALITY 

United States 

UNCERTAINTY 
AVO1 DANCE 

As noted in the last column cf Table 3.2, hypothesis 

$1 was supported only cn the uncertainty avoidance dimensian 

(PC .lo). This result indicates that the Ck-,ir.~se respen- 

dents' values on the uncertainty avcidance d i ~ e n s i z ~  (LIT? 

were significantly different from the U.S. 2roup's. J-cccra- 

Unitedstates 
Taiwanese 

Taiwanese 

UnltedStates 
Taiwanese 

1 7  8 . 4  1 . 7 7  
4 9 . 0  2 . 0  

- 0 . 4 9  0 . 6 5  i 

4 37.7  1 . 2 5  ' 
1 7  5 7 . 0  6 . 0 0  - 1 . 7 5  ' 0 .09  i 

4 6 0 . 0  1 . 8 2  1 



ing to Hofstede's explanation, there are various conse- 

quences of high and low UAI levels for organizational behav- 

iors (see Table 3.3). 

' Table 3.3: LJAI Consequences for Organizations 

Low UAI I 
"Less structuring of 
activities 

"Fewer written rules 
"More generalists or 
amateurs 

"Organizations can be 
pluriform 

"Managers more involved 
in strategy 

"Managers more 
interpersonal oriented 
and flexible in their 
style 

"Managers more willing to 
make individual and risky 
decision 

"High labor turnover 
"More ambitious employees 
"Lower satisfaction scores 
"Less power through 
control of uncertainty 

"Less ritual behavior 

High UAI 

"More structuring of 
activities 

"More written rules 
"Larger number of 
specialists 

"Organizations should be 
as uniform as possible 

"Managers more involved 
in details 

"Managers more 
task-oriented and 
consistent in their style 

"Managers less willing to 
make individual and risky 
decision 

"Lower labor turnover 
"'Less ambitious employees 
"Higher satisfaction scores 
"More power through 
control of uncertainty 

"More ritual behavior 

(From Hofstede p. 186)  

Because the values on the other three dimensions 

were not statistically different, and since the sample was 

so small, it is advisable to look at each dimension's mean 

in order to discover some of the implications. According to 



the findings of Hofstede's surveys (1971-1973), Taiwan has a 

higher power distance value index but lower masculinity and 

individualism value index than the U.S.A. (pp. 101, 279, 

222). The mean scores presented in this study for IDV & PDI 

are in the same direction as Hofstede's findings, but not 

for MAS. 

3.2 Results for Hypothesis #2A 

Tabie 3.4 represents the findings related to 

hypothesis #2A, which is thaz the agreement in perceptions 

of the 1st level managers and the 2nd level managers from 

the same culture will be greater than :hose between the 1st 

level managers and the 2nd level managers from different 

cultures. The scores of 1st level managers' direct perspec- 

tives were subtracted from the scores of 2nd level nanagers' 

direct perspectives, and the absolute values were used fsr a 

cne-tailed T-test (the smaller the absolute values, the 

greater the agreement in perceptions). 

As noted in Table 3.4, only o r ~ e  cf the six l ~ e m s  

(ability to get along with others) reached statistical sig- 

r.ificance for these two groups. However, it was srazisti- 

cally significant in the xrong direction; the nean f 3 r  :he 

same nationality group was greater than that fsr different 

nationality groups. Tne other five items showed.ns signifi- 



Table 3.4: Perceptual Agreement I 
1 

VARIABLE 

Quality 
iJork 

Quantity 1 SANE 0.63 0.67 1 Nor1 D I F F  0.87 0.83 

I Initiative 1 SAME 1 0.81 0.60 1 1.02 17 < .16 i 
1 

GROUPS 

SAME 
D I F F  

1 

-0.69 17 < .25 i 
! 
I 

1 Depend- 
ability 

Ability to 
get along 

1 1 D I F F  0 . 5 0  0.75 1 I 

MEAN S.D 

0.54 0.68 
0.62 0.51 

SANE 
DI F F  

SAME 
DZFF 

SAME= 1st and 2nd level managers have 
same nationalities (N=ll). 

DIFF= 1st and 2nd level managers have 
different nationalities ( N = 3 ) .  

T VALUE D . F  1-Tail i 
i 

P R O B  i 

-0.27 17 < .40 1 
i 

D I F F  

cant differences. An explanation for rhese results wiil be 

explored in the next chapter. 

1.09 1.13 
0.75 0.70 

1.09 0.53 
0.75 0.46 

3.3 Results f o r  Hypothes is  #2B 

0.75 17 < .?3 1 

j 
I 

1.44 17 :< .08 
1 

0.37 0.51 

Tabie 3.5 represents the find,inqs related ~2 

hypothesis d 2 B ,  which is that the accuracy 2f pereep~izns cf 

~ n e  1st level managers and the 2nd level nanaqers from t?.e 

same culture wili be greater than those betyeen the 1st lev- 

I 



el managers and the 2nd level managers from different cul- 

tures. The scores of 1st level managers' direct perspec- 

tives were subtracted from the scores of 2nd level managers' 

rneta-perspectives, and the absolute values were used f o r  a 

one-tailed T-test (the smaller the absolute values, the 

greater the accuracy in perception). 

Table 3.5: Perceptual Accuracy 

- - - - 
I ! 

< .02 1 Quality I SAME I 0.27 0 . 4 6  1 -2.21 ii 17 I 

V A R I A B L E  

1 id o r  k I DIFF 1 0 . 7 5  0 . 4 6  1 1 

GROUPS 

Ability to 0 . 9 0  0 . 5 3  2.17 -: 17 < .02 
get along DIFF 0 .37  0 . 5 1  

.- 
Quantity 
Work 

Depend- 
ability 

1 

Initiative / SAME 1 0 . 8 1  0 . 6 0  1 1.19 17 < .lj 

?lEAN S . D 

I ( DIFF 1 0.50 0 . 5 3  1 

T V A L U E  D.F 1-Tail 
PROB 

i 
I 

SAME 
DIFF 

Overall SAME 0 . 5 4  0 . 8 2  i 0 . 5 2  17 < .35 
I 1 DCFF 1 0 . 3 7  0.51 1 

SAME= 1st and 2nd Level managers have 
same nationalities (N=ll). 

D T F F =  1st and 2nd level managers have 
differen: nationaiities i N = 8 ] .  

2 Significantly Different 

0 . 6 3  0 .67  
0 . 7 5  0.70 

-0 .36  17 

SAME 1:;; :;A; DIFF 
0.2  7 17 < < .40 4 0  4 

1 



As noted in Table 3.5, on117 two of the slz items 

(quality of work and ability to get along witn 3:hers) 

reached statistical significance for these two groups. From 

the index of means it can be seen that only the item quality 

of work supported hypothesis #2B, which was that the accura- 

cy of perceptions of same nationality groups are greater 

than those of different nationality group (SN mean= 0.27, DN 

mean= 0.75--the greater the accuracy the smaller the mean 35 

the differences). The item "ability to get along with orn- 

er" was statistically significant in the wrong direction; 

the mean for the same nationality qroup was greater than 

that for different nationality groups. The other four irerns 

showed no significant differences. An explanation for these 

results will be explored in the nexr chapter. 

