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1. Research set-up 
 

The central purpose of this thesis is to answer the following question: ñWhat is the impact of 

cultural differences on multi-site software development?ò Before starting to answer this question 

the research problem is defined in paragraph 1.1. In this paragraph the context and terminology of 

the thesis is explained using a small example. After this the academic and managerial relevance is 

described and the researchers state their contribution to the debate in paragraph 1.2. The 

objective, approach and structure of the thesis, how it forms into the end result, are formulated in 

paragraph 1.3.  

1.1 Research problem 

 

Imagine the following: you are a manager that has to deal with multi-site software development. 

You run into your own fair share of communication issues, not only across the border. Having 

worked at the company for several years you gained a lot of experience in working with offsite 

co-workers. Different views on the multi-site collaboration are heard in the organization but no 

one really can put a finger on it. Once in a while you hear informal complaints about the other 

side from your subordinates but nothing important seems to turn up in formal meetings. Except of 

course, when there are escalations. Then the blame game really starts and you wished to God you 

had seen it coming. You try asking your counterpart (also a manager) about the cause of the 

misunderstanding but he gets the same feedback at his end.  

 

Communicating is hard enough as it is but what happens if it has to be done across the border 

with its accompanying different culture? Your relationship with your offsite co-workers are 

known to you (or at least seem that way), but what about your subordinates? How are they 

communicating with each other? How can you guard them from making the same initial mistakes 

you have? What exactly are the main differences you have to know about when it concerns multi-

site software development? How can you classify all the cultural differences within your 

organization? How can we know where we are if we donôt know our past? And perhaps the most 

important question to answer first: What is culture? Besides the fact that there are a lot of 

different definitions about culture, there is also a difference in types of culture: national, regional, 

political, organizational, generational, occupational and so on. 
[16]
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ñthat complex whole which includes knowledge, belief, art, morals, law, custom and any other capabilities 

and habits acquired by man as a member of society.ò (Tylor, 1871) [19] 
 
ñCulture consists of patterns, explicit and implicit, of and for behaviour acquired and transmitted by 

symbols, constituting the distinctive achievements of human groups, including their embodiment in artifacts; 

the essential core of culture consists of traditional (i.e. historically derived and selected) ideas and 

especially their attached values; culture systems may, on the one hand, be considered as products of action, 

on the other, as conditional elements of future action.ò (Kroeber & Kluckhohn, 1952) [20] 

 
"precisely that its essence is collective mental programming: it is that part of our conditioning that we share 

with other members of our nation, region, or group but not with members of other nations, regions, or 

groups." (Hofstede, 1983) [21] 

 

ñCulture is a way in which a group of people solve problems.ò(Trompenaars, 1993) [20] 

 
ñCulture is a fuzzy set of attitudes, beliefs, behavioural norms, and basic assumptions and values that are 

shared by a group of people, and that influence each member's behaviour and his/her interpretations of the 

"meaning" of other people's behaviour.ò(Spencer-Oatey, 2000) [22] 

 

 

Letôs first talk about the terminology used in this thesis and the way the researchers interpret it. 

óThe way we do things around hereô is a common sense definition of culture. Peopleôs definition 

of culture is also influenced by their own culture, thatôs why a various definitions are offered on 

the concept of culture.  

 

Culture should not be confused with nature or personality. According to Professor Hofstede 
[14]

, 

nature is universal, culture is group specifically and personality is unique. Nature is inborn, 

culture is taught and personality is both. 

 

CULTURE

HUMAN NATURE

PERSO-

NALITY

taught

born with

and  taught

born withuniv ersal

group/category

specif ic

indiv idually

specif ic

 

Figure 1: Three levels of mental programming 
[14]
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A lot of terms are used for developing software across the globe. In this thesis the term ómulti-site 

software developmentô is used by the researchers. To be clear about the way it is meant in this 

thesis the researchers will give their definition on it: 

Multi-site software development is the development of software on 2 or more different locations 

(sites) owned by one company.  

 

This thesis tries to reduce the uncertainty of the stated questions in this paragraph, by adding to 

the debate concerning óthe impact of cultural differences on multi-site software developmentô. 

Other types of outsourcing like body shopping, offshoring, nearshoring, farshoring, and other 

activities that have to deal with developing and collaborating across multiple location can 

probably also benefit from this research. Letôs first take a look at the current available academic 

research materials after which we will narrow the scope. 

1.2 Relevance 

 

This paragraph starts with the established mainstream research to be able to clarify the missing 

parts of the debate. This thesis will try to fill some of these gaps. Afterwards the academic and 

managerial relevance is stated.  

1.2.1 Mainstream research 

 

Several anthropologists tried to classify cultural differences like Edward Hall, Geert Hofstede, 

and Fons Trompenaars. Of course these researchers themselves also have their own cultural 

background and arenôt likely to be totally objective as they also acknowledge themselves in their 

research. They all based their research on a large amount of data and still found different 

outcomes. Still, a lot of correlation can be found between all researches. Some examples of 

differences among multi-site workers are: behavior; values, religion, intellectual property and 

attitude to hierarchy, risk avoidance and time. A part of the mainstream research thatôs available 

will now be summarized briefly. 

 

The disappearing borders and ongoing globalization lead to more cost effective operations but 

also coincide with new (cultural) facets of communication. This can result in conflicts in global 
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software development projects not only due to the cultural differences but also the physical 

distances. The fact that face-to-face contact isnôt always possible and a worker doesnôt have a 

good understanding of the alien culture can put a lot of pressure on the collaboration. As 

Professor Hofstede, Emeritus Professor at Maastricht University once said: "Culture is more 

often a source of conflict than of synergy. Cultural differences are a nuisance at best and often a 

disaster." 
[7]

 

 

Geert Hofstedeôs research gives a good insight into other cultures, so it becomes easier to interact 

with colleagues in other countries.
[7]

 He started his research in 1967 when he was working at 

IBM as a psychologist. Within six years he collected a large amount of data of IBM employees 

all around the globe. The research covered more than 70 countries, but Hofstede only used the 40 

largest countries for his analysis. Later he extended his work to 50 countries and 3 regions. Since 

2001, 74 countries and regions are analyzed, partly based on replications and extensions of the 

IBM study on different international populations.
[7]

  

After analyzing the collected data Hofstede was able to classify the cultural differences into four 

groups, called dimensions. The four dimensions Hofstede distinguished among cultures were: 

power distance, individuality, masculinity, and uncertainty avoidance. The dimension Long-Term 

Orientation has been added to Hofstedeôs 4 dimensions. This dimension was discovered by 

Michael Harris Bond in Hong Kong when he investigated the values of Chinese students in his 

ñChinese Value Surveyò. Because research on cultural values was mainly done by Western 

mindsets this dimension was not discovered. It is based on óConfucian thinkingô with long term 

and short term orientation opposite to each other: ñPersistence and thrift to personal stability and 

respect for tradition.ò
 [Hofstede 2001, page 351 | 37] 

Confucius is a famous Chinese philosopher and 

teacher and he has many followers. LTO shows high correlation with the explosive economic 

grows in Asian countries since 1965 and confirms a ñneo-Confucian hypothesisò. 

 

Hofstedeôs cultural dimensions have been used by many different researchers over the years. 

Hofstede himself says that it is a good way to classify and explain the influence of culture on a 

specific research area. (In this case the research area is ómulti-site software developmentô) This 

way, seemingly loose elements can be linked to each other. Furthermore it makes the approach 

less ethnocentric. People are always prone to look at things from their own perspective. Professor 
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Hofstede was able to map the cultural differences among countries to facilitate communication, 

coordination and collaboration between different cultures. ñIn 2000 Geert Hofstede reached the 

top 10 of the European Social Science Citation Index.ò
[7]

 This already gives a good impression of 

how popular Hofstedeôs research is. In 2000, he even was ranked 48
th
 in the global ómanagement 

thinkers top 50ô.
[24]

 

 

Hofstedeôs theory also correlates highly with other models, like the models of Schwartz
[39]

 and 

Trompenaars
[23]

. For example, Hofstedeôs power distance dimension correlates highly with 

Schwartzôs hierarchy dimension and Hofstedeôs individualism/collectivism dimension has a high 

correlation with Trompenaarsô Individualism/Communitarianism dimension. 

 

Many organizations already faced cross-cultural issues that decreased the projectôs development 

speed. These project escalations are mainly caused by communication and coordination issues 

among workers with different cultural backgrounds. Herbsleb et al. found that cross-cultural 

communication and coordination issues cause a substantial loss of development speed.
 [2,3,4]

  

 

Olson & Olson researched how different teams collaborate and ñhow they feel about each other 

when they communicate over various different mediaò.
[16]

 They also get into the different cultural 

aspects and also used Erran Carmelôs research in this area. Carmel has been researching global 

software teams in his book óGlobal Software Teams: Collaborating Across Borders and Time 

Zonesô.
[16]

 He especially targets companies that develop packaged software like Microsoft, IBM, 

Baan and SAP and writes their best practices in real case studies.
[18]

 

 

Daniela E. Damian and Didar Zowghi build on the existing academic research and give ñAn 

insight into the interplay between culture, conflict and distance in globally distributed 

requirements negotiationsò.  We cannot argue that there arenôt any differences. We cannot argue 

that conflicts donôt arise and projects are sometimes compromised. However, we can build a 

common ôawarenessô as in why these differences exist and why they result in conflict. The 

importance of this is illustrated well in the article of Daniela E. Damian and Didar Zowghi where 

they stated: ñAny type of conflict, if left unresolved for a long time affect the trust between 
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Denial - Resistance - Minimization of differences - Acceptance - Adaptation - Integration 

Ethnocentrism     ï     Ethnorelatisvism 

 

various stakeholders. Unresolved conflicts and ambiguities in requirements in both organizations 

in some cases resulted in more conflicts and less trust.ò  

They continue later on the essence of this topic: ñWhat is important, however, is the need to 

achieve a better understanding of the interplay between culture (national, functional or 

organizational) and conflict in distributed teams and how distance impacts on its resolution.ò 

[12] 

 

Prior to most of this research Bennett already classified the differences in óinter cultural 

communicative competencyô.
[13]

 Within a software company there are many different functions 

ranging from software engineer, test engineer, team leader, project manager, general manager, 

etcetera. Imagine all the different functions and their interaction if a software company develops 

globally. To have a good intercultural relationship you need to have a good contact with the other 

party. Knowledge of language and cultural differences and a high ôinter cultural communicative 

competencyó is a must. There are 6 different stages in developing the ôinter cultural 

communicative competencyó. Marie-Thérèse Claes & Marinel Gerritsen explain this in their 

óCulturele waarden en communicatie in internationaal perspectiefô
[25] 

in chapter 7 using the 

theory of Bennett. The six different stages are: 

 

Everybody has a certain intercultural sensitivity. At the extreme left side (denial) you have 

ôethnocentrismó. Your own ethnic group is centrally important and others are viewed as 

peripheral and differences donôt exist. On the other side you have ôethnorelatisvismó. No group is 

central nor peripheral, differences of other parties arenôt a problem and can be fully integrated.
[13]

 

The different stages will be explained in chapter 2 to create an awareness for the differences in 

the way people are developed throughout an organization. 

