Evaluation of Cultural variation on the strategy and operations of an international organisation using academic models and theory

Introduction
In the modern age, business is more global than we have ever seen. Therefore, companies must learn to deal with different cultural expectations as it is important for any global business to succeed in multiple countries. The culture of a country will drastically impact everything a business does in that country, such as communication, marketing and many other factors. Businesses cannot afford to disregard culture as they can make or break their image in a chosen country. While cultural factors have long been recognized as critical in modern business, the earlier more anthropological ideas that emphasized differences need to be supplemented and extended by a new body of knowledge that is more relevant to today’s world. (Trompeenars, 2011)
Managing internationally means handling both national and organizational culture differences simultaneously. Organizational cultures are somewhat manageable while national cultures are given facts for management; common organizational cultures across borders are what keeps multinationals together. (Hofstede, 1994)
This forces businesses to constantly alter and tinker with products and services to suit the cultural needs. Coca-Cola for example ‘Does not use the word diet on its low-fat drinks in the mainland EU instead calling its diet products light.’ (Berkowitz, 2018) This is a small change of course but one that is very effective, and it is the sort of change top brands and companies do all the time to adapt and become more ‘glocal’.

Power distance USA and China – impact on leadership and management 
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Power distance refers to the acceptance of social status or acceptance of power within a culture. People in cultures with a high-power distance such as China are more likely to conform to a hierarchy where everybody has their own place in the society, and this needs no or little justification. On the other hand, societies which have a low power distance, the people tend to try to distribute power equally. In these cultures, inequalities of power amongst the community would require additional justification, such as in the USA. Geert Hofstede writes; ‘In countries on the opposite side of the power distance scale, where employees are seen as frequently afraid of disagreeing with their bosses and bosses as autocratic or paternalistic, employees in similar jobs are less likely to prefer a consultative boss. Instead many among them express a preference for a boss who decides autocratically or paternalistically; but some switch to the other extreme – that is preferring a boss who governs by majority vote, which means he or she does not actually make the decision at all.’ (Hofstede, 2005)
Chinese culture is obviously very different to the West hence why practices are so different. The essence of traditional Chinese culture can be said to reside in the philosophical values of Confucianism – which stresses the importance of harmony between man and nature, man and man, and finally man and heaven. Thus, urging individuals to control their emotions, to avoid confusion, conflict and competition. (Kirkbride, Tang, Westwood, 1991) This is perhaps one of the reasons why Western practice would seem out of place in their society. 
In China employees are much more likely to conform to order, perhaps a reason why we see so many companies move factories out there, everyone knows their place and are afraid to challenge the corporate order (and the wages are very low of course). Kirkbride writes that; ‘Conformity is a central theme in Chinese societies and is related to two Confucian values. First there are the ‘rules of property’ which structure interpersonal relationships into five hierarchical dualities such as ‘prince – minister’, ‘father – son’, ‘husband – wife’, ‘older brother – younger brother’, and ‘senior-friend – younger-friend’. Each individual is expected to adjust him/herself to these prescribed interpersonal relationships.’ (Kirkbride, Tang, Westwood, 1991) 
On the other hand, in the USA, employees are always thriving to do better and to get ahead in their respective company. In companies like Apple and Google, for example, employees are rarely ever satisfied, when they turn in a piece of work to their boss they opt to look for criticism in order to be able to improve next time. A concept alien to the Chinese culture.  
US company Walmart had a spell in China where they were struggling to adapt to the culture. Walmart’s leadership in China fits well with Hofstede’s power distance index. ‘This dimension expresses the degree to which the less powerful members of a society accept and expect that power is distributed unequally.’ (Hofstede, 2005) Due to Walmart China’s very bureaucratic structure. Managers in the West may focus on building relationships with employees of all levels, whereas in China managers may do not worry about their subordinates, only interested in power as the store manager.
As the Hofstede model shows China as a country prefers its leaders to have been in control and possess all the power and not devolve. Walmart’s leadership problems in China came about because it tried to impose its way on China, but its success is coming from merging its views on leadership with Confucian Chinese views as they now look to open a new high-tech store in China with the means to pay by phone etc.
Walmart’s ongoing troubles in China, since opening its first superstore in Shenzhen in 1996, reflect a fundamental misunderstanding of China’s political, economic, and cultural environments. (Salomon, 2016)
Walmart found it difficult to understand Chinese consumers and Chinese culture. Chinese consumers, unlike those in the U.S., differ widely from city to city in their needs. Walmart have therefore struggled to find the correct formula for success with regards to products to offer in the 117 cities and 25 provinces in which it operates. This makes it challenging to sell a core set of products nationwide as all cultures have different wants and needs.