3.4 Results for  Hypothesis # 3  

Tabie 3.6 presents the data related to hypothesis 

#3, which is that there will be a positive correlati2n 

between the differences in values of 1st and 2nd level. man- 

agers and the difference in perceptions between 1st and 2nd 

level managers. This hypothesis predicted that the greater 

the difference in values s:istems or beliefs, the -jr?at?r 

would be the differences in respondents' perceptions. 

Therefore, the data from :he value survey and the Fereeptizn 



survey were analyzed using the Pearson's correlation coeffi- 

cient which is used simply to summarize the strength cf a 

linear relationship between two variables. As note6 in 

Table 3.6, o ~ l y  one of the belief systems, masculinity, 

showed a strong relationship between values and percepti~ns. 

i 
Table 3.6: Pearson Product-Moment Correlations 

Between Differences in Perceptior. and Dif- 
ferences in Values 

I 

INS= Individualism PDI= Power Distance 
MAS= Masculinity UAI= Uncertainty Avoidance 
* Significant Difference 

These results will be discussed in the folloxir?g 

chapters. 

PDI 

.212 
(df=19) 
F=  .&66 

YAS 1 U A I  i 
I VALUES 1 INS 

.3435 
(df=19) 

DIFFERENCES 
IN 

PERCEPTION 

I 

I 

(df =19 
.1638 

(df=19) 
P= .251 ,"P= .075 P= . 3 3 5  



CHAPTER 4. COORIEIVTATIONAL MEASUREMENTS 

In addition to the major examination of hypothesis 

#2 in Chapter 3, there are three other tests that can aid in 

interpreting the results of the managers' perceptions. 

The first involves an examination of the differences 

in 1st and 2nd level managers' direct perspectives in the 

same nationality groups and different nationality groups 

(agreement of perceptions = hypothesis #2A). The mean 

scores presented in Table 4.1 and Table 4.2 indicate that 

all the subordinates rated themselves higher than their 

supervisors rated them, whether they were of the same 

nationality or not. 

Only one item (ability to get along with others) 

reached statistical significance in the same nationality 

groups; while three items (dependability, initiative on the 

job, and overall performance) were significant in the dif- 

ferent nationality groups,. When 1st and 2nd level managers 

have the same cultural background, the data show that there 

was a significant difference in the evaluation of "ability 



Table 4.1: Direct Perspectives--Same Culture 

1 s t  D i r e c t  Qua1 i t y 3 . 8 1  0 .40  
o f  -0 .69 1 0  0 .50 

2nd D i r e c t  Work 4 .00 0 .89 

VARIABLE ITEMS ' MEAN SD 

1 s t  D i r e c t  

2nd D i r e c t  

T DF 2-TAIL 
VALUE P R O B  

1 s t  D i r e c t  

Q u a n t i t y  
o f 

Work 

1 s t  D i r e c t  

2nd D i r e c t  

* S i g n i f i c a n t l y  d i f f e r e n t  Number o f  C a s e s =  11. 

Depend- 
a b i l i t y  

1 s t  D i r e c t  

2nd D i r e c t  

to get along with others." In contrast, when 1st level and 

2nd level managers have different cultural orientations, 

significant misperceptions occurred in the evaluation of 

"dependability" and "overall performance". An explanation 

of these findings will be offered in the next chapter where 

the information obtained in the interviews will be dis- 

cussed. 

3 .81  0 .75  

3.90 0 .53  

3.72 1 .27 1 
-1.70 10  0 .12  

2nd D i r e c t  , 

A b i l i t y  
t o  

g e t  a l o n g  

-0 .32 10  0 . 7 5  

4 .45 0 .52 

1 s t  D i r e c t  

2nd D i r e c t  

3 .45  0 .68  

4 .18  0 .98  

O v e r a l l  

I n i t i -  
a t  i v e  

3 .72 0 .46 

4 .00 0 .63  

3 .63  0 .50 

4 .09  1 . 0 4  

-1 .40 1 0  0 .19 



Table 4.3: Direct Perspectives--Different Cultures 

1st Direct 

V A R I A B L E  

1st Direct 

2nd Direct 

2nd Direct 

1st Direct 

I T E M S  

Quality 
o E 
Work 

2nd Direct 

MEAN S  D 

4.12 0.64 

T 2-TAI L 
VALUE 

-1.43 7 

Quantity 
o t 
Work 

1st Direct 

2nd Direct 

4.50 0.53 DF P -4 
3.75 0.46 1 

-1.67 7 0.1G 
4.30 0.74 

Depend- 
Ability 

3.87 0.64 1 
7 :':O . 02 

1st Direct 

2nd Direct 

Ability 
t o 

getalong 

4.12 0.83 , -0.80 7 0.45 
4.37 0.74 , 

Initi- 
ative 

.,: Significantly Different Number of Cases= 8 

3.62 0.74 
-1.87 7 y.O.10 

4.12 0.64 1 

1st Direct 

2nd Direct 

The second explanation is generated by she csorien- 

tational measurement model shown in Figure 2. 

This measurement model was proposed by McLeod and Chaffee 

(1973). They believe that "csngruency" is n c t  a rrxe ir3.ter- 

personal variable frcm the objective social system point zf 

:;iew since i t  is indexed by the degree of similarity bec>~een 

Overa 11 
4.00 0.53 

4.00 0.63 
-2.05 7 ;':O . 0 8 



Person A 
/-7 f \ 

Note: The boxes indicate the measures that are made on each 
person. Lines connecting the boxes are labeled to indicate 
the measures that are compared to construct each coorientat- 
ional index (from McLeod, p. 484). 

A's cognitions 
about X 

Congruency A Accu racy Congruency I3 

f 

Figure 2 : The Coorientational Measurement Model. 

A-B Understanding B's cognitions 
about X 

perception of 
B's cognitions 

or Agreement 

perception of 
A's cognitions 

/ 



the person's own cognitions. The point is that the degree 

of similarity, or cognitive overlap, between the rienta- 

tions of person A and B, which might be called similarity of 

perception, will increase the score of understanding in the 

research index, but not really mean a hi2h understanding 

score between person A and B. Therefore, an accurate under- 

standing of communication between the two groups requires a 

consideration of the relationships among these three oriez- 

tational measures. 

