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ABSTRACT

The purpose of this Master’s thesis was to devalppoposal for efficient
work culture in a multicultural environment. Globhusiness requires
competent and multi-culturally fluent professionalfiey need to move
fast and adapt quickly to challenging projectsaader the world. To be
able to win in highly competitive markets of theddie East, management
and the HR face several challenges. Success isunegllsy the ability to
take advantage of these opportunities.

My research method is the case study. A Finnistesgngineering com-

pany operating in the Middle East was selectedHercase. The aim was
to investigate the strengths and opportunity af@asanaging demanding
projects in the area. Thus, the study belongs tw different theoretical

fields, international management and cultural netea

This thesis has been divided into three parts:rtheampirical analysis

and the development plan. The theory built on thsebof management
and culture studies. The empirical research wdging the target com-

pany's yearly employee engagement survey (quangtaesearch). In-

formation was collected also from three Finnishagpwho had been
working in the target company in the Middle East db least two years.
Personal interviews were confidential and open é&somore profound

discussions (qualitative research).

A careful analysis of the survey and interviewsver that the target

company has lots of professional potential. An iowved proposal to fur-

ther develop the multicultural work environment tinanagement and the
HR skills and finally, to build a highly competigvProject Task Force to
operate in challenging projects around the regias then offered as con-
tribution of this study.
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Sivut

Opinnaytetydn tavoitteena oli luoda tehokas mottikutisen tydyhteisén
kehittamissuunnitelma  kansainvéliseen yritykseen.angainvalinen
liketoiminta edellyttdéd ammatillisesti patevaa paonikulttuurisessa
toimintaymparistéssad joustavasti liikkkuvaa erike@ajien joukkoa.
Teamien ulee olla valmiita ottamaan haastavat kfitijanteet tehokkaasti
haltuunsa. Lahi-idan vaativassa businessympariétisamien vetdjilla,
johtoryhmaélla ja henkildstbosastolla on erityis@abkteita voitettavanaan.
Yrityksen menestys riippuu sen kyvysta hyodyntadaskeet voiton
aineksiksi.

Tassa tydssa hyoddynnettiin  tapaustutkimusta tutkmanetelmana.
Tutkimuskohteena  on  suomalainen  erityisosaamista ottava
insindoriyritys, joka toimii Lahi-idassa. Tarkoitusli tutkia yrityksen
vahvuuksia ja kehittamisalueita alueen vaativieigktien hoitamisessa.
Siten tutkimus kuuluu teoreettiselta perustaltas@kas kansainvalisen
johtamisen ettd kulttuurintutkimuksen alueisiin.

Opinnaytetyd jakaantuu kolmeen osaan: teoriaan,iigsgm aineiston
analyysiin ja kehittdmisohjelmaan. Empiirinen tatkis hyodynsi
kohdeyrityksen vuosittain hekilostolleen teettambgiselytutkimusta.
Kvantitatiivista aineistoa  syvennettin  kolmen kelydtyksessa
tyoskennelleen suomalaisen haastatteluilla. Luattesellisilla ja
avoimilla syvahaastatteluilla pyrittin  tuomaan iesikvantitatiivisessa
tutkimusaineistossa pinnallisemaksi jaava aineisto.

Tutkimustuloksen perusteella kohdeyrityksen mersesn vakaalla
pohjalla. Monikulttuurisen tydyhteison toimivuuttaroidaan lisata.
Opinnaytetyan kontribuutiona on esitetty parannetidotus tehokkuuden
ja kilpailukyvyn lisaamiseksi.

Monikulttuurinen  johtaminen, henkilostéjohtaminen, projektien
kehittdAminen, monikulttuurinen tydyhteiso, yritysteuuri

58 s. + liitteet 1 s.



CONTENTS

1 INTRODUCGCTION L.oitiiiiiieeiiiiiiiiiiis e eeeens s eeee s e e e e ee et s s e e e e e eesaaneeeeeees 1
1.1 RESEAICN PUIMDOSE .....iiiiii ettt e e e ee e e e e e e e e e e e e e et e eeanns 2
1.2 Research problem and ODJECHIVES............commiiiiiiiiii e 2

2 THEORETICAL FOUNDATION.....coiiitiiieeeee et e e e e e e aeeaann e s e e e eeaeeannnnas 4
2.1 Managing Multicultural WOrk FOICe ...........coommmeeeieeeeiiieeeeeie e 4

2.1.1 Leadership StYIES .....ocieiii e 4
2.1.2 Managing Multicultural TeamsS ..........ccovuiiieeeeeeeiii e 5
2.2 Understanding Multiculturalism in Global Corporatio..............ccccoeevvvveeenens 7
2.2.1 Organizational CUUIE.............oiiiiiiie e e e e e e 8
2.2.2 NatioNal CUITUIE .....coeeiieiiiie e 9
2.3 Defining COMPELENCE........uoiiiiie e e 10

3 METHOD FOR STUDY ..uuiiiiiiiiiiiiiiii e e ettt a e e e e e eeatsnnn s e e e e eeeeannans 11
3.1 ReSearch MethOdS. ......coooiiiiiiiiiiii e 11
3.2 Reseach Material and INtEIVIEWS .........oiiscccceeeiriiiieee e 11
3.3 Target Company's Profile.........ccoooieiiiiieiiiii e 12

A RESULT S oottt rmmmm ettt e e e e e et e e e e e eeee e e e e e eeerenanns 14
4.1 Competence APPrOaCH ........coooiiiiiiii e 14.
4.2 Human Resource APProach............cooo oo 15
4.3 Multicultural APProach ..........ooouuiiiiii e 16

B AN ALY SIS Lo e 17
5.1 Competence ANAIYSIS.......cccovuiiieiiiii s ceeeme e 17
5.2 Human ReSOUICe ANAIYSIS .........iiiiiuui s e e e eeee e e et e e e e e eeaan e 21
5.3 Multicultural ANAIYSIS........oouuuuiiiiiei e 24
5.4 Strategy and Change ...........ouuiiiiiiiiiii e 26
5.5 Communication and Collaboration.............cccoeeuiiiiiiiiiiiiiie e 28

B DISCUSSION . ...ceitiii it e e eeeeeee e e et r e e e e e e e e et e e e e e e eeeeanaaeeeeeenes 30

7 CONTRIBUTION ...t e e e e e et e e e e e e e e e e e e e e e ennnnnas 32
7.1 The Development Plan ..........cooouiiiiiiiiicceees e 32
7.2 CUUIAl AWBIENESS .. .uuiiiie ittt e e e et e e e e aeaeae s 34
7.3 CompPany CURUIE ...t e e e eeean 35
7.4 The HUMAN RESOUICE ......ccuuuiiiieeiiiiiiiieeeeee et e e e e e aaaa s 37
7.5 ChooSing The MaNagEr .......c..uieiiiiii e e e e e e e et e e e e e e eeen 39.
7.6 FOrming the TeAM ... ..ccoiiiiiii e 43
7.7 Developing PEOPIE ... ..o 46

7.7.1 Learning DY DOING .......uoieeiiiiiiiiimmmmm et e e eeeead 48
7.7.2 IMporting KNOWIEAQE ........coiiiiiiiiie e 50
T.7.3 TTAINING et oo ettt e e e e e e e e e bt e e e e e e e eeeaas 51
7.7.4 Sharing KNOWIEAQE. ........iiiieeiiiiii i 51
7.8 ProjeCt Task FOICE ......coooiiiiiiiii e 52
8 REFERENCE ... ..o e e e e e e et e e e e e e e eeaesaaneeaeeenes 56

APPENDIX 1 e INTERVIEWS OF FINNISH EXPATS



Development Plan For Multicultural Working Enviroent. A Case Study — Middle East

1 INTRODUCTION

The 2f' century has changed the world of manufacturingketang and
business enormously. The companies and corporateves gone global in
every sense of the word. Their headquarters, fest@nd customers can
be thousands of miles apart, but still be ableotormunicate business on a
personal and daily basis. Money, as well as managenmnan come from
any part of the world. The work force is more oftean not multinational
— consisting of very varied cultural, religious alatiguage groups. This
presents a new set of expectations for managingvtite force, and to
ensure the best competence and motivation for éaeng. There is no
doubt that those companies which are well estaddishill be successful
in winning the future.

Hamel and Prahald claim that, it is “not cash foets the journey to the
future, but the emotional and intellectual enerdyewery employee”
(Hamel & Prahalad 1994, 139). This is where thiglg originates from.
My main interests are, how to get the best potefrian each and every
employee, how to overcome the cultural challenged, further turn them
to a driving force?

As global companies will have to tackle with marffedent management
styles, starting from the traditional hierarchicahe to more open
consensus or independent work styles, managers fnarious
backgrounds will need a simple and neutral base f@ago on with their
duties. It is quite clear that it is very challemgito move out for an
expatriate assignment. Training and preparatioasnauch needed. Very
often these are just overlooked and the profeskipnactical side of the
job is in front line.

Sun Tzu once saidKhow yourself and know your enemies, and in hun-
dred battles you will never be defeatedz(1 1993, 57). This old wisdom

is true also today. Profound understanding of om®& culture is the
starting point in accepting differences. Suitabd®gle should be chosen
for particularly challenging tasks. Educating th&obps”, creating a
“company culture” which would be acceptable for mat not all its
members is absolutely necessary in a multi-relgjionultilingual, multi-
racial company. Culture is a strong phenomenorgdddaalso with emo-
tions and deeper values. If it is not understobdll be a disturbing fac-
tor in business as well as in daily work.

The heart of the thesis at hand is best summea apqguote from Philip

Sadler who observes: “The long-term success obtisiness in attracting,
retaining, developing, motivating and utilizing thest talent in its field is
likely to be the biggest single factor in determiits long-term

commercial viability.” As yet few major global ongiaations manage
truly and fully to utilize their human assets ire tivay Sadler anticipates.
Increasingly, they will have to do so if they are tetain their

competitiveness. (Oberg & Crainer 1994, 76-77.)
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1.1 Research purpose

This study concentrates on investigating the malmgilenges that the
multicultural work force presents to management] amther to draw a
development plan to overcome some of them. Theystititizes a case
study of a Finnish company based in the Middle E&lse profile of the
target company is introduced in detail in sectio® Barget Company’s
Profile. Author of this thesis has been working fithe company in
guestion in the engineering department for mora tlea years, two of
which in the Middle East.

In the past, most of the management professiorsle been either Finns
or European. In the target company, the majoritywairk force is

originally South Asians. The total work force arduhe region consists of
more than 1100 professionals from Europe, Asia,bAcauntries and
Africa. The research material (survey) was made the regional

headquarters, where total 240 professionals workstMf them have
relocated to the city where they work, and havededdint expatriate
agreements. Many of the conflicts at the officeebas cultural differences
or misinterpretations.

This study is a cross-cultural research. The sadegtewpoint is to find

practical tools for the management for dealing tiallenges and for
creating an efficient, dedicated and motivated wiorke. It is expected,
that this study will be valuable for developing twverking methods and
management in a multicultural environment. It issibkely that soon

there will be top managers from Asia and the Midgéest, who also need
to understand the very different European offiardnichy and work style.
This study aims to be a handbook for a managematter where he/she is
originally from.

1.2 Research problem and objectives

The research problems of this study are:

1. To find out what kind of problems exist in a muliiitral company
with very varied work force

2. To find out how the multicultural management candeseloped to
improve the motivation and dedication of the warkce.

The viewpoint is from the management, since ihestt who need to solve
the problems and to decide how to arrange the Wavde efficiently. The
following are the objectives of the research:

1. To identify and define competence — How do professis define and
see the competence level of their teams and mas®addris approach
aims to investigate through job satisfaction, hogllyweople feel their
personal ambitions are being fullfiled. Do theyestheir career
opportunities similar to their co-workers from @ifént cultural
background. Job satisfaction is one factor for wading people to
develop their professional skills further towardsv@nced competence
level.
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2. To identify and redefine the responsibilities oé tHuman Resource
(H.R.) department — What could be done to promote tfieiaricy in
introducing company values and work style to newemrand when
recruiting employees?

3. To identify challenges arising from cultural diféerces and to develop
multicultural work style — How can the target compaultivate and
benefit from the cultural backgrounds of the warkcg?

What then is development? It would be true develmmif human, so-
cial, spiritual and cultural values were at the rhed international ex-
change and they would have an impact on both partiwe need to
broaden our concept of development to take humahnsagial develop-
ment as the basic concept even when studies oflaguent deal with
economic and technical advances. (Swantz 2009, 35.)

The final objective of this study is to produceraqgtical development plan
for a multicultural global company.
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2 THEORETICAL FOUNDATION

The theoretical foundation of this study belongsato different fields:

1. International management and

2. Cultural research, specifically organizational aradional cultures as
people in the target company are from very variettucal back-
grounds.

2.1 Managing Multicultural Work Force

“If global company is to function successfully,attrgies at different levels
need to interrelate” (Bratton & Gold 2003, 37). 8 especially true with
the management. On the business level, there Hasadacompany strategy
to be able to win the global markets, but all thieeo levels, within each
particular department or area office, there habean understanding of
that strategy.

Imagine an organization — as a machine. Everyorr&ingin and for it is
a part of that machine. The machine itself is opemal if, and only if, all
the parts are correctly assembled and integrateédb other. The better
those parts are integrated to each other, therlibgemachine will work.
You may of course use weaker and cheaper parts tione, but soon you
will find out that they break or do not functioroperly and so you have to
replace them and start all over again. Better tllenhoose the suitable
strong parts in the beginning. Target Company’srimdtional goal should
meet both customer’s high expectations as welhashtiman needs of its
work force, aided by knowledge and expertise. Tapefits rendered by
the company should attract the loyalty of the emypés and stimulate
their motivation and participation as well as exgppétme area of integration.
My argument is that (1) the process of integratiakes place within a
framework of common, mutually respected value b&Rg that the
knowledge and expertise are currently availablentet the needs for
building the target company to a truly multicultusaganization.

2.1.1 Leadership Styles

All the great leaders have strong personalitiestidrehey are as different
from each other in their strategies, than Che Guizewas from Mahatma
Gandhi. Leadership style depends on philosophysopetity, behavior,
experience and also on culture of the leader. éeship style is the man-
ner and approach of providing direction, implemegplans, and motivat-
ing people. Kurt Lewin has identified different lsty of leadership. He es-
tablished three major styles of leadershiuthoritarian or autocratic
Participative or democratiandDelegative or Free Reigrilthough good
leaders can use all three styles, adapting flueatlyording to changing
challenges, bad leaders tend to stick with on@s{d.S. Army Handbook
1973))

Authoritarian (autocratic)

This style is used when leaders tell their empleywhat they want done
and how they want it accomplished, without listgnany advice of their

4
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followers. Some of the appropriate conditions te,usis when you have
all the information to solve the problem, you ahers on time, and your
employees are well motivated. Some people tendind ©of this style as a
vehicle for yelling, using demeaning language, Eadling by threats and
abusing their power. This is not the authoritagane, rather it is an abu-
sive, unprofessional style called “bossing peoptaiad.” It has no place
in a leader's repertoire. The authoritarian styleutd normally only be
used on rare occasions. If you have the time amd teagain more com-
mitment and motivation from your employees, them whould use the
participative style. (U.S. Army Handbook 1973.) Maksian societies are
traditionally very hierarchical. The authoritarismanagers are still a rule,
but things are changing fast. Working in an Asiampany may be very
challenging for professionals from Europe or Ndktherica.