 

Most of the targeted countries in this research area are: The United States, India, Australia, 

Europe as a whole, Japan and China. The connection between The Netherlands and India in 

multi-site software development has not been researched to a great extent. Professor Erran 

Carmel  (American University, USA) and Paul Tjia (consultant at GPI Rotterdam) touch upon the 
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relationship between The Netherlands and India in their book: ôOffshoring Information 

Technology - Sourcing and Outsourcing to a Global Workforceô.
[10]

 There is a mini-case about 

BAAN, a Dutch ERP development company and covers 3 pages. In this thesis a case is included 

on the same company after they were taken over by an American company called SSA Global. 

The case study is featured in chapter 3. 

1.2.2 Academic relevance 

 

Offshoring, outsourcing, nearshoring, multi-site development, global software teams and all 

kinds of other new terms are hyping the last few years. Many different articles are introduced to 

the academic world daily. The cultural aspect is often mentioned in these articles but it is usually 

limited to a general warning not to underestimate it and colourfully illustrated through some 

examples. This thesis discusses, measures and explains the cultural differences learned in an 

empirical study. Enabling the reader to understand the differences he may encounter in their 

work/research in multi-site software development. 

 

Furthermore, the thesis can be used to assess the applicability of the Hofstede theory on cultural 

dimensions. In what way does this theory help us in understanding cultural differences?  

 

The final added academic value lies in a teaching case. This case can be used as a teaching 

instrument by educators to fuel an open discussion on cultural differences in multi-site software 

development. The analysis explains the issues of the teaching case and therefore can help 

students in recognizing the differences in culture and their effects on collaboration in multi-site 

software development. 

1.2.3 Managerial relevance 

 

Paul Tjia and Erran Carmelôs book óOffshoring Information technologyô
[10]

, published in May 

2005, was presented in a beautiful castle in Vught the Netherlands on the 14
th
 of June 2005. 

Attending this offshore seminar was a mix of Dutch managers that wanted to learn more about 

outsourcing/offshoring to low-wage countries. Paul Tjia and Erran Carmel also invited several 

guest speakers of the Dutch IT industry to talk about their experiences with outsourcing. Paul 

Tjia expects offshoring to really pick up in the next years, which was affirmed by the interest that 
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was shown, approximately 100 people attended the seminar. Different guest speakers of Ordina, 

Levi9 and Caesar told about their experiences with outsourcing. Cultural issues were mentioned a 

couple of times but the topic is so country specific that it usually only ends up as an (entertaining) 

anecdote. There doesnôt seem to be a common understanding of the impact of cultural differences 

and how to approach these issues. The book has one chapter devoted to óDealing with cross-

cultural issuesô which basically only highlights the cultural differences with standard examples. 

The book targets managers to build offshore competency in the breadth and is also suitable for 

students and teachers. It however doesnôt go into the cultural issues in depth. Hofstede & Bennett 

are briefly described but there isnôt a specific approach in it to measure and explain the 

differences of an offshore partner.  

 

The trend seems to be that most articles and books warn the reader for cultural differences, 

highlighted with some (entertaining) examples and a short explanation. Does this really help the 

reader in understanding the impact of cultural differences? We think not. 

 

So who benefits from this research in the software business and in what way? In a multi-site 

software development project workers on different levels in the organization have to collaborate 

with each other. This thesis gives an insight in the different ways of collaboration on different 

levels. Managers as well as software/test engineers can use it to improve their óinter cultural 

communicative competencyô
[13]

 with their counterparts. Furthermore, the information provided 

can be useful for managers to get a better understanding on the differences between theory and 

practice on this topic. Illustrating the hype with outsourcing are the following facts: 

 More than 250 Dutch enterprises have outsourced software activities in 2005. 

 There are more than 50 potential ICT-offshore destinations in the world. 

 More ICT activities shift to offshore locations. 

 Costs in low-wage countries are very interesting for software projects. 

[February 2005, 17] 

 

Because multi-site software development has a lot of similarities with other terms like: 

outsourcing, offshoring, nearshoring, global software development, etcetera this thesis can also 

be used for other initiatives of developing software with more than one culture across 2 or more 
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Indians perceive some costs like maintenance as inexpensive and costs to produce 

products as expensive. In European countries it is the other way around. A Dutch software 

engineer is very cautious with the structure of his software code because his main concern 

is to keep maintenance costs as low as possible. His Indian counterpart, with a different 

cultural background, has a different view, and could choose to launch a product earlier 

and maintain and update it later. Whatever the outcome of this example the fact remains: 

there is a different way of thinking, communicating and working. 

 

locations. We will try to use the term multi-site software development as much as possible but 

will also use terms like offshoring and outsourcing as it is a widely used term in a lot of academic 

research. 

 

Many issues seem so obvious to your own mindset, but could be totally different on the other side 

of the globe as illustrated in the next example. 

 

Creating awareness for issues as illustrated above is also a contribution of this thesis. It can help 

ôfreshenersó (people new to a company) as well experienced workers to look at issues in a 

different perspective. It can help to point out the underlying origin of conflicts or 

misunderstandings.  

 

 

For IT managers this research can help them to understand not only the foreign culture, but 

perhaps even more important: their own culture.  
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1.3 Research objective, approach & thesis structure 

 

Now that the research problem is described and the main relevance of this thesis is explained, the 

approach of the thesis will be explained next. After this, the structure of the thesis will be 

outlined. 

 

1.3.1 Research objective 

 

As mentioned before our central question is: ñWhat is the impact of cultural differences on multi-

site software development?ò  

 

The main objective of this thesis is to: 

ñImprove awareness and advance the current insights of managers and engineers concerning the 

impact of cultural differences in multi-site development projects." 

 

This is done by applying academic theory and measurement to an empirical case study. The 

conceptual founding of the academic theory is explained in chapter 2. This theory will later be 

applied to chapter 3ôs case study and results in chapter 4, the analysis. We will now focus on the 

approach of the research. 
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1.3.2 Research approach 

 

Let us go back to the central question of this thesis to determine the approach: ñWhat is the 

impact of cultural differences on multi-site software development?ò  

 

To answer this question the researchers wanted to learn from óbest practicesô at an experienced 

software company. Dutch multi-nationals were approached for a case study mainly for 

convenience reasons because both researchers have the Dutch nationality and are located in The 

Netherlands. The companies had to work with multiple sites and the cultures should have a fairly 

high contrast to help emphasize the cultural differences. Not all approached companies were 

interested or suited for the research. A case study approach was chosen because of the suitability 

to empirically describe a situation. This case study will be analyzed with academic theory 

concerning cultural differences and enforced with an academic survey. 

 

Hofstede explains in his book óCultures Consequencesô  that ôtriangulationó (Webb, Campbell, 

Schwarz, and Sechrest 1966, page 3) is the best way to measure something that is hard to reach 

from one point. You go to other points from where you can measure your objective and then 

compare the measurements and finally get to your final, more reliable, measurement. This is why 

we also use more then 1 strategy to attain information. Hofstede uses the óFour available 

strategies for Operationalizing Constructs About Human Mental Programsô to explain this: 

 

 Provoked Natural 

Words 1 

Interviews 

Questionnaires 

Projective tests 

2 

Content analysis of speeches 

Discussions 

Documents 

Deeds 3 

Laboratory experiments 

Field experiments 

4 

Direct Observation 

Use of available descriptive 

statistics 

[Hofstede 2001, page 5 | 37]
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We underlined the things we performed and will later try to triangulate in our final analysis. 

Hofstede argues that cell 1 requires the least subjective interpretation and continues to state that 

the best strategy ñis to use cell 1 plus at least one other type.ò 
[Hofstede 2001, page 5 | 37] 

 

A company was selected that had the following characteristics: experience in multi-site software 

development, relative large cultural differences between subsidiaries (The Netherlands and 

India), and a fairly large well-structured organization. These characteristics were drawn up to: 

enable Hofstedeôs Values Survey Module 1994 (VSM94), conduct interviews on multiple levels, 

and to clearly get two cultural extremes to compare with each other.   

The IT ERP (Enterprise Resource Planning) company called SSA Global is the basis for a 

teaching case that was written where the researchers map: different perspectives on both sides, 

the stumbling blocks, and best practices. This information is gathered through conducting 

interviews, retrieving internal company memos, and using general company information. All of 

the minutes were rechecked by both researchers to fill in any gaps and to ensure validity. Because 

of the political nature and sensitivity of the research all interviewees were inquired anonymously. 

Asking about the collaboration with the offsite team got positive as well as negative reactions. 

We tried to reassure the people they could speak freely as the research could benefit them and has 

no repercussions. 

As the inquiries progressed the initial draft of questions that was drawn up altered along the way 

to reach more in-depth and reduce redundancy. This however does not mean that issues werenôt 

rechecked to assure validity. SSA Globalôs mentors in India and The Netherlands were also 

consulted and asked for feedback to recheck facts and reduce inaccuracy. With selecting the 

interviews the different levels of ôinter cultural communicative competencyó
[13]

 were taken into 

account. Employees of all levels were inquired about their view on multi-site software 

development. It was about: their experiences on their working level. To read about the interview 

techniques/strategy and more about Bennett we refer you to chapter 2 and 3. The default 

questions that were used for the interviews can also be looked up in appendix D. 

 

From our point of view a case study is an ideal way to get to know an organization and the way 

they operate. A lot of time was also spent at both locations in India and The Netherlands to get to 

know the organization up close and really see day to day business. Several people have their 
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views on a case study approach. According to Yin 
[26]

 a case study can be seen "as an empirical 

inquiry that investigates a contemporary phenomenon within its real-life context, especially when 

the boundaries between phenomenon and context are not clearly evident." 
[26] 

More on the case 

studies protocol can be read in chapter 3. 

 

All the retrieved data of the interviews, which is a large basis for the teaching case, is combined 

with the end result of the conducted academic survey of professor Hofstede (VSM94).  This 

academic survey is based on the theory of professor Hofstede about cultural dimensions. In 

chapter 2 this theory and the way itôs used in this thesis will be explained in depth but first the 

application of this academic research is explained. 

 

Hofstede describes 4 criteria for a reliable research on populations: 

1. Information has to be descriptive without prejudices. (else it contains more information 

about the values of the informant instead of the described population) 

2. Information has to be derived out of more than one source. (else itôs only a subjective 

impression) 

3. Information has to be true for all the members of the population or at least for a statistical 

majority. (else itôs unauthorized generalization)  

4. Information must be discriminative, it should be true about this population, but not true 

about an other. (else itôs trivial) 

[Hofstede 2001, page 14 | 37]
 

 

If these criteria arenôt met the statements in the research will be unsupported stereotypes. 

ñStereotypes are at best half-truthsò. 
[Hofstede 2001, page 14 | 37]

  He continues by stating that the 

majority of anthropologic research is collected through participating observation. The 

anthropologic reports are basically comments from an observer from one society about an other 

one. Especially criterion 2 is a problem. Subjective research is very hard to avoid. This led to an 

argument among the anthropologists in 1983 which was outlined in the American media. 