Since five of the six variables failed KO support 

hypotheses #2A & 2B, the coorientarional measurernenE model 

-L- 311.,~lC! be taken intz acccunt. To accor~plish this, three 

basic variables were used. The first of these, congruency, 

is the absolute sum of the scores of the 2nd level manaqers' 

direct perceptions minus their meta-perceptions score;; the 

second, agreement, is the absolute sum of the scores of the 

1st level manaqers' direct perceptions minus rhe scores of 

the 2nd level managers' direct perceptions; the third, accu- 

racy, is the absolute sum of the scsre of =he 1st level man- 

agers' direct perspec~ives minus the scores of the 2nd level 

managers' rneta-perceptions. These three sums were analyzed 

using a cwo-tailed T-Test comparing the 11 cases cf the same 

nationality group with the 8 cases of differenr nationalizy 

groups (see Table 4.4). 



SAME= Same nationality groups; 
D I F F =  Different nationality groups: 
Accuracy= 1st direct - 2nd meta 
Agreement= ist d i t - z c i  - 2nd direct 
Congruency= 2nd direct - 2nd meta 
No significant differences. 

Table 4.4: T-Test for Coorientation Variables I 

Unfortunately, there are no statistically signifi- 

cant differences between these two groups on any of t3ese 

measures. This means that the more complex coorientationa? 

measurement model can not produce any further explanatigns 

for the failure of hypotheses Y2A & B. 

V A R I A B L E  

ACCURACY 

AGREEMENT 

L 

CONGRUENCY 

The third explanatisn xas developed frcn the study 

of Lichia Saner-'i'ui et a: (1984). The!: stated that I n  Cs:l- 

fucionist cultures, silch as Taiwan's, the boss-subcrdinats 

- ,  
reiationship counts heaviiy in performance appraisal. -nus, 

GROUPS 

SANE 

DIFF 

SAME 

DT FF 

SAME 

DIFF 

HEAN SD 

4 . 1 8  3 . 1 2  

3 . 6 2  1 . 9 2  

4 . 6 3  2 . 4 6  

3 . 8 7  2 . 2 3  

2 . 0 9  2 .34  

2 . 7 5  2 . 1 8  

T VALUE DF 2-TAIL 
PROB 

0 . 4 8  16 .6  0 . 6 3  

0 . 7 0  1 6 . 0  0 . 4 9  

-0 .63  15.8 0 . 5 3  I 



to rate one's own staff negatively is strongly resisted. 

This personal view of the manager-subordinate relationship 

is ca l l ed  "mientze" or "face saving". On the other hand, in 

1980, McGuire's study found that in Western cultures the 

appraiser generally tends to overemphasize the employee's 

weaknesses. 

From these two extreme assumptions, we predicted 

that the two Taiwanese managers would rate their subordi- 

nates higher than the two U.S. managers, and indeed this was 

the case. The Taiwanese managers gave higher scores to 

their subordinates whether or not they were of different 

nationalities; while the U.S. managers gave lower scores to 

their subordinates. In two cases the Taiwan and U.S. 

scores were significantly different ( Table 4.5). 

These results indicate that for "Quantity of work" 

and "Overall performance" the Taiwanese managers rated their 

subordinate groups (N=7) significantly higher than the U.S. 

managers rated their subordinate groups (N=12). These data 

support our predication and might have implications for the 

failure of hypotheses #2A & B. 

A possible explanation for the failure of hypothesis 

#2B may be that, since the data in Table 4.1 & 4.2 show that 

all the 2nd level managers tended to rate themselves (2nd 



Table 4.5: Taiwan & U.S. 1st Level Managers' Direct 
Perspectives 

VARIABLE 

Quality 
o f 

Work 

Depend- U.S.A. 
ability 

Chinese 

Quantity 

Work 

Ability 
t 0 

get along 

GROUPS 

U.S.A. 

Chinese 

U.S.A. 

U.S.A. 

Chinese 

Chinese 

MEAN SD 

3.83 0.38 

4.14 0.69 

Initi- 
ative 

T VALUE DF 2-TAIL 
PROB 

-1.09 8.2 0.30 

3.58 0.66 

4.14 0.37 

U.S.A. 

-2.33 17.0 "0.03 

Chinese 

U.S.A. 
Overall 

Chinese 

* Significant DiEference 

Direct) higher than their 1st level managers did, it follows 

that the 2nd level managers might expect the 1st level man- 

agers (2nd Meta) to rate them higher than they did. From 

Table 4.6 and Table 4.7 it is seen that this was indeed the 

case and forms the bases for the accuracy between 1st and 

2nd level managers' perceptions. 



Table 4.5: Direct and Meta-Perspectives--Same culture I 

" Significantly different Number of Cases= 11. 

VARIABLE 

1st Direct 

2nd Meta 

1st Direct 

2nd Meta 

1st Direct 

2nd Meta 

1st Direct 

2nd Meta 

1st Direct 

2nd Meta 

1st Direct 

2nd Meta 

In most cases, the scores of the 2nd level managers' 

Meta-perceptions are higher than those of the 1st level man- 

agers' direct perspective of the 2nd level managers. 

This consequence may say that the smaller mispercep- 

tions between different nationality groups than between the 

same nationality group does not mean that the respondents 

ITEMS 

Quality 
o f 

Work 

Quantity 
o f 

Work 

Depend- 
ability 

Ability 
t o 

get along 

Initiative 

Overall 

MEAN S D 

3.81 0.40 

3.90 0.53 

3.81 0.75 

3.72 0.64 

3.72 1.27 

4.36 0.67 

3.45 0.68 

4.00 1.00 

3.63 0.50 

4.27 0.64 

3.72 0.46 

3.90 0.70 

T DF 2-TAIL 
VALUE PROB 

-0.56 10 0.58 

0.32 10 0.75 

-1.55 10 0.15 

-1.94 10 20.08 

-2.61 10 "0.02 

-0.61 10 0.55 



1 Table 4.7: Direct and Meta-perspectives--Different I 

i Cultures 

I 1st Direct 

2nd Meta 

I VARIABLE 

1st Direct 

I 2nd Meta 

1st Direct 

2nd Meta 

I 

l ist Direct 

i 2ndHeta 

I - 

1st Direct 

ITEMS 

Quality 
o f 

Work 

Quantity 
0 f 

Work 

MEAN SD 1 T DF 2-TAT L 
VALUE PROB 

Depend- 
ability 

Init i- 3.62 0.74 
ative 7 ':0.03 

4.12 0.64 

3.87 0.64 

3.75 0.46 

3.75 0.88 
I 

3 -87 0.64 1 l 

-2.97 7 Go. 0 2 1 
4.75 0.46 

I 

Ability 
t o 

get along 

0.80 7 0.45 

0.00 7 1 .oo 

have the same perceptions or a high understanding ,-f eacn 

other, but that Taiwanese managers have a tendency to rat? 

their subordinates highly, and this ccincides wlth the ten- 

dency cf the subordinates tc glve themselves even hiqher 

self-evaluations. A detailed expianatian will be discussed 

In the next chapter. 