Cultural impact on negotiating and decision making
Negotiating is a vital part of any large company, being able to get the best/better deal from the other party involved can be crucial. Not only that, companies must be able to negotiate with governments and broker deals in order to move into the country, or to strike a deal on new legislation and so on. In business everything can be negotiated. 
There are several types of ways to negotiate. Firstly, there is the ‘Western Approach’ where they see negotiating as a problem-solving exercise, where the process is preoccupied with tactics and strategies where the Western culture is always trying to get the biggest slice of the cake. In an international sense, negotiations taking place between cultures, those involved need to work out what is going on in the minds of their counterparts. Behaviour can often be displayed by both parties in a similar nature, but often reflects different motives. The very act of negotiating can be a concept, which is fundamentally alien to other cultures, e.g. for Japanese negotiators. In an anonymous article, a Japanese writer described the United States negotiators as hard to understand. One of the reasons for this, we are told, is because "unlike Japanese, the Americans are not racially or culturally homogenous”. (LeBaron, 2003). 
Similarly, to Japan, China’s culture seeks to find a long-term relationship during negotiations. The Chinese, therefore, seek to build trust and long-term relationships rather than merely to seek out immediate opportunities for their own merit. The Chinese are always formal whilst Americans can sometimes be causal and vent frustration when they are not getting what they expected. Americans who are used to finding an immediate solution and getting the better deal may not be wise to this and this could lead to a breakdown in negotiations. (Lawrence, 2017) 
With regards to decision making, it is just as important as negotiating. Choosing the correct option with regards to your next product, your next expansion or even a partnership is crucial. One company who partnered well and chose their partners well are Nike. Nike has been able to develop their global presence through the careful selection of international sponsorships such as their agreement with Manchester United.  
Even though sponsorship spending is usually fairly unpredictable, demand costs tend to surge due to triggers like successful championships and tournaments, these partnerships have certainly helped the brand capture the attention of a global audience. (Fleishman, 2015) The decision to partner with one of the biggest clubs in world football was clearly a great decision as it propels the brand into the limelight, being on the kit, on the advertising boards, on most of the player's feet gives the brand more than enough attention.  Being able to negotiate a deal was clearly favourable for both sides.

Cultural impact on communication
You would think that language is the only barrier when communicating between cultures but that could not be much further from the truth. How the Japanese and their organisations communicate is highly different from how the Western businesses communicate. Firstly, in Japan, it is important to understand the value of silence. Samovar et al write; ‘Silence is linked to credibility. Silence speaks loudly about wisdom and emotional self-control. Japanese have many proverbs that signal the importance that they place on silence, such as, the duck that quacks is the first to get shot.’ (Samovar, et al., 2009) 
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The contrast in individualism shows just how different the communication styles of each nation are.
Japanese communications are epitomised by subtlety and nuance, where how one appears and what one publicly states (tatemae) and what one really thinks (honne) are often poles apart. There is often a huge distance between the expressed tatemae and the felt honne — they can often even be contradictory. For a relationship to develop in Japan, people are often dependent on other people’s ability to read the underlying truth which may underpin the spoken rhetoric. It can, of course, be very difficult for the non-Japanese to navigate these very confusing paradoxes. It is probably best to say that everything should be questioned to ensure that clear understanding has been achieved. (Warburton)
In times of stress or trouble the Japanese often sit quietly in a room to release tension and move away from the negativity. On the other hand, imagine a room full of Americas sitting quietly to release tension, yes that’s right you can’t because that’s not how the west deal with situations like that. 
Communication is not only internally, but also externally. Being able to deliver a message to your customers, be it an apology, an advert or simply general information, it must be done correctly and efficiently as in the modern day and age, being offensive or rude can be extremely detrimental to your image, even if its accidental. An example of this is McDonald’s in Japan. Having had a run of bad luck in Japan it was time that they delivered a clear and sincere apology to the country. But they failed to impress the Japanese enough which cost them in the short term.
After the scandals, McDonald’s Japan created a revitalization plan and tried to create a system to better respond to customers. The effort included the company’s Kodo smartphone app, which enables customers to post positive and negative feedback and receive a discount coupon for the effort, he said. Thanks to its reconstructing, the company bounced back in 2016 by earning a ¥5.37 billion group net profit. It expects profit will grow further this business year to a record ¥20 billion through the end of December, it announced earlier this month. (Murai, 2017)

Conclusion
In conclusion, culture is a topic that businesses can not ignore. Being ‘glocal’ is key to big brands when they move into a new country or culture. Naivety will cause even the biggest businesses to suffer a loss or even fail completely in the chosen culture. Incorporating the correct models and strategies with local cultures is the key to success when moving abroad. Models such as Hofstede and GLOBE are examples of how companies can compare and revise cultures before leaping in.
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