Hofstede concludes that all anthropologists are not totally objective.  Hofstedeôs research 

however does meet all the 4 criteria which makes the Values Survey Module (VSM94) a reliable 

instrument to measure the differences in culture. 
[freely translated Hofstede: 14]
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The VSM also prescribes a couple of criterion about the different populations in order to be 

reliable. These characteristics should be the same as much as possible. The criterions with 

explanation: 

1. Should be in the same age range Range was different! Engineers in India are 

younger on average than the Dutch engineer. 

2. Should be the same sex Only males were selected. Female participants 

were removed from the selection. In The 

Netherlands the majority of engineers are male. 

In India there are a lot of females working in 

the organizations but the majority is male. 

3. Should have a comparable function Engineers at both locations. 

4. Should at least be 20 people to be 

reliable 

At both locations about 50 people filled in the 

questionnaire. 

5. Level of education All skilled workers 

6. Kind of work All IT engineers 

7. Surveys should be held in the same 

year 

At both sides they were held within the second 

quarter of 2005. 

[VSM website | 15] 

More information on how the questionnaire is conducted is available in paragraph 3.1.  

 

With the interviews and the VSM the researchers gathered a lot of data to analyze. General 

company information and all the minutes of the interviews comprise the case study. After the 

case study the VSM results are used to explain all the issues and group them. This analysis will 

result in a recommendation for future research. A visual scheme has been drawn up to illustrate 

this process: 
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Figure 2:  Research Approach 

 

In the last paragraph of this chapter the structure is outlined. 
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1.3.3 Thesis structure 

 

Chapter 1 has introduced the reader to the research problem and the way the researchers approach 

the problem. The academic theories used to answer the central thesis question will be highlighted 

in chapter 2. Chapter 3 will contain the case study ñIndia and The Netherlands: exploring the 

issues on multi-site software developmentò which is possible to use as a teaching case. The 

excerpt must be added by a brief introduction and concluded with a central question to enable its 

use, this part is attached in the attachments at the end of the report. Chapter 4 will reuse the 

structure of chapter 2 to analyze the case study. This enables readers to quickly look up the 

academic theory behind the analysis. This analysis will result in a discussion where hypothesis 

are stated and suggestions for future research are given in chapter 5. The total structure is also 

illustrated in Figure 3: Thesis structure. 

 

Chapter 1:

Research set-up

Chapter 2:

Conceptual foundations

Chapter 3:

Case Study  SSA Global

Chapter 4:

Analy sis

Chapter 5:

Discussion (recommendations)

 

Figure 3: Thesis structure 
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2. Conceptual foundations 

 ñWhat is the impact of cultural differences on multi-site software development?ò In this chapter 

the base of the research is explained. The researchers use Professor Geert Hofstedeôs cultural 

dimensions to assess the differences and conflicts in multi-site software development that were 

found during extensive inquiries at two different locations. Hofstedeôs Values Survey Module 

(VSM94) is a tool to measure the cultural differences between two countries/regions. We 

conducted his VSM alongside with a case study and explained the different perspectives between 

India and The Netherlands. In the next paragraph the reason for choosing Hofstedeôs theory is 

explained and the key elements to analyze the case study are described in the following 

paragraphs.  

2.1 Hofstede 

 

For the research different theories were compared among each other. Finally, two theories were 

left to choose from: Hofstede
[37]

 and Trompenaars.
[23]

 In this research Hofstedeôs theory is chosen 

after weighing the pros and cons. We will first compare the two and talk about Hofstedeôs 

research afterwards.  

 

Pros of Hofstede compared to Trompenaars: 

 Trompenaars research is done among managers
[31]
, while Hofstedeôs questionnaire is 

suitable for employees on different levels of the IBM organization.
[7]

  

 Trompenaars research is done among multiple companies
[31]

, while Hofstede focused one 

single organization, IBM.
[7]

 This research also includes one single organization and is 

comparable to IBM on a couple of levels. Both organizations are in the IT business, both 

are multi-nationals and both have a large amount of experience working on multiple sides. 

 Trompenaarsô research focuses on behavior on both work and leisure situation. Hofstedeôs 

angle was predominately on the work environment. This research is also mainly focuses 

on the work environment, even though some leisure situations could have influence on the 

work. 
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ñIn 2000 Geert Hofstede reached the top 10 of the European Social Science Citation Index.ò[7] 
 

 

ñIn 1991 Fons was awarded the International Professional Practice Area Research Award by the American 

Society for Training and Development (ASTD). He was mentioned as one of the top 5 management 

consultants, next to Michael Porter, Tom Peters and Edward de Bono in a leading Business magazine in 

August 1999.ò[31]  
 

 

 The survey of Trompenaars contains 56 questions
[31]

, while Hofstede just needs 20 

questions + 6 demographic questions.
[7]

 As big projects are up and running on a 

continuous base within the company, company employees donôt have much time to fill in 

questionnaires. This research has a couple of limits. Trompenaars survey requires one to 

one and about 30 minutes to complete a survey. Conversely Hofstedeôs VSM takes about 

10 to 15 minutes. Taking away one to one and a half hours from multiple managers would 

already stress an organization. 

 

Cons of Hofstede compared to Trompenaars: 

 Hofstede collected his data between 1967 and 1973, which could mean the data is 

outdated. Trompenaarsô research took place around 1993. However, Hofstedeôs latest 

books appeared in 2003 and he himself indicates that cultural differences wonôt change. 

They can however reduce when factors like economic growth get introduced in a certain 

country. This does not mean that the VSM canôt be used to compare 2 subsidiaries. 

 Hofstede only describes 5 dimensions in his research
[7]

, while Trompenaars was able to 

find 7 dimensions.
[31]

 Hence, Trompenaarsô research could be more detailed. However, 

more dimensions could also make the research more complicated. "What's in a name? 

That which we call a rose by any other name would smell as sweet". 
[William Shakespear 1597, 

Romeo & Juliet
 
, Act II, Scene II)]

 The correlation between the 2 researches is fairly high.  

  

Furthermore, both are highly esteemed professors. 

 

The reason for choosing Hofstede over Trompenaars is not only because he has more cons, from 

this researchôs point of view. Hofstedeôs cons compared with Trompenaars could be seen as 

negligible. According to ITIM
[30]

, the Hofstede theory is still applicable for the following 

reasons: 

 During Hofstedeôs research he did not only have access to the IBM data bank. He also 

was able to access 40 other data banks that confirmed his findings. 
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 Other people already worked on this theory on forehand, so his research did not appear 

out of the blue. 

 Hofstedeôs theory shows high correlation the models of Inglehardt, Smith, Schwartz and 

Trompenaars. 

 Other scholars have tried to apply the theory in their own field of expertise. The model 

proved to be sufficient for many areas, like e.g. politicians, medical scholars, marketers 

and econometrists.  

 Even though nationôs cultures do change over time, the distance among them still may be 

the same as before. Influences, which affect only one country, are rare. 

 ñThe model has been validated against more data banks than other models in existence. 

The validation and reliability of the model is the strongest.ò
[30]

 Furthermore, no other 

model has been validated against as many outside measures as the dimension model.
[30]

 

 

Hofstede has many followers/apostles, who truly believe in his theory. As already said before, 

people have cited his work very often. Conversely, he also has many adversaries. The main 

discussion points adversaries concentrate on are: 

 

1. surveys are inappropriate instruments to measure culture 

2. unit of analysis of nations is not the best unit suited for studying culture 

3. one company canôt provide information about entire national cultures 

4. the IBM data is old and obsolete 

5. four dimensions canôt tell the whole story[29]
 

 

ñProfessor Brendan McSweeneyôs article presents a combination of 1, 3 and 4 and concerns 

mainly issues of a methodological nature.ò
[29]

 Professor Brendan McSweeney
[28]

 claims that the 

conducted survey is not representative. He proclaims that the average number of questionnaire 

examination is too small, even though Hofstede used 117.000 questionnaires for his research. For 

example, in Pakistan Hofstede only collected information among 37 employees.  Furthermore, he 

proclaims that the 117.000 questionnaires are a combination of two different period of time, 

68/69 and 71/72. He also emphasizes that Hofstede didnôt analyze the data of each country, but 

only used 40 countries to characterize all national cultures. Finally, McSweeney also tries to 
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tackle the Hofstede theory with five crucial assumptions. He claims that if one of these 

assumptions fails the theory would invalidate Hofstedeôs identification assertions. After 

McSweeney wrote his article associate Professor Mikael Søndergaard explained very clearly that 

McSweeneyôs opinion was based on a wrong way of thinking.  

 Cultural values and behaviors need to be related to a system of meaning. Thatôs why the 

sample techniques used within IBM are representative. He explains that if the research 

was about consumer behavior instead of cultural values McSweeney would have a strong 

point.  

 McSweeney was focused on comparing individuals, while culture is about comparing 

societies. 

 Every culture includes subcultures, like educational level, age, etc. Thatôs why you must 

see Hofstedeôs work in a higher context. ñIt does not make much sense to compare 

English nurses with Danish policemen. It makes sense to compare Danish and English 

policemen.ò 
[29]

 

 ñThe IBM results were supported quantitatively and qualitatively by hundreds of studies 

in different disciplines.ò 
[29]

  

 People can use the theory to relate their own experience with it. The work is more an 

authentic illustrations rather than documentations of the point.
[29]

 

 

In short, Hofstedeôs research is one of the most comprehensive studies done in this area. His 

research is famous all over the world and is proven to be applicable in many different areas over 

and over again. The researchôs origin is perhaps a little bit outdated, but still many studies based 

on his research prove that Hofstedeôs theory is a useful instrument to measure cultural differences 

between two different countries or regions. Hofstede updated his book óCultures Consequencesô 

in 2001, we will get into that further in the next paragraphs. 

 

In chapter 1 using figure 1, we already enhanced that this thesis only focuses on the ôcultureó part 

and we wonôt go into specific personality or human nature. Hofstede argues that culture is taught 

by collective mental programs and this goes on our entire lives. ñHumans, like other higher 

animals, are born very incompletely pre-programmed. To be equipped for life, humans need a 

period of intensive programming by their social environment.ò 
[Hofstede 2001, page 4 | 37] 

It is exactly 
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this programming that makes cultures unique and causes us to interpret the same issues, in 

different ways. 

 

The definition of culture has already been given in chapter 1. To explain culture Hofstede uses 

the ôOnion Diagramô: 

 

Figure 4: The ôOnion Diagramó, Manifestations of Culture at Different Levels of Depth.  

[Hofstede 2001, page 11 | 37] 

  

ñSymbols are words, gestures, pictures, and objects that carry often complex meanings 

recognized as such only by those who share the culture.ò 
[Hofstede 2001, page 10 | 37]

 These symbols can 

range from religious symbols like crosses or Buddha statues to more modern symbols like 

Mercedes, fashion sense and places that are perceived as being ócoolô to go to. All these symbols 

however, are susceptible to change and are interesting for marketing people to keep an eye on. 

Because of its changing nature it is the superficial part of the óonionô. 

 

Heroes can extend beyond the grave and can be fictitious or real. They have to possess 

characteristics that are important to a specific culture and make them into órole modelsô. In 

Western countries these heroes even appear in comic books and represent specific country related 

values. Hofstede gives Batman as an example for the US, Asterix for France and Ollie B. 
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Bommel for the Netherlands. The latter is more of an anti-hero however but this is a whole 

different topic. Itôs funny that these kinds of heroes represent their countryôs  values. 