4.12 0.83 

4.25 0.46 

1 1st Direct 

2nd Heta 

-0.55 7 0.59 

.,: Significantly Different Number of Cases= 8 

Overall 
4.00 0.53 

4.12 0.35 
-0.55 7 0.59 



CHAPTER 5. DISCUSSION AND CONCLUSIOI\I 

Since communication is inherent in any organizatton, 

the question of how superiors and subordinates interact and 

communicate to achieve both personal and organizational 

goals has been an object of investigation by social scien- 

tists for most of the 20th century. Most research indicates 

that although "effective communication" has been studied by 

sacial scientists and attempted by crganizations themselves, 

misunderstandings or disagreements between superiors and 

subordinates are still a common problem. The present 

research was designed to help increase the understanding of 

the communication process between superiors and subordinates 

in a multinational organization. Three basic hypotheses 

were examined: 

H1: There are significant differences between expatriare 
managers' and host managers' values in a multinational 
corporation. 

H2: Differences in perception 
2A: The agreement in perceptions is greater wnen 1st 

level and 2nd level managers are of the same cult1~re 
than when they are of different cultures. 

2B: The accuracy of perceptions is greater when 1st lev- 
el and 2nd level managers are of the same cult.lr? 
than when they are of different cyltures. 



H3: There will be a positive correlation between the 
differences in values of 1st and 2nd level managers and 
the accuracy of perceptions between 1st and 2nd level 
managers. 

5.1 Research Method 

A single-case study was conducted to implement this 

research. A multinational organization, headquartered in 

Taiwan with a branch in Delaware, was chosen for this case 

study. The Chinese expatriate subjects (N=4) are senior 

employees in this company and represent their own home cul- 

ture (Chinese culture). The U.S. subjects (N=16) were hired 

in the United States, and represent the host culture (the 

U.S. culture). The value survey developed by Hofs~ede 

(1980) was used to explore the different values of the two 

cultures. Direct and metaperspective perceptions of per- 

formance were used to examine the perceptions between 1st 

and 2nd level managers with the same or different cultural 

bac~grounds. A comparison of differences in perceptions 

with differences in values allowed an investigaticn of the 

third hypothesis. 

To increase the validity of this study both surveys 

(quantitative) ar,d fcllsw-up interviews (qualitative) for 

the 1st level nanagers (N=4) were conducted. This type of 

research is sometime called a "triangulation study". 



5.2 Discussion with Interview Data 

The primary intent of this study was to test for the 

importance of culture in influencing the communicati.3n 

between 1st level and 2nd level managers in questions deal- 

ing with employee performance appraisal. For this study 

communication was equated with perceptions. The major 

results were: 

1. The 1st hypothesis, that there were significant differ- 
ences by cultural groups in their work-related values was 
supported on only one of the four value dimension. Name- 
ly, Chinese respondents had a significantly higher uncer- 
tainty avoidance index than the U.S. respondents. 

According to Hofstede's explanation, there are three 

factors involved in national levels of uncertainty avoid- 

ance: rule orientation, employment stability, and stress. 

Compared to the U.S. respondents, Chinese managers tend to 

favor work situations that are more task-oriented, more 

standardized and uniform, contain more written rules, have 

more structured activities and ritual behavior. They are 

less willing to make individual and risky decisions, and.  

labor turnover is lower. 

2. The 2nd hypcthesis had two parts. Hypotheses $2A & 23 
were that the agreemen= in perceptions and the accuracy 
of percept~ons sf the 1st level managers and the 2nd lev- 
el managers were greater when they are of the same cul- 
ture than wnen :hey are of different cultures. In k 2 A ,  
none of six items supported the hypothesis. In #2B, only 
3ne item, "Q~ality of xork," suppcrted the hypothesi;. 



This indicates that when the 1st and 2nd level managers 
come from different cultural orientations, there are 
significant misperceptions in the evaluation of "Quality 
of work." The item, "Ability to get along with others," 
was statistically significant but in the wrong direction 
in both parts of the 2nd hyptheses. 

3. The 3rd hypothesis, that there would be a positive rela- 
tionship between the magnitude of differences in cultural 
values and accuracy of perceptions was supported only on 
the dimension of masculinity. This means that there was 
a positive correlation between the differences in mascu- 
linity values of 1st and 2nd level managers and the accu- 
racy of perceptions between 1st and 2nd level managers. 

Although these findings yield little evidence for 

supporting the general hypothesis that cultural differences 

will help to explain misperception in employee appraisals, 

other findings obtained from the 1st level managers' inter- 

views and corporate documents reinforce the importance of 

culture in explaining differences in managerial practices 

l and the communicating processes. However, they also indi- 

cate that factors other than culture may explain the differ- 

ences and similarities in managerial practices in a 

multinational organization. 

Through the interviews it was found that the U.S. 

1st level managers think that organizational structure was 

affected by cultural orientation. The Chinese organization- 

al structure tends to have more formal authority. They con- 

sider differing ranks and status to be natural and 

inevitable. In other words, the Chinese managers place more 



emphasis on hierarchy; thus, the leader or manager is seen 

as making decisions autocratically and paternalistically, 

and subordinates usually fear disagreement with their 

superiors. This is one obvious contrast to the U.S. norms. 

When this factor of authority is transferred into Hofstede's 

four value dimensions, it can be characterized as power dis- 

tance. In the primary results, although there were no sta- 

tistically significant differences in the ratings of power 

distance between cultural cluster groups, the interviews 

indicate that the Chinese managers were seen as having 

greater power distances by the U.S. managers. 

Another managerial difference, from the U.S. inter- 

viewees' point of view, is that the Chinese management style 

in this multinational corporation tends to be more group 

oriented. A possible explanation is that the traditional 

work hours in Taiwan are from Monday to Saturday, and the 

four Chinese expatriates (although they are in the minority) 

still maintain this schedule. They work longer hours than 

U.S. workers on every week day, and they work on Saturday if 

it is necessary. U . S .  workers, on the other hand, are sel- 

dom willing to give up their weekends. In addition, the 

Chinese managers often define the individual commitment to 

the group and the functioning of the organizational entity 

as vital to human unity and harmony; individuality is con- 



sidered to be evidence of immaturity. As opposed to ncrmal 

Chinese perceptions, therefore, the U.S. managers admitted 

that they are more individualistic than the Chinese managers 

in this multinational corporation. unfortunately, these 

conclusions are from the interviews and are not supported in 

the primary statistical analysis. 

According to Hofstede's explanation, differences in 

the value of masculinity will affect the hierarchy of organ- 

izational work-goals. For instance, the advancement, super- 

vising others, responsibility, working on problems central 

to the organization, earnings, and creativeness are more 

important for men. The congenial associates, ample leisure 

time, relationship with superiors, physical conditions, and 

variety are more important for women. These sex differences 

in work goals are expected to affect perceptions and evalua- 

tions of manager behavior. Because of a lack of information 

in this case study, it is impossible to draw conclusive 

results with respect to "masculinity." 