Participative (Democratic)

This style involves the leader including one or ememployees in the de-
cision making process (determining what to do aod ko do it). How-
ever, the leader maintains the final decision malnthority. Using this
style is not a sign of weakness. Rather it is a sigstrength that your em-
ployees will respect. This is normally used when yave part of the in-
formation, and your employees have other partse Nuat a leader is not
expected to know everything — this is why you erggtmowledgeable
and skillful employees. Using this style is of mutual benefitit-allows
them to become part of the team and allows youdkenbetter decisions.
(U.S. Army Handbook 1973.) Asian workers find iffidult to disagree or
debate with their superiors. Many times they exgreré stress also when
communicating with their Western colleagues. lexplicitly difficult to
say no, or to point out a mistake of the superioa @olleague. Western
workers may misunderstand this reluctance as inetenge or laziness.

Delegative (Free Reign)

In this style, the leader allows the employees &ienthe decisions. How-
ever, the leader is still responsible for the deoss that are made. This is
used when employees are able to analyze the situatid determine what
needs to be done and how to do it. You cannot @oy&ving! You must
set priorities and delegate certain tasks. Thisoisa style to use so that
you can blame others when things go wrong, rathisris a style to be
used when you fully trust and confidence in thepbedelow you. (U.S.
Army Handbook 1973.) Also this management stylstilsa bit challeng-
ing for mostly Asian professionals joining a Westirad corporation.

2.1.2 Managing Multicultural Teams

At present most of the companies, especially inilest have chosen the
working style where employees are given more inddest freedom to do
the job, sometimes to the extent that boss hasi’thee fad idea who is
taking care of what jobs. Boss is mostly neededigming the paper or
making the final decision. How can he/she makedénagsion on the issue
that he/she has no idea what the WHOLE pictureist;sf? Not to men-

tion the virtual teams that international compaihiage nowadays.
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In Asian culture, people seem to feel the need rootess that the boss is
present at all times and tells them exactly whatido In Scandinavian
working culture it is more like team work. In Westevorking cultures,
employees as well as bosses share among them mibre @sponsibility
to get the work done. The responsibility of residtaot only on the boss’s
shoulders. People take part actively and work tde/éine common goals.
The people know the vision, they know the stratagy they know the
goals. They are authorized by the leader to makeaindevel of decisions
themselves, so that they can work independentlyurisly we need to
remember, that there is no one “Asian culture” mstthere is no single
“European culture” also. The histories, cultured agligions vary in the
vast continent. There cannot possibly be two mdfferdnt national cul-
tures that Chinese and Indian, both of which hawedreds, if not thou-
sands of sub-cultures in them.

Perhaps different situations and environmentsfoaltlifferent leadership
styles. Perhaps a dictator or autocratic leaderstyie may be the most
effective in dealing with people from high powerstdince culture
background such as Asians, who often take it fantgd that the boss
comes and tell them exactly what to do. Most of esterners have a
experienced that it has been very hard to get Aseople to take any re-
sponsibility and to get them to work actively withidhe boss being pre-
sent and saying all the time what to do.

On the other hand participative or democratic lestdp and laissez-faire
or free reign leadership styles might be more bietdor low power
distance culture background people, such as Eungpednere most of the
people have long traditions of equal rights and aeatic decision
making. No matter what kind of working environmenmtculture we deal
with, it is basic in management that a person shbale one and only one
boss. If an employee has more than one boss, ithargreat temptation to
play off one boss against the other. (Parkinsonu&tBmji 1998, 21.)

In my opinion, any leadership style chosen will rattomatically be

suitable for leading the people from certain baokgds especially in
multicultural teams. It is up to the boss to decideat kind of leadership
style he or she should use when leading the pebpbeder should not be
fixed to one particular leadership style but muestble to flexibly change
the style that suit for himself/herself and alse piersonality and culture of
the employees that he/she is leading. It requiresmedge of the other
cultures from the boss, curiosity, tolerance, téiy and last but

certainly not least, a thorough understanding osihkr own culture.

Otherwise they may be facing a lot of problemsrlate

Oberg and Crainer describe this kind of situatiémcreasingly, managers
in traditional organizations find themselves inuartomfortable grey area
between autocratic and participative forms of managnt. While manag-
ers talk about empowerment, for example, they titheasame time often
making decision in response to the tough realitdde. Managers may
not consider themselves to be dictatorial but eeidre, they willing to

surrender much of what they regard as their powsekto become par-
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ticipative. Such tension is at the heart of manyhef managerial failures
of the 1980s. Managers were enthusiastic converideas such as “man-
aging by walking about” and opening their officeodoto the world, but
often it was a change without real meaning. Themare to participative
management than being able to strike up a convensatth a lathe opera-
tor”. (Oberg & Crainer 1994, 100.)

2.2 Understanding Multiculturalism in Global Corporatio

As this study is focusing on development of cultaweareness and compe-
tence in the target company, it is necessary tofglthe structure inside
the company culture. It is evitable that differewttional and organiza-
tional cultures clash, especially when the whotecstire is in a way in
“no-man’s land”. Practically everyone working irettarget company is an
expatriate — very few local people work in the arigation. Therefore it is
a priority to build a flexible “company culture” whe everyone is re-
spected and mutually appreciated as a competefaigsional.

The company values and basic rules must not onlisteel down for the
employees to follow, but they need to be the saomeeferyone in the
company hierarchy, including the senior managemenis is important,
since for example Legge argues that a corporatereuthat is shared by
the senior management and is presented as theiabffulture” of the or-
ganization — may be only one of several sub-custwighin any organiza-
tion, and may be actively resisted by groups whadbshare or empa-
thize with its values. If corporate culture makessense of the organiza-
tional realities experienced by the employees othan senior manage-
ment, it will not become internalized outside thatall sub-group. (Legge
1995, 187.)

The value base of a multinational company needb® toeutral in religious

sentiments, but there are some things which aralklygshared by most

people all over the world. A new employee shoulddeécomed with ex-

pectations stating that:

1. Everyone has equal opportunities despite of radigion, age or sex

2. All nationalities, religions and cultures are edyaéspected for their
uniqueness

3. Criticism and feedback has to be restricted torglated matters and
possible arguments, disagreements or disputes twavee handled
equally and in front of unbiased seniors, managé¢meaquals.

4. Honesty, politeness and decency are expected fvamy@ne towards
every member of the work community.

This list is very general, but no doubt it couldegithe clear and precise
picture to every employee in the team and whaixpeeted from them.

After the describing the company’s rules, thereusthalso be regular and
fair discussions, open dialogue as well as vergration, that the same
rules bind also higher offices in the company.
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2.2.1 Organizational Culture

According to Trompenaars and Homme, there are definitions of cor-

porate culture:

1. The way we do things around here

2. A system of informal, unwritten rules

3. A system of shared values, beliefs, assumptionsghae attitudes,
behaviors, systems, and practices in our orgaoizati

4. What the members of the organization perceive asgbeentral, en-
during, and distinctive about it. (Trompenaars &niioe 2004, 13-
14.)

If you ask people what is their company culturestnaf the company if

not all would probably answer “the way we do thirmgeund here”. An

important element in any organizational cultureaigormative structure
that defines rules of legitimate conduct and betvaand contains general
values which individuals can use as support whekimgadecisions about
how to act under varying circumstances. (Nordha@@41215.)

Company Culture

Asian Culture Arab culture Western culture

Figure 1 Cultural mix inside the target company

It is generally agreed that such a thing as compaultyire or organiza-
tional culture exists, and that it has an effectl@ daily work. However,
when you really sit down and talk about it, theeeras to be a multiple
opinions, mostly opposite to each other, on whatdluded. Many times
there are various interpretations over whose auftuinally is.

Figure 1 introduces the overall cultural mix in tta#get company. The
company relishes rather neutral pluralism from\Western point of view,
but as such it is clearly interpreted as “Westather than “multicul-
tural” or even “democratic”.

The deeply encoded lessons of the past, that asegdrom one genera-
tion of managers to another pose two dangers fpoeganization - and to
a multicultural organization in particular. Firgidividuals may, over time
forget why they believe what they believe. Secandnager may come to
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believe that what they don’t know isn't worth knogi (Hamel & Praha-
lad 1994, 55.)

2.2.2 National Culture

National culture is a complex and delicate matidture has been a ma-
jor topic in management literature for over 30 geand it continues to
grow even more important with the seed of globalihess. Anthropologi-

cal, sociological and management literature offmresal alternatives for
defining culture. Most “general” definitions drawet line with common

language and similar way of thinking. | believetatd to be deeper than
that.

Most of the people consider themselves as FinnseS#, Italian or Aus-

tralian meaning a certain combination of mutuallyeed ways of behav-
ior, history, festivals, foods, belief systems, stimes still outer appear-
ance or even dress. Internet and American populkure have had an
enormous effect on how people reflect their owrturel and what they
dream their life to be. On the other side of thetype aggressive national-
ism is gaining stronghold. Extreme nationalism hagays used stereo-
types and fictional mythology to make it stand,totng the fears and
prejudices in collective imaginary. Global medraaespecially popular
culture is many times spreading stereotypes insbéadriosity and toler-

ance.

Living and working outside the familiar and safdio@al culture is ex-
tremely challenging. At home country everything aveérybody is under-
standable. There are very few chances of misird@pons in the
neighbors or colleagues behavior. The managemglat st the boss is
predictable. Work procedure as well as duties aspansibilities are
clear. Moving to another country challenges als thlany times expatri-
ates locate to same parts of city, where they ereitle India, Chinatown
or European compound. Behind the guarded fencesdies more famil-
iar flow. Culture shock is easier to manage witlogle from the same
background. Although expatriate work agreementoéien very lucrative
and generous, feelings of national pride and harkasss live strong.

It is a sensitive matter to touch any of thesergfiypfelt national feelings.
Manager of a multinational team has to find balaincthe middle of his-
torical crunches and present day career competition

This study is not trying to propose a rock soligdodor a “company cul-

ture”. Such a generalization would be impossibld aseless, since “cul-
ture” is a living organism and continues to changewever, the manager
is always a visible part of what the employees ag¢he “company cul-
ture”. It is very advisable for managers of intgfanal companies to
make creative and flexible general ideas on holiwéand deal with cul-

tural problems — and further more importantly, howearn from them for

the greater benefit of building a truly multicukaisvork force.



Development Plan For Multicultural Working Enviroent. A Case Study — Middle East

2.3 Defining Competence

Information age demands the refinement of an eggtuman commodity
Knowledge Knowledge is an important human resource, antabsd

organizations have to cultivate in order to competéhe global market.
To understand how we can use knowledge to our kienef should think
about it in practical, tangible terms. When thinkiof the knowledge,
especially cultural knowledge, it has three basatires:

People business has woken up to the fact that in culyudiversifying
markets, people are becoming the new corporatairesgar excellence.
The next big thing in the information age is noe tamphasis on the
electronic aspect, but on its human side. The maxtthing in global
business is aulticultural revolution . The challenge for companies and
organizations are to attract, retain, develop, amalivate the best and
brightest knowledge sharers.

Relationships relationship among people both inside and outslue
company or organization must be cultivated. In ficac cultivating
relationship means that concrete structuresiaring information need
to be established such as an intranet, databade¢samwork.

Culture culture is something within us that gives usemse of identity
and guides our thinking. (Gore 2007, 25-26.)

In this study the concept of knowledge is undermtcand used

synonymously with competence. Competence is a respwhich can and
should be cultivated by investing in the peoplewHo measure another
person’s competence is more complicated questids.raturally simple

enough to check if he/she really knows the techracangineering jobs

etc. It is another matter to estimate, why thissparwould be more
competent than the other, with the same educatidnexperience, to do
the same jobs. If we ask the question from the eohimself, the answer
may be different from what his colleagues or boesld say. Competence
is subject to other, social and cultural feelinglso when other people
measure our work.

Investing in peoplemeans

1. Commitment to invest in excellence of people

2. Willingness to plan how skills, individuals and nes can be
developed to achieve the goals

3. Readiness to take action to develop and use negeski#ls in a
clearly defined and continuing program and

4. Patience to evaluate the outcomes of training awldpment for in-
dividual progress towards goals of the individuakker as well as the
goals of the organization. (Gore 2007, 27.)

10
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3 METHOD FOR STUDY

The goal of this study is to produce a plan for theyet company for
developing the competence, the efficiency and tkdicdtion of it's

multinational work force. The development startshwidentifying three

areas where action can be directed. These arel calpgproaches” in the
following pages. The study utilizes both quantitatas well as qualitative
research methods. The two methods are intendedrplement each
other for better understanding of the study subject to explain it

statistically.

3.1 Research Methods

The selected approach is case study. Case studyrésearch strategy,
which provides detailed, intensive knowledge ofiragividual case. Since
the goal of this study is to improve or suggestefigvment plan for a
established company, it is natural to utilize casedy as a research
method.

The research is conducted by combining the follgwtino methods. The
social sciences use two approaches to the reseaaterial. The
guantitative researclrefers to the systematic study of research méteria
which is collected in bulk manner — with anonymauegstionnaires in this
case. The objective of quantitative method usee l®rto draw a more
general picture on the opinions, atmosphere antinfge of the work
force. (Hunter, Laura and Erin Leahey 2008.) Jéhaonsidered carefully
the cultural dimension of these answers, as theniajof the workers
come originally from different parts of Asia.

Qualitative researchis an appropriate method for inquiring in many- dif
ferent academic studies and in the social scietypgsally. Qualitative re-
searchers aim to gather a deeper insight on mattéand. The qualitative
method investigates thehy andhow of decision making, not justhat
where when Hence, smaller but focused samples are more ageded,
rather than large samples. Qualitative methodsym®dnformation only
on the particular cases studied. (Flyvbjerg, 20080&1.)