 

ñRituals are collective activities that are technically unnecessary to the achievement of desired 

ends.ò
 [Hofstede 2001, page 10 | 37]

. However, they are socially essential and keep the system in place. 

You can see this in the States where all the graduates wear óthrowing capsô to throw all at once on 

graduation day. Itôs also in the way that people greet each other and deal with funerals or 

weddings.  

 

Values exist for an individual person as well as for a group.  Hofstede quotes Kluckhohn 

(1951/1967) in his book: ñA value is a conception, explicit or implicit, distinctive of an individual 

or characteristic of a group, of the desirable which influences the selection from available 

modes, means and ends of actions.ò 
[Hofstede 2001, page 395 | 37]

 Hofstede explains that values are taught 

young in life and are therefore ónon rationalô.  These values are ñmutually related and form value 

systems of hierarchies.ñ
[Hofstede 2001, page 6 | 37]

.  Values can also be conflicting for people like 

ôfreedomó and ôequalityó. 
[Hofstede 2001, page 6 | 37]

 It is important to note that individual value systems 

differ from social value systems. Other factors like religion also has a great impact on values. 

How Hofstede tries to measure these country (or region) specific values is written down in the 

next paragraph.  

 

2.2 The Values Survey Module (VSM) 

 

In Hofstedeôs book ósoftware of the mindô, he states that comparing cultures can only be done 

with internationally developed tools. The content must have been derived from various different 

cultures. IBMôs questionnaire was developed by using interviews of seven different countries 

after which it was tested in four. All the countries that were used though, were Western. Since the 

VSM has been around for a long time many different researchers have criticized and added to the 

theory. This evolved in a more universal tool to measure culture. 
[Hofstede, page 313/314 | 14]

 

 

Power Distance, Individualism, Masculinity, Uncertainty Avoidance, and Long-term Orientation 

are measured by four questions each. This means that with 5 dimensions times 4 questions the 
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questionnaire consists of 20 cultural related questions. The relation between the questions can not 

easily be seen by participants, because all the questions are mixed. Hofstede found a substantial 

difference in answering between different countries. Of course, not every individual answers in 

the same way, but on average the difference between countries were very obvious. Added for 

statistical use are 6 demographic questions which include: sex, age range, years in school, kind of 

job, nationality and nationality at birth.  

 

The LTO is still being chafed into óperfectionô. Some debate has been going on about it but the 

current situation is that this is the only dimension which is calculated on 2 questions. It used to be 

4, questions 9 and 11 have to be replaced but the research is still going on. Because we feel this 

dimension first needs some more research we excluded it from this research. The comparison 

between European and Asian countries we feel, is not reliable using this dimension. Because the 

LTO score does come out of the VSM we do want to give a short definition: ñLong-Term 

Orientation focuses on the degree the society embraces, or does not embrace, long-term devotion 

to traditional, forward thinking values.ò
[7] 

Countries with a high long-term orientation respect 

tradition and long-term commitments are valuable. This dimension was discovered later on 

because Hofstede research was done from an American/European perspective and Hofstede 

interpreted it from his own Dutch background. When Michael Bond, an Asian connoisseur, 

repeated Hofstedeôs research in Asian countries he found this dimension.
[25]

 

 

The entire VSM94 is included in appendix A. Answers to the cultural related questions are scaled 

from 1 to 5. Per question you therefore get a whole set of different answers which will be 

calculated into a ômean scoreó per question. Hofstede explains this on his website 

www.geerthofstede.com. The calculations can be read in appendix B of this thesis.  

The mean score per question is used to calculate the cultural dimension. As mentioned before, 

each dimension is originated out of 4 questions and therefore also out of 4 mean scores. Per 

dimension different index formulas were calculated. The formulas of each dimension are 

included in appendix C. 

 

http://www.geerthofstede.com/
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The VSM has evolved throughout the years. VSM80 was the original questionnaire which was 

mostly constructed of óaccidentalô IBM questions. Later the questionnaire was revised a couple of 

times based on a large amount of different, international research. 

 

We chose to include the (perhaps too technical) formulas in the Appendix B: VSM94 mean score 

calculation and Appendix C: VSM94 formulas so that it can explain the different outcomes in 

this research. To help with the VSM we contacted the son of Geert Hofstede, Gert-Jan Hofstede. 

Having co-authored a couple of books with his father he is very experienced with the VSM and 

cultural issues. His opinion about the outcome of the VSM will be included in chapter 4. To 

calculate all the different scores and dimensions we setup an MS Excel sheet that automatically 

calculates the scores. ASP solution has also been made to analyze the different scores. This tool 

helps in quickly selecting different demographics to see if and how the numbers change. The 

ASP tool requires more steps to set up. Both tools: the Excel sheet and the ASP tool can be 

ordered through contacting the authors by email.  

 

Now that the tool for measuring Hofstedeôs cultural dimension is explained, we will now explain 

the different dimensions in detail. In chapter 4 the same structure will be used to explain the 

teaching case. 
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2.3 The cultural dimensions 

 

To academically analyze the teaching case we are using the different dimensions of Hofstede 

alongside with the VSM to invigorate the research by getting óhard numbersô. We will keep the 

same sequence when talking about the different dimensions: Power Distance, Individualism, 

Masculinity and Uncertainty avoidance.  

 

ñThe four dimensions considered here (PDI, IDV, MAS, UAI) relate to very fundamental 

problems which face any human society, but to which different societies have found different 

answers.ò 
[32]

 The dimensions are used to explain:  

 Different ways of structuring organizations 

 Different motivations of people within organizations 

 Different issues people and organizations face within society
[32]

 

 

We will now highlight Hofstedeôs research which he rewrote, remodeled and updated in his book 

óCultures Consequencesô 2
nd

 Edition of 2001.
[37]

 In this revised version some outdated data is 

filtered out and it has been restructured to make room for new literature on the topic. We 

included all the references and want to stress that the following paragraphs about dimensions are 

predominately not our own ideas or interpretations. Literal quotes are italic and the rest of the text 

is rewritten and summarized. 
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2.3.1 Power Distance Index (PDI) 

 

ñThe PDI focuses on the degree of equality, or inequality, between people in the countryôs 

societyò.
[1]

 Countries with a low PDI, like all Scandinavian countries, Israel and Austria, donôt 

have a strong hierarchy. Each individual has own responsibilities and management just steers 

them. Conversely, high PDI indicates inequalities of power and wealth within the society. 

Inhabitants accept that some people have more power than others. Strong hierarchy with clear 

responsibilities on each level is very common. Especially in Asian countries strong hierarchy is 

visible, like in China, Malaysia and India.  

 

Inequality or equality has to do with power distance. The higher the power distance index, the 

more inequality is accepted. Hofstede explains that inequality can occur in different areas of 

society: 

 Physical and mental characteristics 

 Social status and prestige 

  Wealth 

 Power 

 Laws, rights, and rules 

[Hofstede 2001, page 80 | 37]
  

These inequalities donôt necessarily have to go together. Hofstede elaborates that athletes can 

have a lot of social status and prestige but donôt have to have a lot of wealth or power. 

Businessmen can have wealth and power but no status in some countries. 

Hofstede explains that this inequality is maintained by two forces: óstatus consistencyô versus 

óoverall equalityô. The first tries to eliminate status inconsistencies by trying to also get power, 

wealth or something they donôt have yet. The latter tries to maintain equality by óoffsetting ranksô 

against each other.  

Every society attaches different implications to inequality. Indiaôs (now informal) caste system 

determines a personôs rank in every aspect of his life. This caste system was abolished but is still 

very much in place and is predetermined by your ancestors. A beggar will remain a beggar and 

his son or daughter will also be a beggar. Hofstede describes it as óorganized associations of 

extended familiesô.
 [Hofstede 2001, page 81 | 37]

 Every country has its own view on óclassesô. In England 



 30 

for example there is still a fairly visible distinction between the classes where in countries like 

The Netherlands this difference is less visible. Hofstede also explains that a society also has its 

óunintegrated groupsô, which Bohannan (1969) calls the ópariahsô named after the óuntouchablesô 

of India. These groups can exist of racial minorities or even millions of immigrant workers. 

[Hofstede 2001, page 82 | 37]
 

 

This inequality extends to organizations. Depending on the mental programming the boss and his 

subordinate have a certain relationship. Hierarchies are set up by the values of the society and 

maintained by the people in power, as well as the people that they manage. According to Gasse 

(1976) there is a continuum of power, on the one end there is ómonolithismô where power is 

controlled by few people. And on the other end ópluralismô, power is more dispersed, there are 

many different groups and leaders which one can join. 

 

Whyte (1969) explains that when one person holds all the power the subordinate learns that it can 

be dangerous to go against decisions made by the superior. Submissive behavior is taught in this 

situation when the boss is present. There are no face-to-face confrontations. Even when there is 

no need to fear the boss subordinates still wonôt feel comfortable to speak up. (Hofstede explains 

this in a Venezuelan example of Whyte. 
[Hofstede 2001, page 85 | 37]

) Hofstede continues by copying a 

quote that Negandhi and Prasad (1971) made about an Indian executive that was educated in the 

United States: ñWhat is most important for me and my department is not what I do or achieve for 

the company, but whether the Masterôs favor is bestowed on meé. This I have achieved by 

saying ñyesò to everything the Master says or doesé. To contradict him is to look for another 

jobé. I left my freedom of though in Boston.ò (Negandhi and Prasad 1971, 
[Hofstede 2001, page 128 | 37]

) 

India and Venezuela are in de top of the most afraid countries according to Hofstedeôs IBM data. 

Being afraid has to do with the way the superior comes across. The IBM questions were derived 

from Tannenbaum and Schmidt (1958) and made a distinction between 4 types of decision 

making style: 

1. autocratic (ñtellsò) 

2. persuasive/paternalistic (ñsellsò) 

3. consultative (ñconsultsò) 

4. democratic (majority votes, later changed to consensus)
[Hofstede 2001, page 85 | 37]

 



 31 

Type 1 or 2 situations warrant more fear (to disagree) in the subordinates as 3 and 4 does. People 

that are óafraidô prefer type 1 or 2 situation whereas people that are unafraid usually prefer type 3. 

Both sides, boss and subordinate, seem to keep each other in balance. Age also has an influence 

on what employees prefer their manager to be. Younger people generally prefer a more 

participative manager than elder people do. People that are ólowô in the organization have a better 

view on the power distance than people that are higher up. That is, they notice the dispersion of 

power more because they have to deal with persons higher in the hierarchy and also take their 

status/position into account. 

 

As mentioned before in the VSM the PDI generally ranges from 0 (no power distance) to 100 

(high power distance). This index can differ a lot per occupation and educational level. When 

people arenôt very educated the PDI will be higher than people that have graduated at a 

University. For the VSM results this is very important to take into account, especially when 

comparing results of other researches using the VSM.  

 

High-PDI societies see inequality as the basis of societal order where low-PDI view inequality as 

an evil force. This results in hierarchies being óan arrangement of convenienceô to óexistentialô. 