In sum, by the statistical results and an analysis 

of the interviews, three of the four value dimensions have 

some support as factors to identify the differences between 

the Chinese respondents and the U.S. respondents. 



Two other tests have provided evidence which might 

help explain the inability to fully support P.ypotheses #2A 5 

2B. One test finding supports Kirchner's research result 

(1965) that subordinates tend to rate themselves more favor- 

ably than do their supervisors. ~ h u s ,  the scores for the 

2nd level managers' direct perspective and for their meta- 

perspective of the 1st level managers' direct perspectives 

are higher than the 1st level managers' direct perspectives 

of the 2nd level managers' performance (see Table 4.1, 4.2, 

4.5, and 4.6). 

In addition, another test finding supports the ear- 

lier research results of Lichia Saner-Yui et dl. (1984) ar-,d 

McGuire (1980) that the Chinese managers rate their subordi- 

nates more positively, while the U.S. managers rate their 

subordinates less positively (see Table 4.4). Thus, the 

scores of the Chinese managers' direct perspectives about 

their subordinates' performance is higher than that of the 

U.S. managers'. These combined results may indicate thaz 

the insignificant differences between the perception scares 

of different nationality groups do not mean that the respon- 

dents have the same perceptions sr a high understandin? cf 

each other, but that Chinese managers have a tendency to 

rate their subordinates highly, and this coincides with zke 

tendency of the subordinates to give thernsel~ies high sslf- 

rvaldations. 



Of course the possibility exists that the 2nd level 

managers under the 1st level U S .  managers would have been 

evaluated at the same level by the 1st level Chinese rnanag- 

ers, and viea versa. Since we do not have sufficient data 

to test this possibility, it remains a limitation of the 

study and a suggestion for a future study. 

Another implication which can be drawn from the 

information elicited from the two Chinese managers' during 

their interviews is that when Chinese managers perform 

employee appraisals, they rate their subordinates by assess- 

ing an individual in terms of his own cultural context rath- 

er than by applying specific standard criteria. In other 

words, the Chinese managers have two standards of evalua- 

tion. When they rate their U.S. subordinates, they realize 

that the U.S. cultural characteristics are different fron 

their own, thus, they do not evaluate them in terms of Chi- 

nese values. In contrast, they rate their own national sxb- 

ordinates by Chinese cultural work values. 

This implication not only explains why significant 

misperceptions did not exist between the different national- 

ity groups, out also gives a hint for future research. This 

type of future comparison study might attempt to identic:; 

the criteria of evaluation for employees in a mulcinatiznai 



organization. If there are multiple standards, research can 

help determine if some of these criteria are more effective 

than others in motivating employees. 

One unexpected finding with respect to hypotheses 

#2A & 2B. is that there is a significant difference in per- 

ception concerning ability to get along with others between 

1st and 2nd level managers of the same nationality group, 

while this difference did not exist in different nationality 

groups. After follow-up interviews, one explanation for 

this unpredicated finding may involve language. Language 

ability influences levels of communication. Although this 

multinational organization is owned by Taiwanese, the common 

language is English. Therefore, the communication among the 

Chinese managers and their U.S. subordinates may be more 

superficial and polite than that which occurs within the 

same nationality group. Although the Chinese managers have 

a good command of English, it still may be difficult for 

Chinese managers to distinguish a subtle verbal conflict. 

Thus, the U.S. managers are able to detect and so indicate 

when criticizing their subordinates' abilities to get along 

with others. This finding not only explains the unexpected 

results in the primary analysis, but also suggests an area 

for future research: the depth of communication in multina- 

tional organizations. 



If we reported only on the statistical results of 

our study, it might be concluded that the communication 

between superiors and subordinates in this multinational 

organization is not heavily influence by cultural differ- 

ences. To confirm or deny this conclusion, the question "Do 

you think there are any differences between the U.S. and 

Chinese cultures?" was asked during the interviews. All of 

those interviewed responded "yes, there are cultural 

differences--." A further question was posed: "Do you 

think these cultural differences will create a communication 

barrier or disfunction in your organization?" The managers 

we interviewed agreed that cultural differences used to be a 

problem when the Taiwanese company first bought this plant. 

But, after eight years, they agree that these differences 

are no longer a big problem. They think that neither the 

U.S. culture nor the Chinese culture dominates this organi- 

zation, althought both do exist. A combination subculture 

makes the organization effective. 

This combination subculture is somewhat similar to 

the finding of Lee and Larwood's (1983) "resocialization," 

in which the behaviors of expatriate managers become more 

like those of the host culture. In addition, it can also be 

referred to as an "organizational culture." In Schein's 

book of Organizational Culture and Leadership, he defines 



the concept of culture as being rooted more in theories of 

group dynamics and group growth than in anthropological 

theories of how large cultures evolve. The work "culture" 

can be applied to any hierarchy level. For example, at the 

broadest level, we have civilization and refer to Western or 

Eastern cultures; at the next level, we have countries with 

sufficient ethnic commonalty that we speak of American cul- 

ture and Chinese culture. But within a country we also have 

various ethnic groups to which we attribute different cul- 

tures. To summarize, at any of these structural levels, 

culture will be defined as: 

A pattern of basic assumptions--invented discov- 
ered, or developed by a given group as it learns 
to cope with its problems of external adaptation 
and internal integration--that has worked well 
enough to be considered valid and, therefore, to 
be taught to new members as the correct way to 
perceive, think, and feel in relation to those 
problems." (p. 9) 

The idea of a combination subculture found in the 

present research indicates that an "organizational culture" 

has developed. A fruitful approach to future research in 

multinational companies may be to define the organizational 

culture with respect to the country's culture from which it 

developed. 

The information elicited in this study also points 

to some implications Eor future research in organizational 



culture and leadership. As Harris (1985) mentioned, each of 

us, to a greater or lesser degree, is a product of our cul- 

ture. Our behavior is influenced by our heritage; the 

national cuiture of our origin, which we can call our 

"macroculture." We are further affected by the many sub- 

groups (or "microcultures") of which we are a part-- such as 

a corporation, a religious group, or a profession (p. 31). 

Furthermore, as Albrecht (1987) pointed out "cultures are 

seldom homogeneous. They tend to be regional, that Is, made 

up of various segments and subcultures within the main cul- 

ture. Just as the formal organization is composed of divi- 

sions, branches, departments, and units, so the culture of 

an organization is really a combination of many subcul- 

tures." (p. 51) For instance, there may be many subcultural 

divisions in a purely U.S. organization. Jews, Catholics, 

New Yorkers, Scutherners, people with college degrees, jog- 

gers and the like all have special interests. Thus, an;] 

fcrmal organization combines many subcultures, especiall:; a 

multinational organization. If a multinational organiza~ion 

can modify two very distinctive and powerful cultures int2 a 

subculture within the main organizational cul~ure, it ma:; be 

more effective in managerla1 practices. 