3.2 Research Material and Interviews

The quantitative research material is the targetpgamy employee survey
conducted in March 2010. The target company isecbiig data and up-
date information about the employees’ work satisbacand attitudes
yearly through a detailed questionnaire. It is fleshere to compare the
results from Middle East to the company’s employaaswers globally as
well as to investigate in detail how the answerBecé general and
particular work satisfaction of the workers. Thedille East survey, which
includes 45 questions all together, was sent toetiployees. A total of
231 of them replied. | have also the Middle East8&y results from 2009
in my use, so that it is possible for me to makepgarisons with other
target company subsidiary companies around thedworl

11
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Further, there are three personal interviews wiimer Finnish expats
conducted in Finland. The qualitative interviewsaomore personal level
of the three Finnish expats took place in Finlandrdy winter 2010-2011.
The open and confidential face-to-face intervievesenintended to draw a
reflection on how the expatriates from home coustg the same work
environment and whether their ideas of target campgobal future meet
the premises | suggest here. These discussion®eavilinportant material
in reflecting and adding depth to the anonymou& mdterial from multi-
cultural teams collected by target company offigia¢stionnaire

My informants had been working in Middle East fomimum two years,
so they had reasonably well-grounded and many-sdpdrience for their
expressed opinions. My questions are included ig gtudy in Appendix
1. Naturally my own personal experiences for wagkin Middle East in
2006-2008 are building the base for my preliminagpothesis. The
results of this study will be used for analyzingterpreting or - when
possible — for explaining the data for the benefittarget company’s
global development. The information also providesls for prediction
and forecasting future challenges in a multicultwark environment.
The questions are divided into specific groups istild the accurate
information from the more general flow. The mairegtion to answer is
how well the organization works, and how to makeuinction more
efficiently.

A survey research — whether it is a questionnaii@ personal face-to-face
interview — always includes a number of problentse Tesults have to be
investigated with care and analytical precautiorer®/enough people in-
cluded in the study? Did they represent the kingpaffessional group
whose opinions can be used on more general levalfe \ necessary
number of questionnaires returned to give enougbeece? Were the
guestions right in the first place? When peoplgmions, values and atti-
tudes are investigated, there are further morel@nad ahead. Did the in-
terviewed people feel confident and free to exptbes real feelings?

How much do differences in their cultural backgréurring up to their

answers? The same problems of trust and cultuifereinces come to pic-
ture also with face-to-face interview.

The interviews will be marked with Roman numberdglifterentiate from
each other:v, vi andvii. They were all conducted in open discussion
form. The informants got the written questions (Apgix 1) but were en-
couraged to discuss them thoroughly accordingdo txperience.

3.3 Target Company’s Profile
History and profile of a company has a great imgnmece on how people
feel working for it. A well-established successfidmpany is a dream
work place for most people. For many Non-Europeanextra bonus is to
be able to join a Western company in a wealthyiexotation.

My target company is one of the global leaderdhaéngineering compa-
nies. It is present in more than 50 countries woideé and has been oper-

12
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ating in the Middle East market for many years. dledEast office has
become the leading supplier in the Middle East eyipy over 1100 peo-
ple across the region through its network of jei@btures and authorized
distributors.

It is the main pioneer for the whole Middle Eagiiom concerning engi-
neering competence. At present, mega projects @oening around the
region especially in Saudi Arabia. It is cruciahtimy target company can
effectively handle the work load and technical suppeeded.

Bratton & Gold argue that the real sources of cditipe leverage are the
culture and capabilities of the organization dexgvirom how you manage
your people. The whole emphasis on people as otigeaiost important
competitive advantage a company can create, denthatshe top man-
agement attracts, cultivates, and keeps the besfavoe they can possi-
bly find. The role of Human Resources is beconaagmportant - if not
more than - any other executive leadership functi@ratton & Gold
2003, 3)

At the moment, the company’s head office is basedrinland. It has
branches and business all over the world. As ha lse=en in other
“Finnish” companies, the senior management islilly little becoming
more international. Customers and finance have lbahalready long
ago. Company culture is changing. There are thpdierts:

1. Different cultures within the global organizatioenmain separate.
Companies and subsidiaries maintain their identity.

2. Some cultures dominate others. This happens typioahen a
company joins or is acquired by another.

3. Third possibility is that cultures will blend orsasilate. In this case
the desirable result is that the company culturéudt on the best
characteristics or each sub-culture and that e&¢heon is mutually
respected. (Pitkdnen 2006, 31-32.)

13
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4 RESULTS

The Employee Engagement Survey 2010 was condugtdditget Com-
pany in March 2010. The headcount for the compaag &t the time
32.537. Total 25.360 Surveys were completed. Middst headcount was
240 people of whom 231 returned the questionndine. response rate in
Middle East was 96%. It is not possible to estinfates and what the em-
ployees felt that they were expected to answer &hdther they felt
somehow compulsory to answer the questionnaireardl all the response
rate is extremely high and the replies very mafalyorable to the com-

pany.

There were 45 questions to be answered. The ques#guested answer-
ing in “favorable”, “neutral” or “unfavorable” modelrhe questionnaire
was divided into ITEM groups under which severalrendetailed ques-
tions were offered. The item groups surveyed foaneple on how the
company’s leadership, culture and values had ledfjlhow the employees
job satisfaction had developed or how the employeasd the strategy
and changes in the work environment and atmospedeeffected their
life during the year. The Survey gives the statsstjlobally as well as

makes it possible to compare the results to theque year.

| will divide the thesis chapters according to iteen groups and analyze
the answers carefully. The analysis will give metarial for overall idea
on what and how the employees of Middle East teelnulticultural team
operates. | will base my management ideas on tietsds.

Three Finnish expats have been interviewed forghidy in personal and
detailed in private. There were altogether ten tioes presented, aimed
in to collect opinions, ideas and experiences eniriterviewees. They in-
cluded the basic background questions as well as personal opinions
on the competence level, management skills anddytwospects of the
target company. My aim was to check my own ide#isatng them to the

expats with similar background and work status. Triterviewees were

free to express their opinions freely also on eglatems.

My main interest in the survey answers as welhasréplies of my infor-
mants was how well the management functions inraateling multicul-

tural work environment. The culture of the host oy imposes further
challenges both to the work force, the Finnish éxm@es well as to the
management.

4.1 Competence Approach

My first approach for development plan is to invgsste if the competence
level of Target Company can be developed to fidblize the ambition of
motivated foreign expats. If we intend to find oahether the work force
of a company has reached the optimal performaneehave to turn our
interest and investigations on their competencelle€@ompetence has
been defined above as knowledge and cultural awagenn this study it
is investigated through factors related with jobis$action. What kind of
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professionals are they? Have they been given thacehto learn and de-
velop as the job requires, or were they “kept” éntain “need-to-know”-

level for some specific reason? It is naturally tgp each person
him/herself to find the motivation to express analit and that ambition
can also be based on very varied backgrounds. Mar@g it is just about
enough to get an expat job in a dream locationiagbpeestige is in many
cultures connected also to the paycheck. Thespessenal ambitions.

For the company success it is important to findrtbbt people to do the
right jobs. Therefore it is absolutely vital, thhie competence level of
both professional work force as well as managerisenptimal. It is the

boss’s duty and responsibility to see the taledttarencourage it to grow
further. This may seem an extra task, and reqairksen psychological
eye. Different things make different people “tick¥hatever the personal
motivation, it is the competence, the knowledge tedprofessional skills
that the company is after.

4.2 Human Resource Approcah

My second assumption for this thesis is that thenbin Resource depart-
ment can promote dedication and motivation whemurgeg and orient-
ing new employees. In order to develop this aremhawve to turn our in-
terest and investigations on the employee engagemédex. The ques-
tions include items such as strategy and changkcammunication and
collaboration. HR department not only takes chasgeemploying new
professionals. They are expected to introduce timepany culture basics
for them. The study investigates how well the eppés know the com-
pany, it strategy and visions and above all whakgected from them.

First thing to consider is the cultural competentdhe HR Is the HR
treating the expats in neutral and equal way? Aecagreements and as-
sistance fair? Do some experts (the Western) gee melp in settling in
than others? This may seem a minor question, lual it is one of the
main ones! A newcomer is bringing huge potentia ammovative profes-
sional skills to the company. He should feel apipted from the begin-
ning.

For the expat, the following inventory of questiagascrucial: What kind

of expectations they had before they join the camgBaHow do they ex-

perience the HR taking care of guiding the newcamétas the HR done
enough in orientating them? Have they been chdsemight kind of jobs

according to their professional level? Were thefprimed about career
opportunities and training? Were they given thearpmity to show their

ambitions as well as talents?

Needless to say that it is important to recruit tigit people to the right
positions. This is where HR personnel’'s competeraraes into the pic-
ture. HR personnel’s’ are the first contact thav memployees make when
they join the company.
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4.3 Multicultural Approach

Pluralism is a base value for most democratic sesiend companies. In
a global company culture, pluralism means a flexiahd tolerant view
towards difference — a “live and let live” attitud®uralistic values, how-
ever, include by definition a silent agreement prumderstanding, that
some values (or someone’s values) are more valuhhle others. In a
company culture, this could spell trouble, espéciahen it is a multicul-
tural global company operating outside familiar dahean turf.

A company is an organization of people, and as ,siichlso contains

characteristics that we attribute to our understapdf culture. For

intercultural communication, the main message amgueng vision is:

culture is communication and communication is aeltuYet simply

having a diverse group of people together doesatumally result in

learning from one another, as multicultural soetioften poorly

demonstrate. A certain structure or learning t@oks needed to bring out
the culture within each and every one of us. Addaily, it might come as
a surprise that the true objective of intercultw@nmunication is to learn
about one’s own culture and way of communicatingl aot such things
about another culture. (Gore 2007, 15-19.)
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5 ANALYSIS

All the different item groups will be handled inlifiwing way. | have
sketched three main challenges for the Target CappEhese presump-
tions are based on my experience as well as theviatv material.

The survey made by the target company includedaofse several ques-
tions which involved material for my presumptiofi$iere were straight
forward questions on management and the employagoreships for ex-
ample, and further several, which enquired an opiron leadership or
senior management. Other groups of questions whiate related to job
satisfaction include suggestions on the managemkatership skills. All
and all, this gives rather many sided picture ow libe teams see the
situation at the work place. It is clear that thare no possible ways of
knowing for fact, how closely the answers of thevey match with peo-
ple’s true feelings. Also, it is not possible tegiprove beyond reasonable
doubt, how much different cultural and personalestations effect on the
answers. | am concentrating in analyzing the suggesfor development
and change, which can be found in the differende/den the answers in
the questionnaire survey and the actual experiehtlee interviewed ex-
perts.

The answers from the survey, the interview resaittd my personal ex-

perience give reason to argue, ttatit knowledge of the target company

could be used more efficiently to develop the penfince of the teams.

This means that thienowledge managementvhich comprises the proc-

esses of knowledge transfer, and knowledge creatiemot fully in use.

The transfer processes include knowledge tranbiamrs

1. Tacit to tacit. Acquiring someone else’s tacit kiedge through ob-
servation, imitation and practice

2. Explicit to explicit. Combining discrete pieces @fplicit knowledge
to form new explicit knowledge

3. Tacit to explicit. Conversion of enquired tacit kvledge into an ex-
plicit form

4. Explicit to tacit. Internalizing explicit knowledgéLaamanen et alii
2005, 78.)

Thus, | believe my research material will give dea on how well knowl-
edge management works in the target company. Tifesnation in turn

will be the base for management guideline, whicthesfinal purpose of
this study. | have in previous chapter page fivehi$ seminar essay al-
ready explained the principal ideas of managemsgiéss The research
material from survey and the interviews will budd that structure.

5.1 Competence Analysis

All of the three Finnish expats interviewed see rindtinational teams in
the target company strongly potential. Some culto@ariers exist, maybe
slowing their career opportunities also. One majdtural speed bump is
the reluctance in some cultures to take activéatinie or independent de-
cision-making. There seems to be a sense of dutyespect towards the
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superior, which prohibits hands-on-attitude to wdrkis is a common ex-
perience among Western expats working in Asia. dsiaployees usually
expect the boss to give direct and clear orderg wehdo, how to do it and
in which timetable. Many Westerners express anxityAsian workers
who seldom make any decisions by themselves ewamgththey would be
asked to do so frequently. Asian employees selddtitize manage-
ment’s decisions and certainly do not confront lojpenly. It is very em-
barrassing to lose temper and they are severeltéusif being shouted
upon. Asian culture is a high power distance caltdsian professionals
assume that the decisions should be made by tle Bbey consider that
also the responsibilities will lie solely on hisositders as well.

According to my experience and the interviews méatethis study, it
seems the level of professional competence inatget company is good.
The basic engineering and related technical skitsson a good level. My
informants agree, that there ia fot of competenée( v) and that the
competence level is excellent - actually our precesople could learn
from Target Company. Also their technical expers @eally high class
compared to most of our FrontLines (globally}i). On the other hand
they see thatthe differences in culture of the multinational Wwdeams
create problems. Sometimes it seems that nobodyswartake the re-
sponsibility in solving the conflicts. Due to theirltural heritance it will
take time for them (South Asians) to take the nesipdities as expected
in Europe, and to act accordingly. It will take serime and training to
make them go over the cultural barrigni).

Despite of open declaration of company values etingal chances are not
always reality in teams. My interviews confirm thlaére is a lot of poten-
tial in the multicultural teams:They have potential. If you give them
equal chance they will learn more and develop al$®e management and
HR should encourage the newly employed work teargs ver the cul-
tural barriers” (vi). “There should be a systematic way of improving. If

you give peanuts you will get squirrelsv). Teams could be developed
towards smaller size, where everyone could speeiafi some areasi “

feel that there should be small teams designatesppécial assignments in
Major Project business. Also the sales team stractwuld be developed

further” (vii)

We can see here, that at least the Finnish expeliesve that the compe-
tence level could be promoted by giving a fair @ggdial chance to grow
over the cultural barriers. Let’'s check then, hdve employees see the
situation in the target company’s survey.

As already explained earlier, the survey for thgegcompany’s person-
nel included altogether 45 questions in nine déiféritem groups. The fol-
lowing questions can be interpreted as belonginthéoemployee’s per-
sonal feeling on how his competence, performanckcaneer ambitions
are taken in consideration by the management. Deéshe feel that he
gets from the company a fair share of compensdtorhis/her profes-
sional contribution? The survey can be also reaplsi as how satisfied
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the employees are to the present situation at wbrthey are overall
happy with their work, it suggests there are nomneaincerns or conflict in
their mind on how well their competence is beinghpensated.
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in decisions suggestions treats me with  with the provides me

that affect my count respect career with the
work opportunities  opportunity
available  forleaming
and personal
development

Figure 2 Job satisfaction

From the chart in Figure 2 we can see, that thekvimrce in the target
company is very satisfied with their work opportigs as expatriate pro-
fessionals. They seem to feel they are involvedienisions that affect
their work and experience that their ideas and ssiggns count. What is
important in the results is that the survey showprovement in this last
item. In survey 2009 79% of the answers to thisviteere favorable, but
in survey 2010 the percentage had risen to 84%ingd?2 % neutral and
only 4% unfavorable.