ñSuperiors are seen as superior persons.ò  The way inequality is valued also has a large 

influence on the way the use of power is valued. 
[Hofstede 2001, page 97 | 37]

 Powerful people are 

expected a certain way depending on the PDI. In a low-PDI country you canôt act óall mightyô, it 

would not be accepted. Conversely, if you wouldnôt act like that in a high PDI country you would 

not be respected. Hofstede uses French and Raven (1959) classification of social power phases: 

1. reward power 

2. coercive power 

3. legitimate power (based on rules) 

4. referent power (based on personal charisma of the powerful and identification with him or 

her by  the less powerful) 

5. expert power 

 

Hofstede surmises that 2 and 4 are used more often in high-PDI countries and 1, 3 and 5 in lower 

PDI countries. When something goes wrong the óunderdogô is usually blamed in high-PDI 
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countries whereas the system is blamed in low PDI countries. Hofstede highlights Negandhi and 

Prasadôs (1971)
 [Hofstede 2001, page 105 | 37]

 research in his book to prove this. 
[Hofstede 2001, page 97 | 37]

 

 

As mentioned before our childhood years will form the rest of our lives. ñChildren in high-PDI 

countries are socialized to hard work and obedience, whereas in low-PDI countries they are 

socialized more to independence.ò It has a huge consequence on the ability to say ónoô, in low-

PDI countries children are allowed to question and contradict their parents. They are taught to say 

ónoô very early on. Low-PDI countries expect their children to be independent sooner as high-PDI 

countries do. Being this independent results in them not asking their parents for advice but more 

leaning towards peers and relying on their own judgment. Schooling systems also affirm this in 

the teachers-student behavior. In high-PDI countries the teacher is expected to know all the 

answers and be a óGuruô. In countries with low-PDI this isnôt the case and the teacher can even be 

questioned. The teacher-student behavior is tremendously different between the two extremes. 

High-PDI countries show a lot of respect to their teachers whereas in the low-PDI countries the 

line between the two parties is very thin (more equal). A lot of research has be done about the 

differences but we will leave it at this and now focus on power distance in work and 

organizations. 
[Hofstede 2001, page 98-101 | 37]

  

 

A companies structure varies a lot per country and thus per PDI. The PDI has an influence on the 

amount of hierarchal levels within one organization. The French (PDI 68) talk about ódelegation 

of powerô while the Danish (PDI 18) talk about ódelegation of responsibilitiesô.  Informal 

organizations also appear more often in low-PDI countries which results in equality where the 

subordinates can also be right. Another aspect is that a French boss canôt do the work of the 

subordinate without losing prestige. Roles are more setup for convenience reasons in low-PDI 

countries. High PDI results in managers thinking of themselves more as óbenevolent decision 

makersô and lower PDI managers view themselves more as a ópractical minded, out for support 

and orderlyô manager. Hofstede uses the research of Smith et al. (1994) to show the difference in 

PDI levels when it comes to eight sources of guidance:  

1. formal rules and procedures 

2. unwritten rules 

3. specialists 
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4. subordinates 

5. others at my level 

6. my superior 

7. my own experience and training 

8. beliefs that are widespread in my country 

 

These sources of guidance indicate where employees would turn to if certain events took place. 

High-PDI had a large negative correlation with 7 and a positive correlation with 1. Number 4 also 

correlated negatively with high-PDI. Hofstede concludes: ñin high-PDI countries middle 

managers relied less on their own experience and on subordinates and more on formal rules 

when solving such everyday problems.ñ 
[Hofstede 2001, page 103 | 37]

  

 

PDI also tells us a lot about decision making within a company. Workers in high-PDI countries 

tend to appreciate centralization of decision making while workers in low-PDI countries do not. 

A lot of different research has been conducted which showed correlations to issues like 

management techniques. Bluntly exporting country specific management techniques to other 

countries does not work if they have totally different PDI levels. Paternalism to pluralism also 

resembles the PDI of Hofstede from high to low.  

ñPluralist relations tend to be pragmatic and paternalist relations are more emotional with the 

potential for both very positive and very negative feelings on the side of the subordinate.ò 
[Hofstede 

2001, page 104 | 37]
 

 

Schmidth and Yeh researched the impact of using the American ómanagement by objectivesô 

(MBO) techniques in other countries. This means that an objective is set whereas a subordinate 

has to strive for, later this is assessed and evaluated. MBO only works if there is room to bargain 

between the manager and his subordinate and this is not the case in high-PDI countries. High-PDI 

also correlates with the amount of criticism you put up with from your boss. As long as he 

outranks you it can just be seen as óbad luckô, it also can turn into a massive (even violent) protest 

if people are pushed to the limit. 

If you have it, flaunt it. The way superiors use privileges in high-PDI countries is widely 

accepted. Status is supposed to be shown and shouldnôt be shunned, even the subordinates can be 
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proud if their boss drives a big car. On the other extreme low-PDI cultures everybody should 

again be óequalô and nobody should have more privileges than others. This means sharing the 

same facilities and extravagant behavior of the boss will be frowned upon. This is also evident in 

the differences in salaries. The lower the PDI, the lower the difference in salary.
[Hofstede 2001, page 102-

105 | 37]
 

 

Hofstede also discusses the role of óauthority-citizenô but we will leave this out this thesis. He 

discusses the relationship of PDI to political systems, various regimes, taxations, freedom of the 

press, corruption, labor unions, consequences for populations and their relationship with the 

political power. We do want to stress the difference in ótalking about politicsô between high and 

low PDI countries as it influences informal talks amongst multi-site software development.  

 

Religion and ideologies are also closely related to PD. Everybody passes his knowledge on to the 

next generation and gather his information from the preceding ones. This way ideologies get 

transferred and adapted through the years. The differences in Europe on PD are explainable when 

looking at the different influences of religions. The Roman Empire had an enormous influence 

bringing Roman Catholicism. The borders of the historical empire still separates countries in 

Europe like Germany and The Netherlands. The Northern part of both countries is predominately 

protestant while the South is predominately Catholic. Religions influence canôt be underestimated  

when it comes to culture. The dominate religions in India (predominately Hindu) and Pakistan 

(predominately Muslim) are a sensitive political subject, you can even see this in the cricket tests 

they play, both countries cease to a grinding halt. Islam can be seen as more óegalitarianô because 

all believers are equal to God. This has led to a tremendous struggle between religious groups. 

The caste-system does not fit the óegalitarianô sense and is more suitable for higher PD societies. 

[Hofstede 2001, page 113-115 | 37]
 

 

Using regression Hofstede shows that PDI can be predicted by: latitude, population size and 

wealth. This of course isnôt the case for every country but for the most it does apply. He explains 

that in colder climates (latitude far away from the equator) the people must have struggled more 

to survive due to the temperature and the harsh circumstances. They had to work more together 

which affected the PD. All of his theories seem to be affirmed by explainable theories and other 
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researches. He also brings out many history books to explain the many differences in culture and 

these facts make sense. We will put the origin of difference in culture to rest now because it is out 

of scope. 

 

For the future of PD Hofstede thinks that there will be change per country but the differences 

when comparing two countries will probably remain. Everybody sees him or herself as less 

dependant than the generation preceding them. There are also many movements seeking 

emancipation, independence and so on. 
[Hofstede 2001, page 121 | 37]

 

 

2.3.2 Individualism and Collectivism (IDV) 

 

Traxler (1995) made a distinction between organized and disorganized decentralization of 

industrial relations. In Anglo-Saxon countries like the US, UK, Australia and New Zealand 

disorganized decentralization took place in the eighties. These countries radically shifted from 

collective industrial relations towards individualized employment relations. In Western-European 

countries, like the Scandinavian countries, Germany, France and The Netherlands more 

organized decentralization took place. These countries shifted towards individualized 

employment relations in a more evolutionary way. Nowadays, The Netherlands is one of the most 

individualistic countries in the world. According to Hofstede, only the US, UK and Australia are 

more individualistic. The individualism in Canada is similar to The Netherlands sharing the 

fourth place. In Hofstedeôs analysis individualism is The Netherlandsô highest dimension. 

ñIndividualism focuses on the degree the society reinforces individual or collective achievement 

and interpersonal relationships.ò 
[7]

 

 

IDV ñdescribes the relationship between the individual and the collectivity that prevails in a 

given society.ò 
[Hofstede 2001, page 209 | 37]

 It is about the way that people live together and the 

consequences for their values and behavior are huge. Being individualistic is seen as good in 

some countries but you can also argue that it is selfish and you alienate yourself. It is correlated 

with the latitude just like PDI was but there is also a historical reasoning for most countries IDV.  

In nature you have species that live in flocks/groups (gregarious) and species that predominately 

live alone (solitary). Humans are definitely classified as gregarious but the intensity of it differs 
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between societies. You can see this by looking at different family structures. On one hand you 

have the óhusband, wife, and childrenô type called ónuclear familyô and on the other hand you 

have an extended type where it also includes grandparents, aunts, uncles and cousins (patrilineal). 

Family size can also grow with marriages that are arranged so that your family gets extended in 

that way (matrilineal). Hofstede 
[Hofstede 2001, page 210 | 37]

 mentions that Blumberg and Winch (1972) 

supported a theory that the nuclear family originates out of hunter gathering societies and the 

extended family out of agricultural societies. The latter has less need to make specific friendships 

than the first because they have strong traditional social ties.
[Hofstede 2001, page 225 | 37]

 Modern 

industrious societies have gradually grown to nuclear families you can see this by the fact that the 

grandparents get shipped off to homes. If we look at the Dutch society it grew from a more 

collective society towards a more individual society. This shows that IDV can shift over time but 

the differences between countries will probably remain. IDV correlates the most of the five 

dimensions with a countries economic prosperity. New technologies also have a large influence 

on how countries develop towards individuality. 

Again this dimension has a large affect on the way that values are taught. In some countries the 

groupôs well being is the most important and in other countries it is all about the individual. Ruth 

Benedict (1946/1976) researched societies being ashamed versus guilty if an individual does 

something wrong. The first (low IDV) requires an audience and the second (high IDV) a mentally 

projected image to live up to. Without others even knowing it a person can feel guilty (sinful).  

Hofstede continues to include other research to affirm his IDV dimension. Edward Hall (1976) 

researched the way that societies discuss: low-context versus high-context. You can compare this 

with words in sentences that can have different meanings when the context is different. Low-

context (high IDV) communication is very explicit and wonôt leave anything up to chance. High-

context (low IDV) is about reading between the lines (self evident) and making links to other 

materials.
 [Hofstede 2001, page 212 | 37]

 

 

ñMore collectivist societies call for greater emotional dependence of members on their 

organizations.ò
 [Hofstede 2001, page 212 | 37]

 Etzioni (1975) sees a difference in workers values, they can 

be ôcalculativeó involved (high-IDV) or ômorallyó involved (low-IDV).  This also has to do with 

the size of organizations, smaller ones are more prone to have morally involved workers. 
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(Ingham 1970)
[Hofstede 2001, page 105 | 37]

 The VSM questions are about the way individuals view the 

organization and what is important to them.  

 

Hofstede emphasizes that his IDV is about societies, not at an individual level. This difference is 

important because an individual can still have self oriented as well as social context-oriented 

personality traits.
 [Hofstede 2001, page 206 | 37]

 IDV correlates with outcomes of many other different 

researches. 