One of the questions arising 3ut ef ;he csnsidera- 

tion of corpcrate culture is hn,w to cor.bine sr rncdify cul- 



tures in an international organization. In our case, cne 

key point learned from the interviews is thar there are 

strong relationships between the organizational culture and 

the leader. Our findings reflect the ideas of Graves 

(1986). He indicates that the leader can be seen as a 

culture-giver, the epitome of behavior, the giver of mean- 

ing, moderator of the culture, and custodian of the culture. 

Thus, the leader has a complex relationship with the cul- 

ture. The question of how leaders evaluate the "health" sf 

a combination culture may also be a valuable subject f3r 

future study. 

5.3 Concluding Remarks 

The results of this study indicate that the organi- 

zational values held by the Chinese expatriate managers 

working in the United States are somewhat different from the 

values held by the U.S. managers and that the misunder- 

standings between 1st and 2nd level managers in perforlance 

appraisal are slightly influenced by cultural backgrounds: 

there is a partial correlation between value differences and 

perception differences between 1st and 2nd level managers. 

The findings of this study cnly partially scppcrc the 

author's initial assumption--the fact that culture can be an 

important variable in the analysis of misperceptions ir? a 



multinational organization. The results are consistent, 

however, with the perspective that culture nust be consid- 

ered with other independent variables in cross-cultural 

research. Future research attempting to isolate culture as 

the most significant variable may be inconclusive. 

~t is still very important to recognize, hzj/ever, 

that if a global manager is to be effective in the interna- 

tional marketplace, cultural awareness and skills are essen- 

tial. Furthermore, a woridwide subculture of management is 

emerging, and one needs to know how to function effectively 

in it. For this reason, further research should be devozed 

ta this area, ar,d the limitation of the present stzdy--s9> uch 

as the small number of subjects, the overlapping of vari- 

ables, ets., should be taken into account. It would also be 

useful to add a Chinese managerial group who works in Taiwan 

and a U.S. group who works for a U.S. company. The addi- 

tional data obtained by comparing the Chinese manager cjrou? 

in Taiwan wlth the Chinese expatriate manager grzup ~n :ne 

United States may yield some evidence for testlng ;he 

assumption of "cultural resocializati~n". The enphasls 

should be on the empirical develcpment of new przpcsitio~s 

and a revision of the model used in this study. %re irLpo:- 

. . tantly, a systematic consideraticn in this area w l ~ l  prsvide 

researchers and practiticners alike with a better I ~ n d e r -  



standing and more effective means of controlling the process 

of communication in any type of organization. 



APPENDIX A: HOFSTEDE'S VALUES QUESTIONIVAIRE 

Please think of an ideal job--disregarding your job. 
In choosing an ideal job, how important would it be to you 
to (please circle one answer number in each line across): 

1 is of utmost importance; 
2 is very important; 
3 is of moderate importance; 
4 is of little importance; 
5 is of very little or no importance; 

1. Have sufficient time left for 1 2 3 4 5  
your personal or family life? 

2. Have challenging tasks to do, 1 2 3 3 5  
from which you can get a personal 
sense sf accsmplishment? 

3. Have little tension and stress on the job? 1 2 3 4 5 
4. Have good physical working 

conditions (good ventilation and 
lighting, adequate work space, etc.)? 1 2 3 4 5  

5. Have a good working relationship 
with your direct superior? 1 2  3 4 5 

6. Have security of employment? 1 2  3 4 5 
7. Have considerable freedom to 

adopt your own approach to the job? 1 2 3 4 5  
8. Work with people who cooperate 

well with one another? 1 2  3 4 5 
9. Be consulted by your direct 

superior in his/her decisions? 1 2 3 4 1 ,  
10. Make a real contribution to the success 

of your company or organization? 1 2  3 4 5 
11. Have an opportunity for high earnings? 1 2 3 4 5  
12. Serve your country? 1 2 3 2 5  
13. Live in an area desirable t3 you 

and your family? 1 2 3 4 5  
13. Have an opportunlt;? for adr~ancement 

to higher level jobs? 1 2 3 4 5  
15. Have an element sf variety and 

adven~ure in the lob? 1 2 3 4 5  
16. Work in a prestigious, successful 

company cr srganization? 1 2 3 4 5  
17. Have an cppcrtunit;~ for helping 



other people? 1 2 3 4 5  
18. Work in a well-defined job situation 

where the requirements are clear? 1 2 3 4 5  

The descriptions below apply to four different types 
of managers. First, please read through these descriptions: 

Managerl: Usually makes his/her decisions promptly and com- 
municates them to his/her subordinates clearly and 
firmly. Expects them to carry out the decisions loyal- 
ly and without raising difficulties. 

Manager2: Usually makes his/her decisions promptly, but, 
before going ahead, tries to explain them fully to his/ 
her subordinates. Gives them the reasons for the deci- 
sions and answers whatever questions they may have. 

Manager3: Usually consults with his/her subordinates before 
he/she reaches his/her decisions. listens to their 
advice, considers it, and then announces hisjher deci- 
sion. He/she then expects all to work loyally to 
implement it whether or not it is in accordance with 
the advice they gave. 

Manager4: Usually calls a meeting of his/her subordinates 
when there is an important decisions to be made. Puts 
the problem before the group and invites discussion. 
Accepts the majority viewpoint as the decision. 

19. Now, for the above types of manager, please mark the one 
which you would prefer to work under (circle one answer 
number only): 
1. Manager 1 
2. Manager 2 
3. Manager 3 
4. Manager 4 

20. And, to which one of the above four types of managers 
would you say your own superior most closely corresponds? 
1. Manager 1 
2. Manager 2 
3. Manager 3 
3. manager 4 
5. Hejshe does not c~rrespond closely to any of tnem. 

21. How often do you fell nervous or tense at work? 
1. I always feel this way 
2. Usually 
3. Sometimes 
1. Seldom 
5. I never feel this way. 