In many cultures, especially Arab and Asian tradis, respect is ex-
tremely important. It would be very difficult toeate a dedicated team, it
there were not mutual feelings of respect and ajgtion. In the target

company the employees seem to experience thatritagiager treats them
with respect.

The two last questions in this chart seem to ptheepositive atmosphere
in the work place. The workers are satisfied with tareer opportunities
available in the company. They also agree thattimepany provides them
with the opportunity for learning and personal depeent. Since the
neutral and unfavorable answers here sum up toiB4%e first and 18%
in the last question, it seems to me that themnés possible theme to im-
prove. These percentages have not much changedtisprevious year.
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Figure 3 Career Development

Vision of future career in the company is a sigrestimate, how the em-
ployees feel their competence level will develdpghe working environ-

ment encourages initiative and creative new satstigt has a very good
chance to survive in the global business compatitMotivation grows

always where the work force feels appreciated. EmynAsian cultures,
coming forward with new business ideas and suggestio change the
ways “it-has-always-been-done-here” is not at atceiraged. Therefore
the management should take every opportunity ttivet the creative
and open atmosphere.

The chart in Figure 3 shows clearly, that the wosKeel the management
trusts their competence and are satisfied withr tb@ieer opportunities.
Exceptionally high 94% replies that they have “aaclunderstanding of
what is expected of them.” Only approximately 58plied “neutral” and
none “unfavorable”. Also, 93% answered that they sae “a clear link
between their work and target company’s objectivéhis result would
strongly indicate that the HR is doing exceptionajbod job in employee
engagement. The work force is motivated and amistto perform.
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Figure 4 Team Competence
Figure 4 shows the employees impression on thdleagues’ compe-

tence. The questionnaire did not touch culturadigsitive matters in any
item group. The teams are culturally mixed andgbal is to keep the of-
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fice on neutral ground. With English as the officisrk language, there
are naturally some possibilities of misunderstagslinThe employees
seem to trust the company’s technical excellenceraputation. They are
proud to work in the company.
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goals and the feedback  improvements
objectives from the last within the
employee survey  company

Figure 5 Management

Figure 5 shows a chart of employees’ experiencea@nuon of their im-
mediate manager. As stated above, the managemmamny ways the key
person in the team. He represents the good anbatien company cul-
ture. Employees in the target company seem to thenraatisfied with
their boss’s performance. They feel they receiealimck and recognition
from their boss when their work is well done. Theginion on how the
management has reacted in the feedback given bgnipdoyees and the
enthusiasm to be committed to improvements get® meutral and unfa-
vorable replies than most other questions. Onlyd®%he total of 231 em-
ployees was convinced that the management wasrpenip excellently,
while a little over 50% agreed to reply favoralWore than 30% of the
work force was not fully satisfied with the managarin listening and
reacting to their suggested improvements.

There is a mutual agreement on the high profesklewal of competence
in opinion of my informants as well as in resultstihe survey. The Fin-
nish experts see the talent but also the problemama from the lack of
opportunities. The figures in estimating the perfance of the manage-
ment could indicate that there is work to be daméuily realizing peo-
ple’s ambitions concerning their careers.

5.2 Human Resource Analysis

HR is the first department one meets when joinimgwa company. In for-

eign assignments HR'’s role is of utmost importandey not only em-

ploy a professional but many times provide a nemé&aountry and many
times new lifestyle for his entire family. Accondj to Karen Legge, there
are three great lies:

1. I'will love you forever

2. The cheque is in the post and
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3. | am from the personnel department and | am herelp you. (Legge
1995, 7.)

The target company is employing people from vakiadkground and ex-
pectations. My Finnish informants agree that thgirrements were finan-
cially very satisfactory and that the benefits ddioreign assignment were
obvious. It offered achance to join MEGA projects and an interesting
multicultural experience( v) and a chance tdive like a king (vii Il) as
well as ‘meet the local customers and experience the eipatyle in the
Middle East (vii). All praised the living environment, reasonablegs
for commodities and enjoyable surroundings for fgmi

They agreed that the local customers and marketcivaltenging. On the
other hand, all my interviewees pointed out somiegt the HR could
have concentrated more. A guideline should have lpéen to newcom-
ers concerning some of the immigration formaliti®ne informant ex-
pressechegative feelings on having to work alone in majajects(vi).
They consider thaltlR should have planned and trained a successor for
each leaving expat in good tinf& ). Biggest disadvantage was the long
working hours compared to Finlar(glii).

All the three informants and | felt that the HR ltbhave done better job
in orientation when we first arrived to locationeld was available for
visa and other necessities, but it had to be alwegysested. As the expats
have to adjust quickly to their work and duties,njnamportant tasks for
settling in the family are left to spouse, who does have access to HR
help. “You should need to know differences between yaliaasignment
country’s culture, schooling system, living expshéeii). Also many laws
and cultural differences in living in the Middle &Earequire information,
which the HR did not providévi). Some kind of guideline should be
given to all expats and their families. (There soene development ideas
suggested in chapter 7.2 Cultural Awareness) Also déxpats coming
from different countries were now settled in diéfet locations based on
their agreements. This created hierarchy and negédeling among the
professionals. Employees meet each other onlyeabtisy office and cou-
ple of festivities arranged by the company yedslyt, there are no real op-
portunities to learn to know each other on moresqaal way. Cultural
conflicts can heat up in stressing job relateddsstipeople do not know
and understand each other’s behavior. The mugraeaent of the inter-
viewed professionals was, thahé HR is the key persorf¥i).

In survey, questions connected to daily work atdfiiee, for example “do
you have access to the resources (e.g. matergispreent, technology,
etc.) you need to do your job”, 86% were happy. tnother hand 67%
were according to questionnaire contented withrthadility to balance
their work and personal life. Obviously the peregt would be smaller,
if only Western expats were concerned as they ailhtioned the long
working hours and demanding job in their interview.

22



Development Plan For Multicultural Working Enviroent. A Case Study — Middle East

120 %

100 % — — =
80 % @ Favorable
60 % B Neutral
40 % - O Unfavorable
20 %
0% - ; —— L —-——

Considering lamproudto Irarely think 1would gladly My company is
everything, how work for target about looking refera good committed to

would you rate company for a new job friend or family employee
your overall with another member to this safety
satisfaction company company for
with this employment

company at the
present time?

Figure 6 Employee Engagement

The questions presented in Figure 6 reveal anestieg drop in the tar-
get’s company’s overall excellent ratings. Evenutito 87% of the em-
ployees reply favorable to the question, "consiugreverything, how
would you rate your overall satisfaction with tikismpany at the present
time?” and a whooping 96% express that they areugbto work for the
target company” (4% neutral, nil unfavorable) tlayway had been con-
sidering for looking a new job. 49% told that thied “rarely thinking
about looking for a new job with another companyiile the thought had
occurred to 51%, and to 31 % more often than “yareThis could of
course point to quite natural professional ambijtibuat it also throws a
shadow on the other replies.

As | have already stated, it is very likely thatigksemployees find it dif-

ficult to express their negative feelings straifgrivard to the employer.
The survey is showing very positive attitude to theyet company. The
job commitment reply indicates that there are thitgbe done for keep-
ing the trained and experienced professional orpéyeoll. According to

recent survey published in major Finnish newspapasingin Sanomat,
on “why competent employees leave company” 64%hefreplies stated
that they were looking for new challenges and psifenal development.
The other reasons for changing jobs were moneycandlicting values

(Helsingin Sanomat 25.2.2011.) These suggest tareful think-tank for

any global company at present.

Target company’s excellent reputation as an emplsyelearly shown in
replies for questions: “I would gladly refer a golgnd or family mem-
ber to target company for employment” (91%) and “coypany is com-
mitted to employee safety” (95% favorable, nil wafable).
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Figure 7 Company Values

The employees meet their colleagues and boss dn luksis. They may
(or may not) appreciate their co-workers way of Bind culture, but they
naturally understand that these are someone’stprivalues. The man-
ager, on the other hand, is the mirror of the camgjzavalues. It is a huge
responsibility. The fancy statements or fine speedhy senior manage-
ment do not mean anything, if the work day at efforoves otherwise.

The HR holds keys for communicating the valueseia tife. Every deci-
sion made by the management and HR reflects toetiéies not only the
employee but also his/her entire family. If theseisions are experiences
as unsatisfactory or even unfair, they are undeds&s the “company’s of-
ficial way”. This is demonstrated in answers to sfimns like: “target
company’s values are communicated clearly and stergly”, “target
company’s values are communicated effectively bymanager or super-
visor” and in “company values are demonstratecha way target com-
pany people behave.” The overall favorable replecate more to my
assumption, that employees connect the managemiegliavior to the
“company value” than that they would agree or usterd what exactly
those values are. When each of the professionars fiact a “company
representative” to customers and competitors atliere is a good reason
why it is absolutely necessary to develop a flexiidlea of company cul-
ture.

Strategy and changes in company’s official polieee to be communi-
cated clearly to the troops. Open communicatianvalue as itself. Target
company’s employees seem to be satisfied with thgswhis is done.
Strategy and change will be discussed in chapteb&ow.

5.3 Multicultural Analysis

Understanding the possibilities of culture in globasiness means that we
understand the functional base differences andegthém to work for
positive results. According to Hofstede, culturen dz defined through
extremes (as long as we remember them just whgtaiee the extremes,
existing nowhere in “pure” form).
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1. Power distance: the degree to which members of aetyo
automatically accept a hierarchical or unequarithstion of power in
organizations and society.

2. Uncertainty avoidance: the degree to which memlwdra given
society deal with the uncertainty and risk of ederny life and prefer to
work with long-term acquaintances and friends nathan strangers.

3. Individualism: the degree to which individuals pEve themselves as
separate from others and free from group pressareonform.
Contrast to collectivism.

4. Masculinity: the degree to which a society looks/ofably on
aggressive and materialistic behavior. Contrastetaininity, which
refers to nurturing and welfare orientation in sbgi

5. Long term orientation: fostering virtues orientedward future
rewards. Long term orientation work values incllekrning, honesty,
ability to adapt, accountability and self-disciglin Short term
orientation values freedom, right achievement &intking for oneself.
(Gore 2007, 41.)

As can be seen here, identity is complex and it gatentials for both

good and bad. The concept of identity also inclusiesial and cultural
identities, which add further complexity. An indival identifies

him/herself through categories such as gender, sgeial, racial, ethnic,
religious, class, national, regional, sub cultanadl finally personal iden-
tity, which in turn chance according to time ofelifplace of residence,
work etc. (Gore 2007, 45-46.)

The Finnish expats interviewed for this study aliesed that there was hi-
erarchy between the employees. They expressed rowee this, even
though as Europeans they did not experience anylggns during their
stay at all. Some had enjoyed the opportunity talbe to employ clean-
ers and gardeners, which is quite rare in Finl#&idhe work place they
saw thatSouth Asian professionals, who make a majorityhefforeign
expats tend to pull together and sometimes pregsidbe other Asian
employeeg v) but on the other hand the South Asians were “alarly
treated as not equdlswith the Western professionals and Middle East
Arab nationals(vii). One informant told he did not much bother about the
cultural and the religious schisms, since they mid have much effect to
his daily work (vi). These opinions point towards my assumption that
there is a culturally divided hierarchy among thef@ssionals.

On more general level, they had noticed thas more difficult for em-
ployees from Non-European countries to accept axgquerson for their
superior (v). They agree that tharget company’s culture should be in-
troduced to peoplé v ), but could not exactly pinpoint what that would
include. My general impression was that they appted the Finnish
ways to communicate and work, and so | conclude thest @lso was their
impression on the target company’s cultdtéelped a lot in their adjust-
ment to challenging work environment if they hadvprus experience in
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working outside Finlandvi) If that was not the case, they expressed the
need to have another Finn to work with in the bemig (vii).

Many cultural experiences by the Finnish expats banexplained by
Asian tradition. Asian nationals (in general angtEasians in particular)
are very conscious of “face”. Losing face or suffgrembarrassment is
constantly stressing. For example a Japanese péestsn embarrassed
even if he himself did not “lose face” but he wised his superior doing
so by for example losing temper and shouting tooslibates. This may
lead to several problematic situations in team wdike Western col-
league or manager may experience that the Asidiegsionals are reluc-
tant to make decisions and to confess their mistakeey do not easily
ask for help even if they are need it. The mostfusing feature for the
Finns is the Asian reluctance to tell the trutthé#y feel that would lead to
losing face.

The answers in survey again gave favorable resoltarget company’s
overall performance in matters related to cultsesitivity. 91% of the
replies expressed the trust that the “senior manageteam of this com-
pany is committed to ethical business practicescamdluct.” With nil giv-
ing unfavorable reply. Also 91% felt they were teshwith respect by
their managers (1% of total 230 replies gave untave feedback). Total
93% felt that they are “part of a team”. The hiehgrseen by the Finnish
expats does not show in these replies, or it isexperienced in similar
way.

As has been stated, many Asian societies and plarig South Asian tra-
ditions are expressly hierarchical. As this is & papeople’s identity and
behavior code, it may not be felt as a “burden’iaAgpeople are familiar
with navigation among each other. They may feelvaarkl when working
with a low power distance manager, who expectsviddalist work atti-
tude. An Asian professional would expect his basshow strong mascu-
line management and take action as well as redmbtysall by himself. A
Finnish boss will face problems in assigning pedpigobs. Asian profes-
sionals come from uncertainty avoiding cultures &ydo minimize the
possibilities of making a mistake by doing just amdly just what was or-
dered. A Finnish work culture is feminine: it issea on intuition and con-
sensus. Conflicts are solved by negotiation. It raksp be a surprise to
Asian professionals to realize that salary and fisna Western company
does not necessarily relate to his/her positiotnéncompany hierarchy. In
Finland the salary range between top and bottonitips is relatively
small. Also, highly skilled manual workers may hawetter salary and
higher status than low-skilled office worker.

5.4 Strategy and Change

Cultures consider “change” differently. In the Westange is often val-
ued. It is connected to development and progrekan@es are seen evi-
table and, when controlled as positive. Compan@sely invest in re-
search for finding new ways of doing business. @eais seen a part of
business strategy.
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Traditional Asian societies on the other hand demge as threat. Asians
still see ambiguous or unknown and surprising sitaa threatening. In a
hierarchical system an individual knows exactly whbis place is and
what is expected of him. In Asian lead companiepleyees are more ap-
preciated by their implementation than for thewrantions.