 

Hofstede comes up with another one-liner to define individualism and collectivism: 

ñIndividualism stands for a society in which the ties between individuals are loose: everyone is 

expected to look after him/herself and her/his immediate family only. Collectivism stands for a 

society in which people from birth onwards are integrated in to strong, cohesive in ïgroups, 

which throughout peopleôs lifetime continue to protect them in exchange for unquestioning 

loyalty.ò 
[Hofstede 2001, page 225 | 37]

 

 

As in all the dimensions family is important in transferring values that have to do with IDV. 

Children grow into a family without choice and learn that they are part of this óin-groupô. This in-

group helps in securing them and they are loyal to this group because of this. The more 

individualistic a society is the more children are born into nuclear families and even have more 

chance to be raised in one parent situations. High IDV means a high divorce rate.  People are 

brought up with the concept of óIó instead of ôweô. This results in a different view on other 

people. Friends are chosen instead of predetermined by social status and family. ñCollectivistic 

societies have ways of creating familylike ties with persons who are non-biological relatives, but 

who are socially integrated in oneôs in-group.ò 
[Hofstede 2001, page 228 | 37]

 High-IDV, as mentioned 

before, has an impact on the way we treat our elders. Everybody is supposed to look after 

themselves so the young adolescents leave the parentsô nest fairly early. People donôt attach much 

value on the generations before them whereas the lower IDV countries pay far more tribute to 

their preceding generations. This also has consequences for the importance of privacy, high-IDV 

countries have a lot more need for privacy. Importance of harmony is more important in low-IDV 

societies where direct confrontation and disagreeing with someone is perceived to be rude. 

Saying ônoô is impolite and is replaced with comments like ôIôll tryó and ôwe will think about itó. 
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Saying ôyesó also has a different meaning, it can also just mean that they heard you instead of 

agreeing to it. High-IDV countries speaking ones mind is considered a virtue. Confrontations 

arenôt avoided but seen as an opportunity to come to a óhigher truthô. Telling the truth is the most 

important thing, even though if it hurts people. Low-IDV families teach their children to listen 

more to other peopleôs opinions. It is more of a general group opinion and if none existed it is 

discussed amongst the group. Going against the groupôs opinion is considered bad, in great 

contrast with high-IDV societies where it is considered weak if you donôt form your own 

opinions.
 [Hofstede 2001, page 228 | 37]

  

Sharing resources is also an aspect of low-IDV societies, this can result in families sharing their 

salaries to feed the entire family. Hofstede also mentions that families can invest collectively in 

someone to attain a higher educational degree and thus be able to earn more for the entire family. 

High-IDV children are taught to earn their own money by doing chores when they are young or 

taking up small jobs. Family life in low-IDV societies is more of an obligation. People, for 

instance, will take a day off sooner to be at family events than people in high-IDV countries. 

Talking amongst each other is also different, high-IDV has a higher tendency to avoid silences 

and keep on chatting. Low-IDV feels comfortable with silences, it is enough that they are dining 

together. This results in high-IDV conversational even being óbanalô (irrelevant small talk) while 

the low-IDV conversations are not compulsory and intended to transfer information or emotions. 

[Hofstede 2001, page 229 | 37]
 

Negative sides of high-IDV are that it is alienating other people and if everybody chooses for 

themselves marriages and family life is far more difficult. However, low-IDV can also result in 

people being trapped in a group they canôt get out of. This is done by the óthreat of shameô 

discussed earlier. Losing face is another concept that has to do with this. If someone makes a 

mistake the whole group loses face. Hofstede explains that the individualistic counterpart 

characteristic is self-respect. Again defined, just like guilt, from the individual perspective. 

Selecting a marriage partner is also tremendously different between low and high IDV countries. 

In collective countries a marriage has everything to do with the families instead of just with the 

bride and groom. Things like money and status are far more important. 

 

In school children are (not surprisingly) more treated as a group in collectivistic countries. Within 

these groups children tend to form their own groups in the way they were taught to in their 
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family. This results in subgroups separated in different clans or other ethnic backgrounds.
 [Hofstede 

2001, page 234 | 37]
 High-IDV countries tend to form new groups faster than low-IDV countries. 

Preferential treatment for belonging to a group is expected in low-IDV countries whereas the 

high-IDV countries look at this as nepotism and immoral. A collective group in class results in 

members keeping each other in line. In more individualistic groups this has to be done by the 

teacher who also is expected to work on the studentsô self-esteem. 
[Hofstede 2001, page 235 | 37]

 

Speaking up in class is shun in collectivistic countries and expected in individualistic countries. 

The latter is much more verbal, for the first it is illogical to speak on behalf of the group. A trick 

that is used by teachers from a high-IDV country that teach in low-IDV countries is to let a small 

group discuss an issue amongst themselves and appoint one spokesperson. 

Diplomas also have a different perception for the two opposites. Individualistic groups see it 

more as an added value and telling something about their self-esteem (achievement). 

Collectivistic groups see it more as an honor and a way to be able to associate with members of a 

higher status group. The social ramifications are far more great than in high-IDV groups. 

 

Acquiring personal in an organization is also affected by IDV. Collective countries tend to select 

more out of their in-group and workers are more expected to put the organization first. High-IDV 

countries workers have their own agendas that have to match the organizations, win-win. 

Collective countries select from an in-group to reduce uncertainty, they already know this 

group/family. At the extreme opposite this behavior is not wanted by individualistic countries. 

(Again seen as nepotism.) Low-IDV also causes in-groups at work because it is expected.  The 

relationship looks similar to a familiesô structure. Individualistic societies have more of a 

business transaction oriented relationship. (Calculative) 
[Hofstede 2001, page 237 | 37]

  

Hofstede continues by describing the research of Earley (1989) where Chinese (collective) and 

American (individualistic) students were asked to work in groups (anonymous) and 

individualistically (not anonymous). The Chinese scored better in groups while the Americans 

scored better individualistically. This later also proved to be the case with learning.  

Trust in collective countries is only given to members of the in-groups. Outsiders are initially 

mistrusted. For an individualistic country this is different, they are more willing to trust a 

stranger.  
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Collectivism is particularistic (treating people differently because they are members of a different 

group) and individuality is universalistic (everybody is equal). This can also be seen in business 

where some customers could be treated better than others in collective countries. This is not done 

by individualistic standards. Particularism needs trust as a basis, this is why in these countries 

trust first has to be built before you can do business.
 [Hofstede 2001, page 239 | 37]

 To underline the 

importance of this we included the following quote of Hofstede: ñSo in the collectivist society the 

personal relationship prevails over the task and over the company and should be established 

first; in the individualist society, in contrast, the task and the company are supposed to prevail 

over any personal relationships.ò You can probably imagine the consequences for businessmen 

who donôt take this into account. 

 

The success of management methods stand and fall by keeping the IDV in mind. Pretty much the 

same situations that children were taught in school apply to business. Individualistic like to be 

treated as an individual and collectivistic people like to be managed in groups. Bonuses and other 

extra privileges should be rewarded differently in these situations. Leadership is also different, 

collective groups like to be lead by a strong but fair manager that acts sort of parental. A funny 

aspect Hofstede mentions is that predominately countries with high-IDV are exporting their 

management techniques like the US. Techniques like sensitivity training are not done in 

collectivistic countries. You donôt confront someone directly, this causes disharmony and the 

employee loses face. They do this by saying things indirectly and even use an intermediary. 

[Hofstede 2001, page 241 | 37]
 

 

IDV also has an impact on housing circumstances, health issues, political systems and religions. 

For more information we refer to chapter 5 of Hofstedeôs book. Wealth and latitude (distance 

from the equator) are correlated with IDV.  

 

2.3.3 Masculinity and Femininity (MAS) 

 

ñMasculinity focuses on the degree the society reinforces, or does not reinforce, the traditional 

masculine work role model of male achievement, control, and power.ò
[1]

 Japan definitely has the 

highest masculinity in the world and Hungary takes the second position. A high masculinity 
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means that men dominate the society. Management roles for women are extraordinary rare or 

even unthinkable. Conversely, in countries with low masculinity management could consist of 

men and women. Especially, Scandinavian countries and The Netherlands have a low 

masculinity.  

 

Everybody has a mother and a father, this is a fact of life. Women have the ability to put a child 

into this world and they of course do need the help of a man in conceiving one. Other physical 

differences are apparent, men are somewhat bigger, larger and stronger on average. There are a 

couple of more differences but that is not the main point in this paragraph. It is all about the way 

the roles are defined in a culture. In which way you are brought up is mainly up to your 

guardians. Everybody has a feminine side and a masculine side, they however arenôt usually 

developed equally. Traditional views about the feminine side can be seen as caring and nurturing 

while the masculine side is more about achieving goals and maintaining and protecting the 

family. Hofstede discusses the theory of Margaret Mead that suggests that everybody wants to 

achieve a ósense of irreversible achievementô. For women this is putting another human being on 

this earth. Men canôt do this but try to pursue this by going for other achievements. (Mead, 

1950/1962)
 [Hofstede 2001, page 158 | 37]

 We enjoyed this theory that Mead thought of but being from a 

very feminine country ourselves we would argue that a man also has a large stake in conceiving 

and raising a child. Hofstede sums up what men are supposed to be: ñassertive, competitive and 

tough.ò Opposing the role tough is tender which Hofstede attaches to women.
 [Hofstede 2001, page 280 | 

37]
 

Because of the assertive nature of men and the nurturing nature of women combined with the 

physical aspect, men seem to dominate on most levels in societies. The amount of differences 

between the roles however varies in societies. 

Like all values masculinity and femininity are taught at home and continue in school and groups. 

Hofstede also argues that media and childrenôs book, movies, etcetera al reinforce these values. 

He also mentions the fact that there are magazines for women and men that ñare obvious role 

socializers.ò
[Hofstede 2001, page 280 | 37]

 Deborah Tannen (1992) has researched differences between 

men and women in the US and found that in communication men predominately transfer 

information and women use communication to óexchange feelings and establish relationshipsô.
 

[Hofstede 2001, page 280 | 37]
 She also shows that both genders differ in the way they think, feel and act. 



 42 

Hofstede continues to explain the differences between men and women to establish what is seen 

as femininity and what is seen as masculinity. We want to stress that a man can be less masculine 

(in his work or private life) than a woman and the other way around. Hofstede listed a table that 

lists the values that men and women attach to óWork Goalô. Men seem to attach more value to 

ñjob content and learningò plus ñrewardsò whereas women valued ñinterpersonal relationsò 

and ñsecurity factors.ò
 [Hofstede 2001, page 282 | 37]

 Hofstede explains that the difference between men 

and women lies in a social/ego factor where the first is more for women and the latter more for 

men. This however is also dependant on occupations. 