Please indicate your degree of agreement or disa- 
greement with the following statements: 

1 is strongly agree 
2 is agree 
3 is undecided 
4 is disagree 
5 is strongly disagree 

A company or organization's rules 
should not be broken--even when the 
employee thinks it is in the 
organization's best interests. 1 2 3 3 5  
Most people can be trusted. 1 2 3 3 5  
Quite a few employees have an 
inherent dislike of work and 
will avoid it if they can. 1 2 3 4 5  
A large corporation is generally 
a more desirable place to work 
than a small company. 1 2 3 3 5  
How frequently, in your work environment, 
are subordinates afraid to express 
disagreememt with their superiors? 
1. Very frequently 
2. Frequently 
3. Sometimes 
4. Seldom 
5. Very seldom 
How long do you think you will continue working 
for this company or organization? 
1. Two years at most 
2. From two to five years 
3. More than five years (but I probably will leave 

before I retire) 
4. Until I retire. 
Are you: 
1. Male 
2. Female 
How old are you? 
1. Under 20 
2. 20-24 
3. 25-29 
4. 30-34 
5. 35-39 
6. 40-49 
7. 50-59 
8. 60 or over 
How many years of forma; scncol educaticn did :~ou 
complete? (starting ~ i t n  prlnary schcol; a o u n ~  
anly the number of years each csurse should sfficiaily 



take, even if you spent less or more years on it; if 
you took part-time or evening courses, count the nunber 
of years the same course would have taken you fuil-time). 
1. 10 years or less 5. i4 years 
2. 11 years 6. 15 years 
3. 12 years 7. 16 years 
4. 13 years 8. 17 years 

9. 18 years or more 
31. What kind of work do you do? 

a. I am a manager (that is, I have at least one 
hierarchical subordinate) --go to f. 

b. I am not a manager and I work most of the time in an 
office---go to e. 

c. I am not a manager and I do not work most 3f the cime 
in an office---go to d. 

d. If you are not a manager and you do not work most s f  
the time in an office, what do you do: 
1. Work for which normally no vocational training, 

other than on-the-job training, is required 
(unskilled or semi-skilled work). 

2. Work for which normally up to four years of 
vocational training is required (skilled worker, 
technician non-graduate engineer, nurse, etc.) 

3. Work for which ncrmally a higher-level prsfessisnal 
training is required (graduate engineer, doctor, 
architect, etc.). 

e. If you are not a manager and you work most of the time 
in an office, what do you do: 
4. Work for which normally no higher-level professional 

training is required (clerk, typist, secretary, 
non-graduate accountant). 

5. Work for which normally a higner-level professicn- 
a1 training required (graduate accountant, lawyer, 
etc. ) . 

f. If you are a manager, are you:: 
6. A manager of people who are not managers thenselves 

(that is a first-line manager). 
7. A manager of ocher managers. 

32. what is your nationality? 

33. And what was your nationality at birth (if different 
from your present nationality)? 



APPENDIX B: FIRST LEVEL MANAGERS DIRECT 

PERSPECTIVES 

Please rate each of your direct subordinates sn the 
following aspects of their job performance. For each item, 
circle a number between 1 and 5. 

1 is = to Extremely Low Performance, 
2 is = to Low performance, 
3 is = to Neither Low nor High Performance, 
4 is = to High Performance, 
2 is = to Extremely High Performance. 

Name : 

1. Quality of Work: 1 2 3 4 5  
2. Quantity of Work: 1 2 3 4 5  
3. Dependability: 1 2 3 4 5  
4. Ability to get along with others: 1 2 3 4 5 
5. Intitiative on the job: 1 2 3 4 5  
6. Overall Performance: 1 2 3 4 5  

Thank you for this information. Please turn the 
page and complete the following questionnaire on your w o r ~  
related values. 



APPEIYDIX C: SECOND LEVEL MANAGERS 

META-PERSPECTIVES 

Please respond to the following aspects cf vour j o b  
performance the way you think your manager would rate your 
performance. (In other words, put yourself in your manag- 
er's shoes and rate yourself as he would rate you.) F z r  
each item, circle a number between 1 and 5. 

1 is = to Extremely Low Performance, 
2 is = to Low performance, 
3 is = to Neither Low nor High Performance, 
4 is = to High Performance, 
5 is = to Extremely High Performanace. 

1. Quality of Work: 1 2 3 4  5 
2 .  Quantity of Work: 1 2 3 1 5  
3. Dependability: 1 2 3 4 5  
4. Ability to get along with others: 1 2 3 4 5 
5. Initiative on the job: 1 2 3 4 5  
6. Overall Performance: 1 2 3 4 5  

Thank you for this information. Please turn the 
page and complete the following questiocnaire. 



APPENDIX D: SECOND LEVEL MANAGERS DIRECT 
PERSPECTIVES 

Please respond to the following aspects cf your 2wn 
perce~tion of 'your job performance. For each item, circle a 
number between 1 and 5. 

1 is = to Extremely Low Performance, 
2 is = to Low performance, 
3 is = to Neither Low nor High Performance, 
4 is = to High Performance, 
5 is = to Extremely High Performanace. 

1. Quality of Work: 1 2 3 4 3  
2. Quantity of Work: 1 2 3 3 3  
3. Dependability: 1 2 3 4 5  
4. Ability to get along with others: 1 2 3 3 3  
5. Initiative on the job: 1 2 3 3  - 3 

6. Overall Performance: 1 2 3 4 5  

Thank you for this information. Please turn the 
page and complete the following qilestionnaire cn :?cur work 
related values. 



APPENDIX E: GENERAL QLlESTlOlVS ON THE 

FOLLOW-UP INTERVIEWS 

1). Do you think there are any cultural differences betweep 
or among you and your co-workers? 

2). Before you worked here did you understand any Chinese 
cultures? and then, now how much do you think you under- 
stand it? 

3). What are the differences between the first day you 
worked here and today in terms of cultural issues. 

4). What is the most difficulty things for you in getting 
along with others in your company? 

5). What do you think are the most important things you con- 
tribute to this company? 

6). What values does your company emphasize? 

7). What criteria do you use to evaluate your subcrdinate 
for each item: quality of work, quantity or work, 
dependability, ability to get along with others, initia- 
tive on the job, and overall performance. 

8). Do you have freedom to consult or not consult with ?cu r  
subordinates before making a decision? 

9). Do you see yourself as needing support fr'3m your subor- 
dinates? 

10). Do you see your subordinates as being afraid t s  disa- 
gree with you? 

11). Do you feel a need for more written rules? 

12). Do you tee1 a need to be more task-oriented a r  
interpersonal-oriented in your _ab? 



13). DO you feel thar: having autonomy or security is more 
important in your job? 

14). Do you feel socializing with other employees in this 
company is important to your job? 

15). Do you feel males and females have equal cpportunity 
for advancement in this company? 

16). Do you feel a lot of stress in your job? 



REFERENCES 

1. Adler, Nancy J. and Jelinek, Yariann. 1986. is "organi- 
zation culture" culture bound? Human Resource Manage- 
ment, 25, pp. 73-90. 

2. Ajiferuke, Musbau and Boddewyn, J. 1970. Culture and 
other explanatory variables in comparative management 
studies. Academy of Management Journal, 13, pp. 
153-162. 