In global business, like the target company, Weshersiness ideas rule,
owners, investors, as well as senior managemerttyang to control and
direct the changes for better success. Controltimgnge is an essential
part of business strategy. Sometimes changes f@atiaf employees’ fu-
ture. A company can emerge with another, globainess. Workers have
to choose whether they stay with the employer ar,ekkample, move to
another country.

As the interviewed Finns did not experience a spgdbreat for their fu-

ture jobs, they considered business strategy aadgehnot relevant for
their job. In survey replies employees of the taggenpany were satisfied
with the information given. They agreed that thenpany’s strategy has
been communicated clearly and consistently (88%orfhe) and also
stated that they “understand target company’s egyaand objectives”

(93%). 80% of the answers provided the opinion fttie changes that are
happening within company are good for its custorfiers

100 %
90 % 1+ ] ]
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70 % A _‘
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50 % ~ B Neutral
40 % - O Unfavorable
30 % A
20 %
10 % A
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Figure 8 Strategy and Change

If we sum up, that the employees feel they havenlielel and that they

understand the company’s strategy, there must bedication proved by

chart in Figure 8 that they also conclude that gkarin company are also
going to benefit them on more personal level. Téwyress that they “un-
derstand the need for change within company” asd ‘@upport the need
for change within” it. Changes are here underse®g@ositive opportunity

to continue with the same employer and maybe evemqte one’s career.
Answers like “I believe the strategy will lead tmproved collaboration”

(93%) and “I believe the strategy will lead to iroped business perform-
ance” (93%) clearly connect the business strategyuacess in the com-
petitive Middle East market.
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5.5 Communication and Collaboration

Communication and collaboration is an excellenticgatbr on how suc-
cessful the management is with motivating his teodpnce again there
are multiple cultural factors to consider. In higbwer distance culture
employees are not expected to express disagreeiftagit. opinion may
be enquired but individualism and initiative aret mppreciated or re-
warded. In questions relating to communication wedcto consider, what
kind of information the employees expect to get] afso how and from
whom they expect to get it.

European and especially Finnish (or Scandinaviargsés traditionally
appreciate independent and active work force, whaerly develops and
invents new ways of working. Employees are expetiddok after them-
selves. Everything is not explained in detail amel @mployee is supposed
to find out how to solve the problems independenfyofessional knowl-
edge is seen as a valuable asset and sometimeaskegurance for career
opportunities. Thus, sharing the knowledge becaaa®blem.

In collective culture like most Asian cultures, miies as well as work
teams tend to form around a common background @t gdormation and
knowledge are shared with members of the grougkd_between the team
members are being built also on more personal .|IS8@hetimes, when a
certain national group forms a work force, everglaage, religion and re-
gional borders which are explicitly important innhe country disappear.
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70 % +——
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ig 02 :: B Neutral
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s i
220 i E=
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Figure 9 Communication and Collaboration

The survey replies show that the employees areicoed that they are ac-
tively “involved in decisions that affect their wdrand that their “ideas
and suggestions count” (84% favorable, 12 % neutfal unfavorable). In

Asian culture long term orientation, fostering theues oriented toward
future rewards count. Traditional Asian work valueslude learning,

honesty, ability to adapt and self-discipline. $herm orientation values
are often seen “Western”: freedom, right achievenaemd thinking for

oneself.
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For the management, it is important that the engdgyand teams work
well together. According to interviews, there wes@me problems con-
nected with the language barrier as well as miginégations in cultural

code. Collaboration and communication betweendifferent teams and
departments could and should be developed. Thegwanswers express
the similar tone with the interviewed expats: Argamh“there is good col-

laboration across different departments” got onBge6 favorable rate

against 25% neutral and 13 % unfavorable. On therdtand 70% of re-
plies expressed satisfaction on “Other departmgivws our department
the support we need to serve customers”, whichdcioalicate that dedica-
tion to excellence is rather high.
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6 DISCUSSION

Engagement is a combination of perceptions thae lmpositive impact
on behavior. These perceptions include satisfactommitment, pride,

loyalty, a strong sense of personal responsilalitgt a willingness to be an
advocate for the organization. The main intereghif study has been to
find out how the target company has succeeded ildibg dedicated,

competent multicultural teams.

As was expressed in the opening pages, competerceamplicated issue
to measure, as are also many other factors insthidy. Conventionally

the validity of research results would mean thditgltio measure exactly
what was meant to be measured. In quantitativearesave have numbers
and percentages as results. The questions indbéwere not formulated
by the author of this study, but were given to ¢hneployees of the target
company as a part of yearly engagement study. keexrs were divided
in one-to-five point agreement categories: very ofable-favorable-

neutral-unfavorable-very unfavorable. It is not gibke to make assump-
tions how carefully the employees read the questidhe survey utilizes
the data in order to determine how closely cergintudes and opinions
are related to the engagement work force. The teesudy give reason to
consider action or development in some areas.thiaes not indicate cul-
turally sensitive matters. It is also not possitdecheck whether the an-
swering mode of for example South Asian workergedi#fd (and which

items it did, if it did) from European, Arab or ShuEast Asian employ-
ees.

| have carefully considered the cultural factor wiamalyzing the answers
from the survey. Cultural influencing in the targetmpany was further
checked through personal interviews. There werg timee interviews
available, since my aim was to collect informatfoom the target com-
pany only. The three Finnish professionals hatedin working and living
in the target company’s location in the Middle Basta minimum of two
years. The open conversations revealed many fadtsxperiences, which
| share. There are naturally a great number ofgssabnals in the target
company, who have foreign experience. | chose dveldhem out, since
the location and work in Middle East is quite urgqu

| cannot estimate the possibility of favorable aessvdominating the
overall survey in Target Company resulting fromsoeal or cultural mo-
tive. The survey was anonymous and answers werédeatial. The
original idea was to interview in person some Namepean employees
from the target company as well, but this proved¢ocomplicated and
sensitive issue. The interviews should have beemged in location, and
they would have needed to ensure the employedsctmifidence. As this
was not possible, | have made my development pi#m tive help of the
material available, the interviews conducted arstlyabased on my own
experience.

The purpose of this study was to draft a develogmkm to improve mul-
ticultural management in Target Company. The Btsp was to make an

30



Development Plan For Multicultural Working Enviroent. A Case Study — Middle East

investigation on how things are at the moment. f#search material was
collected to find out the strengths and opportuaigas. The idea was not
to challenge the existing management style, byrréwide a creative tool
for developing cultural awareness. One importaot fa underline is the
importance to understand that cultures are corgtahainging phenome-
non, which like living organisms have the abilityadapt to changing en-
vironment and situations. Cultures, more oftendhes which differ from
ours, are often compressed to a list of stereofyfpegetting that any “cul-
ture” is a combination of individual values, traolits and dreams.

The development plan for the target company cansistpractical ideas
on how to ensure high competence level by motigatind training peo-
ple, how to win their dedication and trust by et management and HR
policy and finally how to make the teams unite unaheitually respected
and valued pluralistic company culture.
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7 CONTRIBUTION
7.1 The Development Plan

Dedicated and competent people are the foundafiansaiccessful com-
pany. The target company is famed for it's techrésaellence and skilled
professionals. Good customer service is importarihé highly competi-
tive Middle East. As | have concluded in my reshaabove, the Finnish
expats see the employees in the target companighly Ipotential. They
are eager to learn and develop their professidalé,sand ambitious to
promote their careers within company. The intesg®iwn to change of
employer to competitors has however occurred toym@fhat can the tar-
get company do to keep their most valuable assebtivated and innova-
tive professionals?

At the moment, the target company has supply linésnland, China and
Italy. Usually the supply lines are sending thaialkity surveys to other
subsidiary companies around the world. The supply in question will
then base their development plans on the feedhfclar example, the
survey would show that the supply line response tisrtoo long, they try
to adjust their functions accordingly. This kind $fstem could also be
adapted to the target company as well. Thus thgetazompany would
send their survey to supply line professionaldand but how they see tar-
get company performance. The results can thendx lmsthe target com-
pany’s management to plan and develop their workefdurther. The fol-
lowing chapters will introduce my suggestion fovel®pment plan.

During financial crises firms normally search focétions where expenses
can be cut. It is lucrative to employ work forcettwbnly basic profes-

sional skills. Western professionals are then seatethe manager’'s of-

fice with hopes as high as their salaries. The Iprab will soon become

everyday procedure. It is easy to point the firtgethe less than hoped for
competence of the Non-European and local workengestments in hu-

man capital are frequently considered as residudgét elements which

can be expanded or contracted as the economictmmalchange. How-

ever, the paradox is that the firms being forcedubthese expenses quite
often are those that need to develop their humaaurees the most. In

that way, short term adjustment to difficult economircumstances may

damage the firm’s long term potential since neagssaman resource in-

vestments are either not made at all or postpgiNaidhaug 1994, 221.)

It is very easy for the target company of this gttalinvite professionals
to work in Middle East. Cultural awareness and kawds of learning en-
vironments are however needed. The employee’s ciempe should form
the base of functions in every organization. this most economically vi-
able decision for any organization to make. Empdsyare the heart of the
organization’s success, therefore they should lmfegsionally skilled,
adaptable and highly motivated. The company cachréas level by con-
sistent planning and developing the whole orgaminatKilpimaa 2005,
108.)
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Manager is a key member in the work force. His cetapce requirements
go far above the normal university degrees. The ®sesponsible of the
competence of his team. Senior management of thanmation has to
make sure he knows and levels with both persordlpaofessional quali-
fications. Boss has to be able to continuously meordénd further develop
the competence of his people. (Kilpimaa 2005, 75.)

Even though Human Resource department and middiegeanent can
follow people’s development and training needs fregular P.D.P.Rer-
formance DevelopmentProcess) and I.D.P.Iridividual Development
Process) program, it is the immediate bosses whorseet and talk with
their people on a daily basis. They have to beasted in their ambitions
for career move, or the total lack of it. The targempany is the compe-
tence center for Middle East. The management naussée the future of
competition, huge building projects and vision afeo the future. The
need for professional employees will continue.sltvery frustrating for
teams as well as to management to see continu@reehn personnel.
The team key people need to have a successorappantice. The new-
comers can learn quickly through a seasoned meMi@nagement needs
to find the talents and make use of them. Thererighe guys to do the
right job, and then there are guys who can dogheut everything right.

According to philosopher Tuomas Nevanlinna, a deatarsociety faces
problem with conflicting ideals and use of poweccArding to its basic
equal principles there should not be authoritatise of power, but it is
there, anyway. What could be the solution? Use @iigr has to be
masked as voluntary. Thus, a Swedish form of uspowfer is created:
The top management decides things in advance.widtels a democratic
and equal discussion is arranged. The results,hwh#&ve already been
agreed upon are then manipulated sophisticallyh&o direction, which

leads the opinions towards the management’'s pmedimi goal. There

should be some meaningless subjects or items whersubordinates can
have their say, so that the principle and the getif mutual agreement in
decision making prevail. The Finnish version is #ame, except for the
more silent, sullen and reserved atmosphere ofmgeting. Development
discussions are the purest and most flourishindymroof typically Swed-

ish use of power. There the management and theoga®ldiscuss to-
gether in constructive way on alternatives, wheerehis a single one
choice only. (Nevanlinna 2011, 25.)

Competence management comprises the processesnpetamce build-
ing, leveraging, and maintenance.

1. Competence building is any process by which a fighieves qualita-
tive changes in its existing stocks of assets apelgilities

2. Competence leveraging is the applying of a firmd@sting compe-
tences to current or new market opportunities iysméat do not re-
guire qualitative change in the firm’s assets qradalities

3. Competence maintenance requires continual adapttticnaintain an
effective coordinated deployment of assets. (Laamaat alii 2005,
59.)
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The following chapters will draw a flexible praclicplan for developing
different sides of the company’s approach. Theucaltawareness plan,
management, choosing the right people to do the jidp, sharing knowl-
edge and training are studied in detail here.

7.2 Cultural Awareness

As stated earlier, multiculturalism as such is aatalue as itself; it does
not necessarily produce an effective Dream Teamtafeconditions have
to be met. Diversity is an either/or factor for fecess of a team. If well-
managed, diversity leads to high effectivenespodrly managed, it leads
to high ineffectiveness. Statistically, the safer effectiveness is the
single culture team, but the level will be averg@ore 2007, 106.)

Cultural differences often cause anxiety and didoonamong people, but
for some of us they are an endless source of fasom Sadly or not, the
ability to study only for the sake of pure, esatanterest is becoming
more challenging, even if the desire is there.Hars we have to make
choices and think pragmatically. The study of aaltudifferences and
intercultural communication has fallen victim tetthinking that it would
be a nice, additional thing to know, but in a wasfdnore urgent choices,
it is often dropped from the learner’s “have to dist in favor of “useful
studies”. (Gore 2007, 118.)

Like true multicultural awareness, also knowledgi@m organic environ-
ment. In a multicultural workplace, it is a much madifficult and com-
plex form than in a mechanistic operating environm#lost of the skills
people have are based on hidden knowledge, whi¢arimnare based on
experience. In other words, people often act diremt the basis of their
“gut-feelings” and previously catered knowledgehdppens without them
being able to unravel their actions in the forntogfical explanations. This
tacit knowledge cannot be precisely defined. Thiwlhy tacit knowledge
becomes the property of an organization only thihosigcial interaction.
Cultural tacit knowledge can only be transferreahfrone person to an-
other by doing — by practical experience and pexbaalization. (Sahle &
Gronroos 2000, 105-106.) | will concentrate on pcat explanations that
emerge through social interaction and communicationthe work
environment. One important factor not to be missedlso the effect of
culture shock, which can have devastating resultmiotherwise efficient
and professionally skilled person.

As we understand, organizations are functionalasamitities, which con-
sist of individuals. An organization changes alevith the people moving
in and out, of individuals, who bring their own ieé$, values and working
culture with them. Thus, the company culture isotalt of these ideas.
Company culture changes personal behavior andithdil ideas change
company culture. Even though the word “culture”usually connected
with a country or nationality, we must understantiags more to do with
individual values than of a certain large numbemebple. In a global
business organization, the company culture fornesgnitive framework
which guidelines the joint work efforts and is adtional base for multi-
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cultural work environment. In time they build inmws according to which
people tend to work, since “this is how it is daner here”. Often one of
the cultures tries to override the others, mayeithe senior management
culture or the majority, sometimes even the loudarity culture. It is
sometimes claimed, that knowledge is the most itapbrresource of both
companies and individuals. To be able to develapsartceed a multicul-
tural global company has to be able to create apeom culture, where
every member is participating. Thus every membehefteam is equally
important part of the functioning intelligent macéry. (Heikkila 2005,
54-55.)