 

When discussing femininity and masculinity Hofstede refers to the ñdominant gender role 

patterns in the vast majority of both traditional and modern societies.ò
 [Hofstede 2001, page 284 | 37]

 And 

so shall we. Because some occupations can be labeled masculine or feminine this dimension is 

also suitable to describe occupations. There is no relation between the percentage of men and 

women working in a country and masculinity. Men have always been the dominate gender and 

therefore are usually more represented and have more chances to advance higher into the 

organizations. This has to do with to what extent the women of a country have emancipated 

themselves. More and more emancipation has been going on the last decades and will probably 

continue. In feminine cultures the increase in the amount of women is growing faster. Because it 

always used to be a óboys clubô women have to be tremendously ambitious to make it in the 

business world. Women that are in management score higher on the MAS index than men do 

with similar jobs, this was a result of the IBM research. 
[Hofstede, page 125/126 | 14]

 

 

Hofstede emphasizes the importance of involuntary characteristic for your ómental softwareô like 

nationality and gender. Children grow up and usually donôt have different perceptions. 
[Hofstede 2001, 

page 286 | 37]
 Hofstede shows that these men usually have been programmed with tougher values and 

women more with tender values. This shows that the difference between men and women 

becomes larger if the MAS index increases. Age is very important for the MAS index. When 

people get older they become more feminine. Environment, security and social relationships 

become more important than self-assertion.
 [Hofstede 2001, page 289 | 37]

 Thus the values between men 

and women pretty much disappear with age. This is shown by Hofstede in an example that 

reduces the gap of 50 points on the MAS index to 2 points in a thirty year older age group (from 
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20-29 to 50-59 years). People become more social and the ego doesnôt play a large role anymore 

as time goes by. At the age of 50 the differences level out. Women have reached the age that they 

no longer can bare children and her values become similar to those of men. Younger people tend 

to have more interest in technologies while older people are very suitable as people managers 

because they focus more on the social part. 
[Hofstede 2001, page 290 | 37]

 

 

MAS is a unique dimension because it does not correlate with a countries wealth. There are rich 

masculine and feminine countries. Hofstede MAS index is supported by outcomes of various 

other researches. He gives the following definition of masculinity and femininity: ñMasculinity 

stands for a society in which social gender roles are clearly distinct: Men are supposed to be 

assertive, tough, and focused on material success; women are supposed to be more modest, 

tender, and concerned with the quality of life. Femininity stands for a society in which social 

gender roles overlap: Both men and women are supposed to be modest, tender, and concerned 

with the quality of life.ò 
[Hofstede 2001, page 297 | 37]

 

 

Hofstede describes the influence on family life by putting PDI against MAS. This explains the 

differences in how children are raised and the different roles the parents take in this but we 

excluded this from this thesis. 

 

ñFailing in school is a disaster in a masculine culture.ò
 [Hofstede 2001, page 303 | 37]

 Tragically Hofstede 

can confirm this by showing suicide rates of students in countries with high-MAS. In low-MAS 

countries students unfortunately also take their own lives but this is more due to depression and it 

is relatively minor. Masculine societies praise the excellent opposed to feminine countries. This 

results in feminine countries like The Netherlands in low competitive behavior. Grades are not 

seen as very important, as long as you pass. ñThe average student is considered the normò 

opposed to ñthe best student is the norm.ò
 [Hofstede 2001, page 303 | 37]

 High-MAS are far more 

competitive, depending on the IDV in groups or individually. 

Hofstede discovered with Vunderink that students in feminine cultures like the Dutch have less 

view on their career plans as Americans do. They are slowly working out how they will fit in 

society and donôt have detailed career plans.  They also donôt ñaspire to be the bestò. (Vunderink  

& Hofstede, 1998)
 [Hofstede 2001, page 198 | 37]
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Self-assessment in masculine countries is far more positive then in feminine countries. Hofstede 

found that ñRespondents in masculine countries rated themselves as excellent more often than 

did equally skilled respondents in feminine countries.ò
 [Hofstede 2001, page 304 | 37]

 In his notes Hofstede 

also mentions that IDV plays a role in this fact. 

 

In the workplace women are emancipating towards more ótypical menô occupations. As managers 

women tend to be more communicative. ñIn feminine countries there is less tendency to consider 

the manager role as particularly heroic; the manager is an employee like any other.ò
 [Hofstede 2001, 

page 313 | 37]
 Masculine societies have different ómanagement hero typesô: assertive, decisive and 

aggressive. Conversely the manager in a feminine culture is ñless visible, intuitive rather than 

decisive, and accustomed to seeking consensus.ò
 [Hofstede 2001, page 313 | 37]

 Feminine cultures also are 

more open to women in higher positions according to Hofstede. A weird fact of feminine cultures 

is that they ôunderselló themselves when they write a resume. Comparing US (high MAS) and 

Dutch (low MAS) resumes Hofstede found that the first oversells and the latter undersells 

themselves. The Dutch donôt want to brag and expect to be assessed in their intake interview. 

Americans tend to exaggerate and use superlatives. 

High-MAS countries donôt shun for confrontations whereas the more feminine countries tend to 

go for compromises and negotiating situations. Feminine countries also have a relative advantage 

in service industries. Hofstede mentions consulting, transportation, tailored manufacturing, 

agriculture and biochemistry as examples. Masculine countries are better in industrial activities: 

large volumes, efficiency and are good at producing ñbig and heavy equipment and in bulk 

chemistry.ò 
[Hofstede 2001, page 317 | 37]

 

 

Taxation is high in feminine countries. People tend to look after everybody so they make sure 

that everyone has a minimum standard of living even though they cannot work for themselves. 

These countries are also prone to protect the environment and relatively give more to poor 

countries.  Hofstede also goes into the influence on sexual behavior, religion and some historical 

facts but we refer to the book for that. 
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2.3.4 Uncertainty Avoidance Index (UAI) 

 

ñUncertainty Avoidance Index focuses on the level of tolerance for uncertainty and ambiguity 

within the society.ò 
[7]

 In this dimension Greece, Portugal and East Asian countries all try to 

avoid uncertainties as much as possible. These societies implement many laws, rules, regulations 

and controls to exclude uncertainties. The only country with very low uncertainty avoidance is 

Singapore (score 8). This society is willing to take more and greater risks with a less rule-

oriented point of view. 

 

Perhaps the most common mistake people make when talking about UA is that they confuse it 

with risk avoidance. Risk has a probability (in percentages) attached to it, this makes it something 

to keep into account. UA doesnôt have a probability, people donôt know what will happen which 

gives a certain intolerability for uncertainty. Itôs important to note the difference. UAI correlates 

with statistics about anxiety levels and general perceived well being. Hofstede does not expect 

UAI levels to change drastically per country in the foreseeable future. 
[Hofstede 2001, page 145 | 37]

 

 

Again using Hofstedeô theory we will discuss the concept of UA. As we live our lives we have to 

deal with a lot of uncertainties of which we are conscious. Anxiety comes into play if we have no 

idea what is going to happen. You can see this in current events with Europe being bombed 

(London, July 2005) by terrorists. This anxiety is unacceptable and people always will work to 

reduce the uncertainty of, in this case, terrorist attacks. People do this by creating laws and 

regulations and using technologies to reduce uncertainty. A lot of technology is used to predict 

things like weather, asteroids dangers and is also put to use to protect us. The Dutch Deltawork-

project is an extreme example for this. Initiated by the flood in Zeeland in 1953 the Dutch were 

tired of fearing the water and created a unique system to hold of the water. 
[www.deltawerken.nl]

 

Knowing that we are doing something to reduce uncertainties helps people sleep at night. 

Religion also plays a part in UA, how we deal with matters like death and the meaning of life. All 

very (rationally) uncertain situations were nobody can tell us the answer. Hofstede argues that 

religion helps to accept the uncertainties on which you canôt have any influence.  

 



 46 

Of course we are still talking about differences in this thesis. UA differs a lot between societies as 

they adapt to uncertainties in a different way. The way of coping with uncertainties is passed on 

from one generation to the next and are reinforced by family, school and the government. 
[Hofstede 

2001, page 146 | 37]
 These values are again enclosed within a society and people have a common view 

on how to deal with uncertainty.  One societyôs values could be irrational for others because they 

donôt have the same mental program.  

 

Hofstede mentions that UAI correlates with attitudes like: intolerance of ambiguity, rigidity, 

dogmatism, intolerance of different opinions, traditionalism, superstition, racism, and 

ethnocentrism next to pure dependence on authority.
 [Hofstede 2001, page 146 | 37]

 We will also go into 

Bennett later on in this chapter as he discusses six different phases between ethnocentrism and 

ethnorelatisvism. Hofstede was one of the first people to link intolerance of ambiguity to cultural 

differences. Hofstede measures this intolerance of ambiguity which results in the UAI. If you 

stretch this to organizations he argues that they use technology, law and rituals (instead of 

religion) to reduce uncertainty. Organizational rituals are harder to recognize than societies rituals 

because they are less explicit. Every organization has its own way of dealing with training, 

meetings, working hours, and etcetera.  

Rules are important to keep everything in place. óThe stronger a cultureôs tendency to avoid 

uncertainty, the greater its need for rules.ò
 [Hofstede 2001, page 147 | 37] 

Rules also have a scary impact 

on people. Some people blindly follow rules without thinking for themselves. 

 

ñUncertainty-avoiding countries shun ambiguous situations.ò
 [Hofstede 2001, page 148 | 37]

 These kinds 

of organizations try to make everything transparent and clear for everybody, the structure has to 

be clear. This can also result in people doing silly things to reduce ambiguities and perhaps 

mouth of too soon at a co-worker before giving him the chance to explain. Countries that have 

weaker UAI are more willing to accept uncertainties and (unfamiliar) risks are accepted more 

easily. Hofstede mentions that these people more easily shift jobs and start up new activities.
 

[Hofstede 2001, page 148 | 37]
 

Stressful situations for some can be stress free for others. Hofstede mentions four kinds of 

influences that provoke stress (he refers to different kinds of research): 

1. The individualôs personality, including personal history and traits 
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2. The individualôs non-work, private-life environment 

3. The individualôs work and organizational environment 

4. The socio-cultural, larger environment in which the individualôs personality, non-work 

life, and the organization in which he or she works are all embedded 

[Hofstede 2001, page 149 | 37]
 

High stress turns out to be correlated with companies that have a strong rule orientation and 

provide employment stability. These factors (in italic print) all come back in the VSM. 

 

When Hofstede puts ópower distanceô and óuncertainty avoidanceô indexes against each other it 

shows 4 different quadrants which help to confirm and further explain the theory. The heritage of 

the Roman Empire comes back into play again and it also shows different kinds of clusters.
 

[Hofstede 2001, page 152 | 37]
 We wonôt discuss all of the historic information, for this we refer the reader 

to Hofstedeôs book.  

UAI tells a lot about the health of a society. Several studies have been performed that correlate 

with the UAI. Too much stress results in illness which can be measured per country. Suicide 

rates, liver disease (alcohol intake), coronary problems, etcetera can all be measured and are 

linked to UA. The amount of trust people feel towards other people and their general happiness is 

also linked to UA. Hofstede describes an example of neighborhood patrol in the US (UAI 46) and 

Belgium (UAI 94). The latter is not suited for this kind of patrol because they donôt trust their 

neighbors.
[Hofstede 2001, page 159 | 37]

 

 

High-UAI societies releases their anxieties by showing their emotion opposed to low-UAI 

countries where they do this through passive relaxation. Emotions should be controlled. Low-

UAI is more willing to change and initiate new ideas whereas high-UAI is more conservative. 