3. Albrecht, Karl. 1987. The Creative Corporation. Home- 
wood, IL: Dow Jones-Irwin. 

3. Brinkerhoff, Derick K. and Kanter, Rosabeth Moss. 1980, 
spring. Appraising the performance of performance 
appraisal. Sloan Management Review, 21, pp. 3-13. 

5. Chang, Samuel K.C. 1985. American and Chinese managers 
in U.S. companies in Taiwan: A comparison. California 
Management Review, 27, pp. 144-160. 

6. Enqland, G. W. 1967. Personal value systems of American 
managers. Academy of Management Journal, 10, pp. 53-58. 

7. Whitely, William and Enqland, G. W. 1977. Managerial 
values as a reflection of culture and the precess 3f 
industrialization. Academy of 14anagement Journal, 20, 
pp.439-453. 

8. Decotiis, Thomas and Petit, Andre. 1978. The perfcrmance 
appraisal process: A modle and some testable proposi- 
tions. Academy of Management Review, 3,  pp. 625-646. 

9. England, G. W., 1973. Perscnal value systems and expecz- 
ed behavior of managers: A conparative study in Zapan, 
Korea and the United States. Management Research: A 
Cross-Cultural Perspective. San Franciscc: J~ssey-Sass. 
pp. 25-47. 

10. Fallding, Harold. 1974. The Socielogy of Reliqion. 
Toronto, New York: MeGraw-Bill Ryerson. 



11. Graves, D. 1972. Reported communication ratios and 
informal studies in managerial work groups. Human Rela- 

tions, 25, pp. 159-170. 

12. Gibson, James L., Ivancevich, John M. and Donnelly, 
James H. 1985. Organizations: Behavior, Structure, Pro- 
cesses. Plano, Texas: Business Publications, INC. 

13. Harris, Philip R. 1985. Management in Transition. San 
Francisco: Jossey-Bass. 

14, Harbison, F. and Myers, C. A. 1959. Management in The 
Industrial World. New York: McGraw Hill. 

15. Hay, William Lee. 1973. Statistics For The Social Sci- 
ences. New York: Hot, Rinehart and Winston. 

16. Haire, M., Ghiselli, E.E., and Porter, L.W. 1966. Yana- 
gerial Thinking: An International Study. New York: Jcnn 
Wiley and Sons. 

17. Hofstede, Geert. 1980. Culture's Consequences. Beverly 
Hill, CA: Sage Pub1ication.s. 

18. Jablin, Fredric M. 1979. Superior-subordinate communica- 
tion: The state of the art. Psychological Bulletin, 
86, pp. 1201-1222. 

19. Kikoski, John F. and Litterer, Joseph A. 1982. Effec- 
tive communication in the performance appraisal inter- 
view. Public Personnel Management Journal, 21, pp. 
33-41. ' 

20. Kirchner, W.K. 1965. Relationships between supervisory 
and subordinate ratings for technical personnel. J o ~ r -  
nal of Industrial Psycholoay. p. 60. 

21. Kluckhohn, Clyde and Leighton, D. 1970. The language ~f 
the Novajo Indians. In P. Bock (Ed.), Culture Shock. 
New York: Alfred A. Knopf, pp.29-44. 

22. Koontz, Har3ld. 1969. Analyzing the universality and 
transferability cf management. Icademy of Management 
Journal, 12, pp. $18-429. 

23. Lee, Yosup and Larwood, Laurie. 1983. The socializaticn 
of expatriate managers in multinational firms. Academy 
of Management Journal, 26, pp. 657-565. 



24. Lord, Frederic M. and Novick Melvin R. 1986. Statisti- 
cal Theories Of Mental Test Scores. Reading, .A: 
Addison-Wesley Publishers. 

25. Madariaga, Salvador de. 1928. Englishman, Frenchman, and 
Spaniard. Atlantic Monthly, 141, pp. 450-458. 

26. McConkie, Mark L. 1979. A Clarification of the Goal Set- 
ting and Appraisal Processes in MBO. Academy of Yanage- 
ment Review, 4, pp. 29-30. 

27. McGuire, Peter J. 1980. Why performance appraisals fail. 
Personnel Journal, 59, pp. 744-762. 

28. Megginson, Leon C. and McCann, Eugene C. 1965. Applica- 
bility of management principles in underdeveloped econo- 
mies. In Ettinger K.E. (Ed.) International Handbock of 
Management. New York, McGraw-Hill. pp. 17-24. 

29. Mcleod. U.M. and Chaffee, S.H. 1973. Interpersonal 
approaches to communication research. American Behav- 
ioral Scientist. 16, DD. 369-499. 

30. Negandhi, A. R., 1973. Analyzing industrial srganiza- 
tions in cross-cultural scheme and research findings. 
Management Research A Cross-Cultural PersDective. San 
Francisco: Jossey-Bass, pp. 125-149. 

31. Negandhi, A. R. 1979. Organizational Functioning In A 
Cross-cultural Perspective. Kent, OH: Kent State Uni- 
versity Press. 

32. Oldham, R. Greg. 1976. The motivational strategies used 
by supervisors: Relationships to effectiveness indica- 
tors. Organizational Behavior and Human Perfcrmance, 
15. pp. 66-86. 

33. Redding, G. and Casey, T. 1976. Managerial beliefs amcnc 
Asian managers.  cade ern^ of ~ana~ernent Review, 1, 
pp.351-355. 

32. Rokeach, M. 1973. The Nature cf EIuman Values. !Jew 
York: Free Press. 

35. Saner-Yui, Lichia and Saner-Yui, Raymond. 1984. Confn- 
cious say social harmony nore important than perf~rn- 
ance. Training and Development Journal, 38, pp. 28-31. 



36. Schein, Edgar H. 1987. Organizational Culture and Lead- 
ership. San Franciso: Jossey-Bass Publishers. 

37. Singer, Marshall R. 1987. Intercultural Communication. 
Englewood Cliffs, NJ: Prentice-Hall, Inc.. 

38. Smircich, Linda and Chesser, R.J. 1981. Superiors' and 
Subordinates' perceptions of performance: Beyond Disa- 
greement. Academy of Management Journal, 24, pp. 
198-205. 

39. Taft, R. 1971. The ability to judge people. In Ronan, 
W. W. 6 Prien, E. P. (Eds.), Perspectives on The Yeas- 
urement of Human Performance. New 'iork: Appleton- 
Century-Crofts, pp. 145-159 

40. Thornton, George C. 1968. The relationship between 
supervisory and self-appraisals of executive perfcrm- 
ance. Personnel psychology, 21, pp. 441-445. 

41. Whitehill, Arthor M. 1964. Cultural values and employee 
attitudes: United States and Japan. Journal of ~ h ~ l i e d  
Psychology, 48, pp. 69-72. 

42. Zierden, W. E. 1983, autumn. The real difference 
between the Japanese and U.S. managers. S.A.M. Advanced 
management Journal, 48, pp. 59-62. 