7.3 Company Culture

Our identities base often on our language. In #nget company the com-
mon language is English, but to understanding e#uwér is totally another
qguestion. That will require more than ability toeag with each other.
Even if we are speaking the same language, we m@htecessarily have
same interpretation to a concept. Non-verbal comaation is another
challenge. Language is the way we interact and camuate so, natu-
rally, people use the means of communication tadrghape attitudes and
opinions and to induce conformity and subordinati@homsky 2004,
18.) In order to fully understand other culture yawsts be “a native
speaker” of that particular culture — or even a-sulture. As the target
company is very multicultural, the best way is #dide multicultural plu-
ralism as the starting point

The strategy of cultural relationship managementluohes an

understanding of the relationship between intemgctpart on various
levels. On a concrete level, intercultural commatian competence is
knowing oneself and using this self-awareness tatebemanage

relationships with others who are culturally difat by how and what we
verbally and nonverbally communicates. On an abstexel, intercultural

communication competence is gaining an understgndinthe strategic
areas of intercultural communication and analyzorgeself, and then
others, within that framework. The strategic andenacting areas of
intercultural communication are defining culturejemtity, religion,

history, geography and economic mindsets. When wee ha clear

understanding of where we personally stand withigsé areas, we can
better manage intercultural relationship with otheAssessing and
increasing our knowledge in these strategic aréa$ tgives us the
concrete knowledge to be able to more effectiveljnmunicate verbally
and nonverbally with people of different culturaadikgrounds. (Gore
2007, 61-62.)

Some employees in the target company might be ewjapeir first for-
eign assignment. A natural consequence is thereustoock: one feels to-
tally alien and foreign inside the country and tteempany. In times of
trouble people usually cling onto the closest. uitwe shock this would
be the people with same culture, customs, langaagdevalues. This will
promote the birth of national groups - teams insideteam itself. Indians
will prefer to socialize with other Indians, Westers to Westerners, and
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Arabs to Arab and so on. This can be strength,itocsin certainly also

create many problems. It guidelines the performaitcguidelines the

kinds of job the teams are able to do and it ceeptalousy between the
teams. To avoid this, the management should bbédeams on a multi-
cultural base.

There should be waritten rule of mutual conduct for each member of the

work force from the office assistant to senior ngeraent. The culture re-

lated rules for Target Company could include statets like:

1. Everybody is equal in this company.

2. All nationalities, religions and cultures are edyatspected.

3. Racism is not tolerated in this company in any form

4. Decency and consideration is expected from eachbeeof the work

force. The customs of the host country have taebpected.

Arguments and disagreements connected with pobincsreligion do

not have place in the office or workplace. Any peolis concerning

work are taken to be solved with the presenceefithnager.

Ideas and opinions and open discussions are ergsalira

Knowledge and information are expected to be shattddcolleagues

actively. Teaching one’s skills to others is reveatd

8. Mutual help, support and assistance should beeuffésr newcomers
and colleagues alike

9. Everyone enjoys the same career opportunitiesisnctimpany. They
are to be developed in understanding with the eyegs personal
ambition and the company’s benefit and success

10. All effort should be taken to create a tolerant amdouraging work
atmosphere for the benefit of the all employees.

o

No

This kind of clear and explicit list of expectedndoict would no doubt
send a message to every employee, that the conpaeyious indeed in
it's intention to unite it's people under the idedlequal and multicultural
“WE”. An important element in any organizationaltoave is a normative
structure that defines rules of legitimate condartl behavior and con-
tains general values which individuals can useumpat when making
decisions about how to act under varying circuntan(Nordhaug 1994,
215.) It could also be used as a base for solvisggdeements or misun-
derstandings. The main stream flowing under thétevrirules is to make
people see, that it is not possible to consideerottationalities as some-
how “outsiders” or lesser members in the compaime dnderlined strong
message should be: WE are the company.

The company values and basic rules must not onlstesl down for the
employees to follow, but they need to be the saomeeferyone in the
company hierarchy, including the senior managemgnis is important,
since for example Legge argues that a corporatereuthat is shared by
the senior management and is presented as theiabffulture” of the or-
ganization — may be only one of several sub-custwighin any organiza-
tion, and may be actively resisted by groups whahdbshare or empa-
thize with its values. If corporate culture makessense of the organiza-
tional realities experienced by the employees othan senior manage-
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ment, it will not become internalized outside thatall sub-group. (Legge
1995, 187.)

7.4 The Human Resource

The Human resource department is in many ways dlyefdr successful
management. Thus it is of utmost importance to sbaaght kind of peo-
ple to do the demanding job. There should not bemace for playing
power games for the HR. One nationality should btpreferred to an-
other — only high competence and tolerant value baetter.

The real job for the HR is to smoothen the newc&snerny and to help

him adapt to the work force. Another, as demandimg) important one to-
gether with the management, is to keep up the igeeand enthusiastic
atmosphere of WE. The company must be able to ehasgvays “things

are done here” according to the multicultural wéokce. For the em-

ployee, who eagerly, curious and full of expectaiarrives to start a new
life with a new life with his family, the real chahge is not to understand
foreign culture but to understand one’s own. | dso @onvinced that all

that one ever gets from studying foreign cultura t®ken understanding.
The ultimate reason for such study is to learn natreut how one’s own

system works. The best reason for exposing on&sdtireign ways is to

generate a sense of vitality and awareness-aresitar life that can come
only when one lives through the shock of contrast difference. Simply

put, in learning to understand our own ways ofkirig and behaving, we
can begin to really learn about such things inmsth@ore 2007, 19-20.)

In practical situation, the HR should have a readhde and tailored “wel-
come”-package for the newcomers (and their faniligsshould include

the normal protocol of fulfilling what has been mriged in the work

agreement, an assigned person for each family Ifp kigh the stay per-
mits, visas, housing, children’s schools and heigklnes. A smooth and
welcoming start is promoting dedication and canmetwon after a bad
start! A Notebook for the Newcomer should at leaslude the following

chapters and headlines:

(1) Welcome to XXSome global companies have a person called “the
Manager for First Impression”. These professioakktcare of the Public
Relations as well. In a challenging work environiplace like the Mid-

dle East, the HR is the first contact they havehwiteir new employer.
There are several small ways to make them feel meleome. For the
company, it is the first chance to introduce thenpany values, to show
how they take care of their people. This will eesorutual appreciation.
The new employee will no doubt try his best to hehis duties in short
time. If he is relocating with his family, the fewproblems there is to
overcome, the smoother is his success in perforimmest.

(2) Helping employee and family to get the visa ather permits

One of the first and most stressing challenge®$pecially European ex-
pats is getting the visa in Middle East. All of thiicial documents are in
Arabic language. The best solution would be thatdffiRial is joining the
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employee to Immigration. HR must be Arabic speakamgl further, to
know the procedure. The health checks and otheriresgents are chal-
lenging in some parts of the Middle East, and nexassistance.

(3) Helping employee to find Home
After the official paper works, home and settlings the next task. If this
would be the employee’s first foreign assignmenthie Middle East, it
will consume a huge part of his time and considenatThe HR should
have a procedure to solve the housing simply t@ dame and energy.
One solution might be a certain person or a housgent in the HR team,
whose main duty would be to find suitable lodgifgsthe new employer
and family. Some of the employees get the housliogvance as part of
their salary. One possible solution for the compaitrenefit would be to
rent an apartment building with number of comfoleattats near schools
and facilities. This would offer at least two adisges for the company.
1. The employees and their families have a chanceetdogknow each
other better.
2. The housing allowance is in effective use and peoegll enjoy the
comfortable living. Foreign expats usually sign &8 ¥ears agree-
ments, so the apartments can be rotated among eaplep

(4) Transportation

In the Middle East, public transportation is notdaseloped as in Europe
for example. This means that moving around is eitlyetaxi or by private

car. Since not everybody wants to buy a car oetrhy taxi in a megavolt
where traffic jams are monstrous, a solutions cteld HR arranged "job
bus” system. The company would have a big bus ¢aggople to office

and back during the work day.

(5) Social Clubs

To promote understanding and respect between tigeidayes, cultural and
religious barriers the HR could start regular So€hb, where people

from different teams get together. There shouldalsedicated evenings
for Arab, European, Asian and African nationals,owdach in their turn

would make a joint effort to create a pleasant @og food and enter-
tainment. The purpose of this is of course to bthkel WE-spirit in a fun

way, but also to introduce the different culturesaopersonal experience
level. Thus there should always be a light lecturéntroduction to cus-

toms in specific cultural group. Families shouldibeluded in the eve-

nings. At present the case often remains, thatthes meet only other
Finns, and the Indians meet other Indians. Thexenarreal friendships or
bonding between the nations, since they never toeet. The yearly

company party is clearly not even close to enodgie real challenge of
HR and the target company is to keep the highljleskiand dedicated

people in the company. The social mode could biegne small, but very

important factor to achieve that.

There could naturally be a guidebook introducing pinoper behavior, the
laws and customs of the host country. Since ihigaw a fact, that few of
us will ever actually have time to study it allwibuld be far more benefi-
cial to arrange a short and compulsory course d@etua personal guide

38



Development Plan For Multicultural Working Enviroent. A Case Study — Middle East

introducing the cultures of the work place andtibst country. The values
of the company could become familiar from the beiig. It is always
more efficient to hear the facts, than to just rédam from a guideline.
The HR guide should be native to the host countgnoexperiences expat
from some other national group - and NOT from tAme cultural back-
ground as the newcomer. If the guide for a Finanisther Finn, the view-
point to things around is also a Finn Point! Theetnature of the host
country and culture will only reveal itself wherethnewcomer is curious
and active enough to search for it. Usually théirtemies from “experi-
enced” expatriates become the guideline for nextdof expats — both in
good and bad.

Guidebooks and the short introductions offeredhe tamilies leaving
home country give often a long list dés anddon’ts. While this may be
good to know, it should anyway explain twys andwhy nots as well.
Also, since it is many times impossible to deteqteason’s religion or
value base by the outer appearance in an intenzataifice, it is also use-
less to “warn” a newcomer of the many things he/she do “wrong”.
This is just creating fear of “making a mistakeherfe should be generally
accepted air of tolerance and mutual respect, whichis a good starting
point for future work together. When the reasonsckrtain new customs
are explained, they also make sense more thaagustmething strange or
exotic. Thus, the guidebook should be written byeaperienced profes-
sional writer, preferably with multicultural backgmd.

7.5 Choosing The Manager

Managing culture has sometimes been likened togidi wave. The best
the surf-rider can do is to understand the patécurrents and winds that
shape and direct the waves. He may then use thatayafloat and steer
in the desired path. But this is not the same asging the basic rhythms
of the ocean. (Legge 1995, 207.)

One of the most important tasks for the success @mpany is to care-
fully choose the right person to lead the teams thedorganization. We
can already agree that the manager is the mamuiment in implementing
the “company culture”. He has to be able to suef ¢hltures, choose the
best combination of work force and convince theat they have found
the best opportunity to live and develop their ea@dreams. He needs to
be aware of personal differences as well as therallones. He has to be
able to offer training to the ambitious ones angppsut the ones who want
to commit to their daily routines.

Organizational survival, it is clear, is directipked to our willingness to
cultivate leaders. Leadership is the factor thdt wtimately determine

pure success or failure. No longer can organizatrety solely on techno-
logical superiority to achieve economic dominanmegid changes in tech-
nology make obsolete what only yesterday was censit cutting-edge.
The three dimensional framework recognizes thatstrength must derive
from the strength of individuals. It recognizesttheost people use only a
fraction of their potential to lead and that theltdnges faced by our or-
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ganizations require the full development and exgoesof a wide range of
leadership capabilities. It poses a tantalizingstjoa: can leadership tal-
ent be a source of competitive advantage. (Hedse#iealii 1996, 172-
173.)

The most important practical tasks of management ar

1. To choose the right jobs and responsibilities ghtrikind of people,
forming functional teams, seeing ambition and zitilj it.

2. To analyze and define the levels of professionaksm skill for each
job sector

3. To crate a system for evaluating personal perfoomdgvels

4. To find suitable ways for rewarding excellence

5. To encourage personal development and creativityeach person.
(Luoma 1990, 76, also in Ekuri 2002, 8.)

| believe there is a very fine line between a managd a leader. Almost

anyone can be nominated as a manager, but to beadesser requires

special and very personal skills not everybody Néishin this context of
true leadership, true leaders for the future meswilling to accept five
fundamental challenges:

1. They must be willing to become more sensitive andeustanding
with respect to the ethnic, cultural, and gendéedinces within the
workplace and to demonstrate that sensitivity amtkeustanding.

2. They must have a vision for the workplace thatmatiely results in a
significant broadening of the corporate culture meworkplace envi-
ronment.

3. They must be willing to craft and implement new alifferent em-
ployment and communication processes to enhancemdote per-
ceptions of fairness and equity.

4. They must be willing to bring full and unquestioneammitment to
the effective utilization of a diverse work force.

5. They must be the linchpin between their organiratod the larger
community, to establish the organization as a plelcere people want
to work and be productive and to develop new markeid maintain
existing ones.

In the final analysis, true leadership brings peagl diverse backgrounds
and interests together in ways that provide fait equitable opportunities
to contribute their best, achieve personal goald,raalize their full poten-
tial. (Hesselbein et alii 1996, 78-79.)

Company will have to make careful decision in chiogshe leader and it
is for sure not an easy task. The best thing td stauld be to decide
where a multi-culturally fluent boss is needed radathat would that po-
sition mean to the company’s strategy and orgaioizathart? What kind

of impression the company would wish to give toirtteamployees, sub-
contractors, customers and competitors alike? Yay have people who
are expecting a promotion inside the organizafidrey might feel disap-

pointed and in worst case bitter, if the companyostes a fresh face from
outside. The senior management must make the wliffiecision. If the

company needs to have chance, or even a face-letter suit the cus-
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tomers’ expectations, they could take a chancechnde an outsider. This
may no doubt bring the new ideas into the company different views
from outside. On the other hand, the positive ¢ftdachoosing someone
who already knows the company products is well lamwith the work
culture and who knows the people can also provale ideas when given
a chance.

There are certain basic qualifications for a susfté$®oss. They include:
Management skills, both organizational as well @aspnal

Excellent collaboration skills, creativity in buitd) teams

Diplomatic skills, social and open personality

Multicultural fluency, tolerance and respect

Professional performance and competence

Experience in management and training people

ounkrwpnpE

The many management guidebooks tend to list perspradifications of a
“good boss”. As a person who would have them alprisbably non-
existent, the management could check at least drfaw the applicants.
Successful managers should be: optimistic, balgrndearismatic, able to
think logically, possess a healthy sense of humood deal of intuition,
manage and endure stress, have tactical skillsiirséa and perseverance,
be loyal and trustworthy, self-disciplined and fld&, tolerant and future
oriented. (Nollke 2002, 17.)

If the senior management considers between optthryg, should already
know the abilities of their “own” people, as chausia new face to the
team (especially for a foreign assignment outsitkgoown cultural field)
is a risk. The usual way for companies is evenyptieat there are certain
“ladders” to climb up during the years of serviémople are used to the
idea that they go forward and up no matter what lama they perform
their duties. A middle boss becomes a big bossaabid) boss goes on to
become director. This makes one wonder if anytleingnges. Where are
the big bright new ideas coming then? Another thmgemember would
be the lesson to learn for the subordinates: Ieesgn who has done a
lousy job and treated the subordinates like dictg#ts promoted, you can
bet your money that the teams will have certaimghirolling through
their brain. The same goes without saying, if tbeses always get chosen
from the same national or racial group.

One idea would be to create a system for the bbssenmheir management
skills will be based on success and performandbeif team and the pro-
fessional development of it's’ members. For a higgpecialized company
like the target company of this study is, the edtition many times is to
choose a new manager from the work force alreaditable.

Position is a crude way of measuring power it failseflect the subtleties
of actual alignment. In order for an organizatioroperate with flexibility,
power must derive from more than rank. Ted Jenklescribes three
possibilities:

1. Power of expertise, of specialized knowledge disski

2. Power of personal relationships and connections,
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3. Power of that great intangible, personal authamtgharisma.

An organization that permits people to manifest dadelop these kinds
of power without regard to their official statuslvwiave a head start in
nurturing leadership within the ranks. (Hesselleialii 1996, 23.)

PRESIDENT

‘ EXECUTIVE VICE PRESIDENT ‘

VICE PRESIDENT

SALES DIRECTOR § DIRECTOR

‘ SALES MANAGER }—% AREA MANAGER }7
SALES ENGINEER

b

‘DESIGN ENGINEER}—% PROJECT ENGINEER }—% PROJECT MANAGER }—% PROJECT DIRECTOR

Figure 10 Options for Developing Managers Inside@ompany

ISiin

If the position is for senior management positithie company should at
first check the options inside the company. If majbanges are needed,
an outside candidate may be more ready to takeractore harshly than a
person who knows most people personally. It is m@aya quite common

that the outsiders are not from the company’s hamentry, and have

strong global business experience. A person famnégos management po-
sition must be experienced, self confident andlettual. He should aim

in creating an idea of WE, where all members oftézen could believe.

One of the many abilities a good leader has isidente in himself and
his skills. By this he can create air of trust andinim. He should there-
fore be:

- Able to take and listen all the criticisiBeople sometimes have the prob-
lem in expressing themselves especially to thessb®dhis will leave some
important things unsaid. Self confident boss casidathis problem by en-
couraging subordinates to speak frankly.
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- Able to laugh him/herself

You may meet a lot of bosses who are stiff esplgcimhen they have
made some mistake. This will create a cloudy atiespinside the team
and which in turn subordinates will interpret thiay should not say any-
thing especially when they make the mistake. Thewyld/think that better
to listen to the boss than say some of their opsioThis isparticularly
true among Asians.

- Able to take the blame of mistakes made by teams

You may have met bosses who are nowhere to be fatned things get
rough. They may be present when the teams have glwoe job, just to
collect the credit. A good boss is there for hisgle no matter what.

- Able to confess the mistakes that he/she has done

Most of us are reluctant to make a mistake andmotention to confess it
publicly. This requires humility from the boss. Mg mistake is human
and confessing one’s own eases the tension betteeteam and the
boss.

It is this self-confidence that makes it possilde [eaders to be willing,
prudent risk takers who encourage others to takéasirisks. Self confi-
dence in a leader also enables that, individualsate confidence in, and
support the advancement of, the people in his polganization. Believ-
ing in the enormous capacity of empowered peoplegddrs unleash that
capacity by encouraging their teams not only wititare praise and rec-
ognition, but also by providing constructive cnites and by applauding
responsibly undertaken “bold tries” as well as tvictories. (Hesselbein
et alii 1996, 255.)

There is a very thin layer between clever and lie¢élial. You may have
met a lot of clever people, who are able to marthgeeams and depart-
ments, but they might not necessarily have visiorthe worse case they
end up thinking for their own interests and nottfe@ company first. Sen-
ior management primary values must be the compavsfses. He/she
must always see ahead what company needs instedthbhe/she needs.
Not to spend too much time and thinking what shdwdfshe be do to get
the better position instead of better result fer plerformances.

7.6 Forming the Team

There are several factors to ensure success imatighal team. They in-
clude for example, creating the common vision aodl gvhich are not
overriding the personal primary values of the emgés. The company
culture’s aim tacultural pluralism means that different personal, national
and religious values are equally respected. Culfpitaalism is a term
used when smaller groups within a larger societyntam their unique
cultural identities, and their values and practiaesaccepted by the wider
culture. The existence of such institutions anafixas are possible if the
cultural communities responsible for them are poete by law and/or
accepted by the larger society in a pluralist ¢eltdThis automatically re-
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quires a very wide, thorough understanding and aladivflexibility from
the management.

A success can naturally be achieved in many waysoie for the future

would be the concept d¢arning organization In learning organization,

people feel they are doing something that mattethém personally and
to the larger world. Every individual in the orgzaion is somehow

stretching, growing, or enhancing his capacity reate. People are more
intelligent together than they are apart. If yointvsomething really crea-
tive done, you ask a team to do it - instead oflsgnone person off to do
it on his or her own. The organization continuddlgcomes more aware of
its underlying knowledge base-particularly the stof tacit, unarticulated

knowledge in the heart and mind of employees. Visiof the direction of

the enterprise emerge from all levels.

The responsibility of top management is to man&geprocess whereby
new emerging visions become shared visions. Empbyse invited to
learn what is going on at every level of the orgation, so they can un-
derstand how their actions influence others. Pebgpdt free to inquire
about each others’ (and their own) assumptionsheeskes. There are few
(if any) sacred cows or un-discussable subjectspledreat each other as
colleagues. There’s a mutual respect and trustanmay they talk to each
other, and work together, no matter what their mpis may be. People
feel free to try experiments, take risks, and operssess the results. No
one is killed for making a mistake. (Senge etE#®4, 51.)

Even though the survey did not include questioresutibulturally sensi-
tive issues, my Finnish informants confirmed my speal experience
from the work place. All three of them felt thats® nationalities suffered
from being treated less equal than others. Howex@re of them had paid
attention in problems arising from different retigs backgrounds.

There are three basic types of conflict in intétoal communication:
object, relationship and priority.

- Object conflictsinvolve contrasting assumptions about what is right
wrong. In this sense, the word object does not sszudy refer to a
concrete object, but it can also mean an “objelgtit tan be perceived
intellectually. Object conflicts involve consciousr unconscious
disagreement or misunderstanding about something.

(For example certain kinds of calendar photos aresicered “normal” or
“funny” in a Western work place, but in the Middiast it would be
harshly insulting and inappropriate)

- Relationship conflicfocuses on how two or more people connect with
each other. The main distinction in a relationstopflict is identity. For
example, how do identities affect rights and resfialities, which then
taken on the form of behaviors? Different cultues enaintain different
perceptions about rights and responsibilities faegain identity anex-
pectations for behavior. Across cultures, themoisalways agreement on
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the rights and responsibilities associated withouer relationships or with
what that behaviors are even sensible within aerationships.

- Priority conflict involves a judgment of the relative morality ofrtaén
actions. Although judgment and values play a padther conflicts, feel-
ings about what are good or bad and judgments riflct particular
moral orders are at the core priority conflicts.almiven circumstance in
which we have to take a course of action, we acedawith a set of
choices. The set of choices might be similar ifedént parts of the world,
but the prioritizing of the choices can differ dagang on what is valued
in one culture as opposed to another, which cahtiea priority conflict.
(Gore 2007, 168-169.)

Most of us are proud of our country and cultured @here’s nothing
wrong with that. The problems rise only, if we thioertain nationality
and cultures is better than others or certain natities can do things bet-
ter than the rest of other nations. In the targehmgany where there are
different nationalities inside the teams and depars, it is sometimes
rather challenging to maintain the equilibrium amanem. If majority of
the team members are from one country or cultineretis a big chance
that they tend to dominate the rest of the teaudividuals are products of
their culture; they are conditioned by their socidtural environment to
act in certain manners. Culture includes the thihgs have “worked” in
the past. It includes shared beliefs, attitudesmso roles, and values
found among speakers of a particular language wieoduring the same
historical period in a specific geographic regidhese shared elements of
subjective culture are usually transferred fromegation to generation.
Language, time, and place help define culture. @elts to society what
memory is to individuals. (Mooij 2005, 36.)

| believe that it is possible to mix the teams ucts way, that one culture
would not dominate. Instead, a group of competeategsionals respect
each other because they work brilliantly togetfidre best professional
would be chosen for jobs, no matter which coungyohginally is from.
Personal conflicts are naturally occurring, thaumavoidable. The base
line is that there should not be acyltural items to create conflicts. If the
company culture is emphasizing thefessionalover personal and toler-
ance over national pride, maybe the personal @isftiould also be easier
to solve. The idea is that the team is able toesdl problems and work
efficiently without hidden feelings of inequality.

The effectiveness of multicultural team dependstlom task, stage of
development and the ways diversity is managedhamt sdiversity is most
valuable when the need to create fresh solutiormomparatively more
important than the need to reach agreement (calleswWhen a task
requires team members to perform highly specializgés, it is usually
more advantageous to use a diverse team: a raatskeis more suitable
for a homogenous (single culture) team becaugseétmbers tend to think
and behave more similarly. (Gore 2007, 106.)
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However the key to success does not appear to tigei selection of team
members — you only have to look briefly at teamrspto find examples
of talented individuals working poorly as a teanstéad, success is often
characterized by the genuine granting of powerrasgonsibility to teams
so they can solve their own problems. (Obeng &1@&nail994, 179-180.)

7.7 Developing People

It can be expected that efforts to detect and edatent competences in
firms will become an increasingly important humasaurce management
activity. The reason is that the supplies of sHillabor in many nations
will shrink due to demographic trends involving digacohorts of young
people entering the labor market. Employers whal tséde able to cream
the most qualified workers from an oversized labool increasingly will
have to make rather than buy skilled employeesrdhiug 1994, 247.)

The results of the survey stated that the targeipamy employees felt that
the collaboration across different departmentsaedglevel. The main

company global overall percentage was 48%, sceinsethat target com-
pany teams operate well above the average.

This is one of the important tasks that company ke to tackle in ad-
vance. If the collaboration between teams and deeats is poor, the
performance will suffer as well. This issue canodisk to my and my

Finnish informant’s experience, that cultural séwisies sometimes con-
flict each other. It is natural that if you don&tgalong with the person you
are likely not to share the knowledge with thenheit Many times cul-

tures, which are close to each other geographiealdyhistorically, tend to
be less tolerant to each other that they wouldbhdidtant cultures. Maybe
the reason simply is tolerance to “forgive” embssraent to a stranger
than it would be to one’s neighbor.

Transfer of competence between employees is redktmbe among the
most important forms of learning in work organipas. However, the fre-
guency and amount of such transfer strongly dependthe actual rela-
tionship between colleagues who interact duringkimgr hours. (Nord-
haug 1994, 202.) This issue could find solutionmixed professional
teams, where learning new things would be encodrafjee career moves
should base not only to professional competencealso on how much
they are willing to contribute in the common “knedbe data base” of the
company. Teaching others should be rewarded. Atntbenent people
tend to keep their specialist know-how to themsele insurance to keep
their jobs in the future. If sharing the knowledgerewarded, teaching
special skills and creativity will become a compamtue. This in turn
will build strong foundation for technical competéness in global mar-
ket.

The main organization of the target company hasaive job rotating

system where employees have a chance to work isidiaky companies
around the world for short period of time. They areouraged to switch
within the other teams as well. This kind of systsinould be adapted to
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target company as well. The management and HReasilty see from the
P.D.P. andIl.D.P. program that who is willing to learn new thing&atu-
rally there are people who are just happy wherg &éne and contend to do
the routine jobs.

Placing the people from one team into other teamsldvbring not only
the transferring the knowledge between teams, Isotraake a big differ-
ent in collaboration between teams and departm&etans members can
get to know each other’'s team member which in tithform the posi-
tive network. Also the more conservative membérhe teams, who are
not willing or able to face the challenge of changgjob environment, will
benefit from the fresh ideas brought back to thigcefby the visitors.
Short time experimental job exchange could be éstang for jobs differ-
ing from each other. The engineering professionald see the business
with new vision after time in Sales and Sales peopbuld benefit for
deeper understanding on what goes on in the désldgs and engineering
office. Personal contacts freshen up the communitand collaboration
between the different teams. This kind of real kvoelationship is far
more beneficial for the whole company than the tgtrtogether parties
arranged yearly.

One idea for developing people would be to employardesigners for fu-

ture projects. There always is a future strategghé@rcompany and certain
prospects as well as expectations for the marlest &khen major projects
are won, it is too late to start recruiting andrtirag people! It would be

advisable to employ more designers in advancesaio them and while

doing it check and evaluate the most promisingamditious of them for

further study. A good professional who knows thenpany product and

has an idea of the projects is the backbone gbitbject team.

ENGINEERING | SALES TEAM
TEAM

Figure 11 Collaboration Between Teams

Despite the extensive literature about teams aawh teorking, the basic
dynamics of team working often remain clouded andeutain. Teams
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only occur when a number of people have a commah god recognize
that their personal success is dependent on tlessiof others. They are
all interdependent. In practice, this means thanost teams people will
contribute individual skills, many of which will kdifferent. It also means
that the full tensions and counter-balance of hubretmavior will need to
be demonstrated in the team. It is not enough te laarag-bag collection
of individual skills. The various behaviors of tteEam members need to
mesh together in order to achieve objectives. Eapfe to work success-
fully in teams, you need people to behave in centays. You need some
people to concentrate on the task at hand (doéo).need some people
to provide specialist knowledge (knower) and somedive problems as
they arise (solvers). You need some people to rmakethat it is going as
well as it can and that the whole team is contiitgutully (checkers). And
you need some people to make sure that the teapeisting as a cohe-
sive social unit (carers). (Obeng & Crainer 19928.)1

7.7.1 Learning by Doing

Learning strategies refer to broad-ranging and tianally complex
knowledge-formation processes whose influence easelen in the quali-
tative and quantitative features of the learningcpss. Learning strategies
can be grouped into cognitive, meta-cognitive aggburce management
strategies. Cognitive strategies help the learoarotde new material and
facilitate the analysis and formulation of knowledgMeta-cognitive
strategies help the learner to plan, regulate, tapand formulate his/her
own cognitive processes. Resource managementgéasateelp the learner
to control time, effort and outside help in ordemperform the task. (Ruo-
hotie 2002, 55.)

Cognition, or thinking, refers to a learner’s apilto attend to, acquire,
represent, and retrieve information. It directs ldarner’'s perceptions, ac-
tions, thinking, and memory. Meta-cognition, omtking about thinking,
refers to the knowledge and regulation of thinkamgl learning. It directs
the learner’s ability to reflect upon, understaadd control his/her learn-
ing. (Ruohotie 2002, 58.)

The organizations which encourage the wheel oflagr which relish cu-
riosity, questions and ideas, which allow spaceesgreriment and for re-
flection, which forgive mistakes and promote selfiidence, these are
the learning organizations, and theirs is a cortipetadvantage which no
one can steal from them. (Antikainen et alii 1996,) In organizations
where experimentation and learning by trial andreare encouraged, a
number of mottos expressing similar values haven lpeg forward: “It is
better to ask forgiveness than to beg for permidsitcveryone can make
mistake, try again”, “Don’t ask in advance go alleabttos of this sort
may serve to enhance the utilization of competémdkat they legitimize
attempt at innovation and reduce expected persasia or costs or error
through trial. (Nordhaug 1994, 45.)

There is an old sayingd;forget what | hear, | remember when | read but |
understand only when | do it myse#fpecial engineering and technology

48



Development Plan For Multicultural Working Enviroent. A Case Study — Middle East

required in the target company cannot be studiehgtinstitution. It can
only be learned by doing the job. There is no ddabbtnewcomer will be
lost without supportive boss and a skilled profesal as mentor and
teacher. In the target company, several problense drom the culture
conflict: for the Western boss, it is beyond conmergsion why he needs
to tell what to do and how to do it to his professils over and over again.
He might also be expecting them to be innovative @me forward with
their new ideas. For the Asians, it is embarrasamg) difficult to ask for
help. They would rather do what is told, and theait\ior next instruc-
tions.

In some Japanese companies, young apprenticesidtged by learning
the skills along with the old masters. Under thgesuision of the old mas-
ters, young apprentices are slowly but surely liearall the things need to
be skilled professional. This traditional of systeauld be adapted to tar-
get company also, since majority of work force iorage from Asia. Best
results for long run would be achieved, if cultubalckgrounds could be
mixed as well. A nominated mentor would introdube newcomer not
only to professional, technical skills but alsopiaralistic company cul-
ture. New teams must base around people who at@gvtb share the
knowledge with others. This would create a truengm organization.

In a learning organization:

1. People feel they are doing something that mattettém personally
and to the larger world.

2. Every individual in the organization is somehowesthing, growing,
or enhancing his capacity to create.

3. People are more intelligent together than theyagart. If you want
something really creative done, you ask a teamaadtdhstead of
sending one person off to do it on his or her own.

4. The organization continually becomes more awaré&sofinderlying
knowledge base-particularly the store of tacit,rticalated knowledge
in the heart and mind of employees.

5. Visions of the direction of the enterprise emergm all levels. The
responsibility of top management is to manage tleegss whereby
new emerging visions become shared visions.

6. Employees are invited to learn what is going oe\ary level of the
organization, so they can understand how theioastinfluence oth-
ers.

7. People feel free to inquire about each others’ taet¢t own) assump-
tions and biases. There are few (if any) sacredsaawwun-discussable
subjects.

8. People treat each other as colleagues. There’s taamtespect and
trust in the way they talk to each other, and wiidether, no matter
what their opinions may be.

9. People feel free to try experiments, take risksl apenly assess the
results. No one is killed for making a mistake.n@eet alii 1994, 51.)

In the future, few manual laborers will be requirgtiere will be greater

need for people who can think, who can formulatecalerately complex
thought and express it coherently both verbally ehate well to a team of
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others. Moreover, given the expectation that warkeill increasingly
change not only jobs, but occupations as well,ilitlve necessary for the
new worker to learn — and to learn for a lifetim@lordhaug 1994, 60.)

7.7.2 Importing Knowledge

In the knowledge-intensive society more and mogawoizations will be
affected by the increased importance of knowledgeordingly more and
more people will be occupied within “intellectualdustries”, where pro-
duction processes are based mainly on knowledgeridssional exper-
tise. (Kontkanen & Valkama 1995, 156.)

Aalto and Sarala would argue that, there are nunseesamples of organ-
izational literature, where the focus is on eduratand training. We agree
that training can be important, but only if it fiiteites learning. It is learn-
ing that is fundamental for the improvement of aspa or an organiza-
tion, not the training or education itself. Peolgarns through active re-
flection in collaborative and communicative actiorfdalto & Sarala
1995, 149.)

Every one of us has participated training as jotuires. Most of the

memories are dim: there usually is a man in bladtk & power point

presentation. The target company has number ofriexged and skilled
professionals, but since the work load is big anktables very demand-
ing, there is very little time for them to actuabyare their knowledge.
One of the areas where Target Company’s competandd benefit from

is the foreign expats coming from subsidiary congmnWestern expats
are usually more expensive for the company. Thezefloe expectations
for their performance are also high. Importing ekgéor training perma-
nent employees is a good idea. They must howeverabefully chosen.

They should possess multicultural fluency and wgfiess to adapt to
challenging the multicultural environments. Theyusld preferably have
teaching experience. Knowledge on Middle East as@m\culture would

be definitively a very big plus. The agreement mhistl them to training
of the local workers who are less competent. Theageament and HR in
the target company should already make a trainnogram and choose
active and ambitious people for it. Training isand process, lasting
sometimes for several years. The trainee would fiiesso for example

from short time work experience in company’s heaudtgrs. This would

give them confidence and also offer first hand epee on different
work culture. Later on, when the trainee has reagirefessional levels,
he in turn will become a new comer’s personal taidnvesting in this

kind of motivated people who also learn multicudiiufiuency is extremely
valuable for the company in the long run.

Another idea could be that some specialist froneottepartment of Tar-
get Company would come and talk about their wankthis way employ-
ees will form the “big picture” and have a betterdarstanding on the
company functions.
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7.7.3 Training

Most of the latest technological know-how is to foeind from global
company headquarters, in this case Finland. Rdseard development
take place here. Even though the main company fiestiee document-
ing systems, training is needed to use and undherstefully. There are
various modern teaching technologies available,téciinical things are
better to learn on site. Unfortunately, sending el engineering team
for training to Finland is not possible. The mamrabas to decide who
would be the best with future prospects in minde Pplrson to be send for
training should be a good and dedicated worker, Wa® clearly stated
his/her willingness to learn and develop his/hefgssional skills with the
target company. As training in Europe would be abered as reward, the
manager needs to handle the choice with fairned®quality. The trainee
should be expected to give presentation as webtad training others
once he/she returns back to target company.

Employees who try to expand their job territoryeathaving gained new
skills and knowledge may meet with strong resistainom other employ-
ees who feel that their own territory is therebsetliened. Such reactions
are likely particularly when there are no strorggitions of cooperative-
ness in the firm and when it is bureaucraticallgamized in a way that
promotes boundary-oriented thinking. (Nordhaug 12®8.)

Training, especially when it is a training week adat with all-inclusive
benefits, is usually considered as a reward. IfSita reward for an
achievement or professional performance, thenatishbe seen as such —
no tight schedules involved. But when it is meanbée what it says - a
training it needs to be carefully planned and etestuToo often a person
flies over from other side of the world just todinut nobody has time for
him. When a professional is being send for trainthgre has to be a spe-
cific person nominated for the training and teaghiluty. The receiving
end person has to clean his timetables for the &nteplan carefully the
schedules. There should be a training timetablelegjne, arranged meet-
ings, site visits and other interesting things, taotorget the introduction
to the host country’s culture. This way there dedicated person to wel-
come as well as train the visitor, who benefitsfggsionally as well as
gets a profound idea of “how things are done here”.

The trainee should be expected to report and futthen other members
of his team after returning back to his office. WHenowledge and ex-
perience are shared, everyone benefits! Well plraning trip also en-
courages others to perform better, so that theyrim would be similarly
rewarded.

7.7.4 Sharing Knowledge
Knowledge is an organic environment is in a muchrendifficult and
complex form than in a mechanistic operating emviment. Most of the

skills people have are based on hidden knowledgedban experience, in
other words, people often act directly on the bagisheir feelings and
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know-how. This happens without them being ablertavel their actions
in the form of logical explanations. This is calleatit knowledge, which
cannot be precisely defined. This is why tacit klemige becomes the
property of an organization only through sociakmttion. Tacit knowl-
edge can only be transferred from one person tthanby doing and talk-
ing. (Sahle & Grénroos 2000, 106.) One of the ntagks is to document
the tacit knowledge as well as all projects cateftdr the benefit of fu-
ture challenges. The knowledge should be in an-tafipd form and
openly available for all interested parties. Knadge should never be
hidden and locked up in one specialist’'s persorakdThe company can-
not afford to depend on one or two experts — itdselexible expert
teams, who are qualified and ready to take actsh f

Training teams benefit the company on the long fiure team members
can perform many kinds of tasks, not only the dhey are committed on
daily basis. The obvious benefits are: People aveereasily replaced in
case of illness or emergency. It will be more camafiole to “borrow” or
transfer professionals among teams and departm@atspany can utilize
rotating job program and through it encourage learrand developing
their skills. Career moves are actually easierdisieve and furthermore
there is a valuable feeling of joint venture andadity.

Tacit knowledge is a company'’s internal knowledigat is based on ex-
perience, feelings, instincts and intuition. Itdificult to recognize and,
thus, also difficult to utilize. Tacit knowledge dadten the source of com-
petitive advantage and the key innovations of thamany. (Laamanen et
alii 2005, 115.) As the target company is specaim high technology, it
works on and with loads of complex documents. Alise papers can be
easily found. The problems arise when nobody ptesaminterpret them.
As stated above, tacit knowledge is a valuabletagsed to promote one's
own career. Keeping, even hiding knowledge is Jagy problem since
many times the projects have tight timetable. Thereery little under-
standing from the customer’s side for matter likeet difference between
continents or somebody’s summer holiday in the rosiige of the world.
The company needs people who can read the docuniemiso needs
substitutes for them, as well as substitutes fbsstutes. The chain on in-
formation and knowledge cannot break at any point.

7.8 Project Task Force

Based on the results of this research, it seemsetthat the main areas in
the target company work satisfactorily. Teams ammpmetent and ready
for challenges in winning the highly competitive nkets. My investiga-

tions in competence, Human Resource and multi@lliawareness gave
all good results. There is a possibility, as | sfiged in my analysis, that
some of the Non-European replies might have beferelnt if the inter-

view was conducted in person and if the confiddibtiavas solid. Also,

the survey did not touch any culturally sensitiubjects. All my assump-
tions were in one way or another linked to eacleotihe deeper | dug in
the Finnish interviews, the more it seemed cleat there could be a
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shadow of doubt in the replies in the survey. Sig is just speculation
and does not have any validity in this study.

As a conclusion, the target company came out winftegy must be doing
something very right over there. There are stilhgnéhings to improve.
The main responsibility is no doubt lie in the haridnanagement and the
HR. They can continue to;

Use PDP and IDP programs effectively

Choose carefully the bosses to lead the teams

Choose the right kind of people to do the rightdkafi jobs

Create a strong company culture and mutually reasde@lue base
Create learning organization and develop trainysgesns

Develop multicultural teams and diversity managetmen

Set foundations for an rewarding recognition system

NogMwbhE

The target company has been winning big projectauitihout Middle East
during the last decade. When a project is considérg in the Middle

East, it is huge anywhere else. The future chaflendl be to keep the
competent teams ready. As the Finnish expats yeshié Middle East is

extremely demanding and competitive business dteeequires many

kinds of know-how and a great deal of cultural genty One idea is to

create a “Project Task Force” — a team of fast mpyiros, who can build
up a competence centre from the scratch. “Projask FForce” would be
specialist from different teams and departments \&hd would be spe-
cially trained for handling projects. When a bigjpect is won, the “Pro-

ject task Force” would be send to the location.eAfhe project is com-
pleted, they would return to their units. It is wsh importance that the
project professionals share their knowledge ande#periences. They can
become mentors for less experiences newcomers,algaowish to join

this special team. Many-sided work experience eragms for further

studies and professional development.

When the teams have been formed, trained and apeahtthere should
be a clear goal for them. Performance needs toxpkcily guided to-
wards a commonly accepted and further; it has tproperly rewarded.
Bonus, possible future promotion and raise of gadae naturally power-
ful boosters for an effort on a personal level.cBinve try to find here
suitable inspiration for the team’s reward, extodidays with families are
very welcome to most people. Excellent performaoceld also be re-
warded with a small trip abroad with all the tearamtver’s families join-
ing. This would further promote feelings of succass of WE the Team
more than the “compulsory company party” —kind ef-tpgethers. Fur-
ther it would create true friendship between tlartenembers and build a
foundation for future achievements.
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Figure 12 Project Task Force

The Project Task Force should be trained and kapexxellent profes-
sional level. It should be desired Dream Team wiaebryone’s looking
for to join. Also the Task Force should very fldyilthange combination
with the requirements of the various projects. Toenbinations should
move and hit targets around the world effectiv@lyeryone would learn
to count on and respect the other team members.|eéBuership of the
Task Force should be to a person who has perseadétship skills and
not base on the nationality. Management skills rieeole trained to sev-
eral members. No job or position should be granEckry project is a
new challenge and requires an efficient combinatidihen projects are
won in certain more challenging countries, the eg@dership could be
chosen from professionals who thoroughly know tbst lculture and who
are ready to adapt in different work culture. Diéfiet projects require dif-
ferent special skills. If the leadership alwaydsfab one and same person
(or nationality) also the creative variation wié lbst!

When people know each other personally — even famdy and friend-

ship level — the hardships and challenges withegtsjare lighter to over-
come. After the projects, the team members wouldrmeto their usual
duty stations. It is important, that they remainivaedy recruit and train
new members, since the projects are many in thédoéalsling world.
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With excellence of management, professional conmgeteHR coverage
and dedication of the teams, true benefits of dlpldanctioning active
multicultural Project Task Force can be createdusThhe target com-
pany’s Middle East organization could become erctllexample for
other subsidiary companies around the world.
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APPENDIX 1

INTERVIEW FOR FINNISH EXPATS

Personal details & background

1.

2.

8.

9.

How long were you working for target company?

How did you feel working in Target Company? Pledsscribe advan-
tages and disadvantages?

What were the biggest challenges in working Ta@mnhpany?
What kind of things made your life easier livinghhddle East?

What kind of information you should have before ymito foreign as-
signment?

Did you feel that you were an equal member of daart?

How do you see those different national and religigroups in Target
Company? How would you describe the tension aatiaiship be-
tween them?

How do you see the target company competence level?

How should it be improved in your opinion?

10.If you are given a chance to improve and develomgdtaCompany,

how would you do it?