Both take risks but low-UAI is more prone to take unknown risks as well. Low-UAI is more 

tolerant towards diversity instead of being afraid. Hofstede proposes the following one-liner to 

explain UA: ñThe extent to which the members of a culture feel threatened by uncertain or 

unknown situations.ò
 [Hofstede 2001, page 159-160 | 37]

  

 

Family life in high UAI countries is more stressful due to the more emotional expression of 

feelings. Children learn what is dirty and what is clean when they are young, this differs per 
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culture. This also applies to ideas and people whereas some are perceived as evil and others as 

good. Weaker UAI can leave things more in the middle and is open for interpretation. Their 

worldview taught to be more positive, high-UAI countries raise their children to think of the 

world as a dangerous place. Like all the dimensions UAI also affects a countries educational 

system. Schedules are carefully planned and questions have to have 1 correct answer, accuracy is 

valued. On the opposite side there is support for broad assignments, unstructured timetables and 

originality is valued.
 [Hofstede 2001, page 163 | 37]

 High-UAI teachers have to be experts. You can even 

see the difference in academic papers where high-UAI countries usually deliver long and hard to 

understand papers because they write it down very scientifically. In low-UAI countries it is 

accepted if teachers donôt know the answers. Plain language and clear terms are preferred. They 

donôt search for truth like in high-UAI countries, there is more room for unconventional ideas. 

Discussing difference in ideas is different due to this fact. Hofstede differentiates achievement 

motivation: ôhope for successó (low-UAI) and ôfear of failureó (high-UAI).
 [Hofstede 2001, page 165 | 37]

 

Average duration of employment at a company also tells us something about the UAI.  

Higher UAI countries like France and Germany focus more on details and short-term feedback. 

Strategic planning is more suitable for low-UAI countries for they donôt need too much detail. 

PDI influences the power division within organization but so does UAI. The ability to live with 

uncertainties also influences the amount of power a person has. 

Matrix organizations work if there is enough room for ambiguity. People have to feel comfortable 

reporting to more than 1 boss, high-UAI countries are less suitable for this type of organization. 

This was researched by Laurent and later also researched by Hofstede.
 [Hofstede 2001, page 166-167 | 37]

 

 

Higher UA countries tend to produce less innovations but Hofstede argues that when there is an 

innovation they perhaps better stick to it and work it out as where the lower UAI countries have a 

different priority. He argues that an international organization should collect innovations from 

low-UAI countries and develop them in high-UAI countries.
 [Hofstede 2001, page 167 | 37]

 

 

UAI levels will not equalize but they can change somewhat over time. As multi-nationals 

introduce formal structures to other countries they will eventually influence the amount of 

structure that people have to deal with.
 [Hofstede 2001, page 182-183 | 37]
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2.4 Gert-jan Hofstede 

 

Gert-Jan Hofstede, the son of Professor Geert Hofstede, is talking about synthetic cultures in his 

book: óexploring cultureô. Synthetic cultures embody the most important aspects of national 

cultures. They are directly related to the 5 dimension of Professor Hofstede. Each dimension is 

related to two synthetic cultures. These are the extreme manifests of value orientations on both 

sides of the dimensions. Synthetic culture simply donôt exist in real life, but the tendencies they 

show do.
[38] 

 In his book Gert-jan Hofstede explains all the synthetic cultures according to a 

framework. These explanations are useful for the case study analysis in chapter 4. As we donôt 

want to copy a complete chapter of Gert-jan Hofstedeôs book into this thesis, we are not 

describing all the synthetic culture profiles. Nevertheless, we will use the synthetic culture 

profiles and will refer to the book when necessary.  

 

The dimension with the relevant synthetic culture profiles are: 

 

Dimension Profile Description Profile Description 

Power distance Hipow extreme high power 

distance 

Lopow extreme low power 

distance 

Individualism Indiv extreme individualism Collec extreme collectivism 

Masculinity Mascu extreme masculine  Femi extreme feminine 

Uncertainty 

avoidance 

Uncavo uncertainty avoidance Unctol uncertainty tolerance 

Long-term 

orientation 

Lotor extreme long-term 

orientation 

Shotor extreme short-term 

orientation 
[38] 

 

Gert-jan Hofstede explains in his book that all ten profiles consist of the following parts.   

 

Core value The core value represents the 'obsession' of the synthetic 

culture 

Key difference This represents the key difference members of the synthetic 

culture make when they are observing their social environment 

Seven important elements The seven golden rules for correct behavior in this culture as 

well in private life as in the work environment 
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Words with a positive 

connotation 

These are words that members of this synthetic culture like to 

use and hear. If these words are used during a discussion, they 

extend the acceptability of somebody's opinion 

Words with a negative 

connotation 

These are words that members of this synthetic culture don't 

like to use and hear. People who want to be correct, don't use 

these words.  

One glance Language (interpretation, context), non-verbal behavior, 

stereotypes from outsiders, judgment from outsiders, behavior 

in stress situation 

Gender roles The role of men and women in the synthetic culture 
[38] 
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2.5 Bennett 

 

Chapter one outlined the six phases of Bennettôs óinter cultural communicative competencyô.
[13]

 

These phases are included to be able to talk about the state that employees are in concerning their 

awareness of (other) cultures. Bennett classified these phases and we will use this terminology in 

the remaining parts of this thesis. The main points of Bennett for this research will be described 

below after which the relevance will be explained. 

 

Denial 

This is the stage where people are still unaware of cultural differences. First step to successful 

communication is getting to know the general cultural differences.  

 

Resistance 

People know that there are differences in this second stage. People however do have a negative 

image of the other culture and see theirs as superior. The challenge here lies in the fact that 

people need to acknowledge and accept the differences. Besides that, they need to realize that 

there are also many similarities. Theories about cultures are not enough and people should do 

awareness exercises, solve cases en discus globally with the fellow colleagues. Looking up 

information about the other culture is also a good way to learn more about it. Geert Hofstede 

advices to read each others best selling novels. Victor (1992) advises to watch films and 

television series (especially soaps).  There are also plenty of books available about different 

cultures. A thing to watch out for is that information isnôt always accurate as it tends to focus on 

stereotypes, getting information from different places is a wise idea. We will get into our own 

experiences with reading up on cultures at the end of this paragraph.  

 

Minimization of differences 

People do see differences but are making them smaller. Own perceptions are still leading and 

universal and not seen as part of a mental programming. In this phase itôs good to get to know 

your own culture and its origin. This will have to result in an awareness of in what way the 

culture shapes people. 
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Acceptance 

The realization that similar behavior in different cultures could have different meanings sets in. 

Empathy, the ability to put yourself in the world of the other culture, now plays a big role. In 

short: getting a feel for their perspective. 

 

Adaptation 

People are able to evaluate the other culture from the cultures perspective and adjust their own 

behavior accordingly. There are 2 levels that people should pay attention to at this stage: 

cognitive adaptation (putting yourself in the other cultures value/belief system) & behavior 

adjustment (behaving accordingly to this value/belief system).  

 

Integration 

In this last stage people are able to shift from one cultural system to the other. The awareness of 

at least 1 other culture and the native one and how they work is developed. 

 

One could argue that the stages that people are in vary throughout a company. Managers that go 

overseas and read up on foreign cultures for example could have a ócultural awareness leadô over 

a software engineer that stays in office. The differences in communication therefore within the 

organization could vary a lot. Empathy towards your co-workers within the subsidiary is perhaps 

even not always there. People could oversee the fact that there are still people stuck in lower 

levels of óinter cultural communicative competencyô. To establish a good case study one should 

not only talk to managers but make a representative selection of the companyôs workers and try 

to talk to people with different phases of óinter cultural communicative competencyô. Bennettôs 

theory is far more complex as we have highlighted it in this thesis. We merely use it to have a 

language to distinguish people working in an organization on their óway of dealing with an 

offshore co-workerô. Bennett is a study on its own and cannot briefly be researched and assessed. 

Extensive study and inquiries would be necessary to truly be able to say something about the 

different phases throughout the organization. 
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We will discuss the interview techniques plus the selection of interviewees in the next chapter. 

Before that we want to explain how we tried to get out of our local cultures mindsets and try to 

grow as far as possible towards the final stage of Bennetôs phases: preferably integration. 

 

Bennett as well as Hofstede argue that it is very important to understand the aspects and óquirksô 

of your own culture. Because we are both Dutch we read several books on Holland written from a 

foreign mindset. This enables one to look at a more objective view and see how their culture 

comes across on another culture. óThe undutchablesô 
[33]

 and the book óHow to be happy in 

Hollandó
[34]

 were entertaining but not as good as óLiving in Hollandô
[35]

. The first two books, 

helpful as they were, did however contain strange notions that did not appeal to us. This however 

does not mean that another Dutch person wouldnôt recognize these notions, itôs all very personal 

and has to do with how you were raised. An explanation could be found in the fact that the first 

two books were also a little outdated. óLiving in Hollandô
[35]

 was very helpful because it also got 

into the facts on how the Dutch culture originated. It talked about Calvinism and other typical 

Dutch things. The follow-up book goes into a lot of details about how to live in Holland but this 

was more on the legislative issues. 

 

To get to know the Indian culture several books were read like: óCulture Shock: Indiaô.
[35]

 This 

book is written out of an American perspective. The female author Gitanjali S. Kolanad was born 

in India and moved to the States after which she traveled back to India several years later. It 

discusses the many aspects of India like religions, habits, etiquette, history and the ócaste systemô. 

As mentioned before, Victor (1992) advices to watch movies and television we also did this to 

some extent. This really helps in getting to know the culture. Furthermore we searched the 

internet on information about India and talked to many different people about India. As we lived 

amongst the Indian people in Hyderabad for six and a half weeks we gained a lot of experience 

traveling around, shopping, taking a one day city tour, going out and experiencing the Indian 

business culture. The people at SSA Global were all very friendly and provided us with a lot of 

information and helped us with the questions we had. Another large source of information was 

the couple of friends we made in Hyderabad. They showed us around and talked openly about the 

Indian culture. With all our questions about e.g. the Hyderabad Times they were more then 

willing to help.  
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3. Case study: SSA Global 

 

ñWhat is the impact of cultural differences on multi-site software development?ò In chapter 2 the 

theory about cultural differences between countries is discussed. To answer the research question 

an empirical study has been done. Interviews and surveys were conducted to come up with 

information needed for this answering. In this chapter the case study is stated, but first is 

explained what interview techniques are used and how the data is gathered and analyzed in 

paragraph 3.1 

 

This thesis relies on 4 main sources of information that are triangulated to verify data: 

1. Interview data 

2. Questionnaire results (VSM94) 

3. Other company information (memoôs, websites, etcetera)  

4. Direct observation  

3.1 Interview techniques, data gathering & analysis 

 

In the next paragraph the interview techniques will be discussed which were used during the 

investigation.  

3.1.1 Interview techniques 

 

As mentioned in chapter 1 we conducted several interviews at SSA Global. The facts: 

 Minutes were rechecked by both researchers to fill in any gaps and to ensure validity. 

 Interviews were anonymous. (political nature and sensitivity of the research all)  

 Initial draft questions altered along the way to reach more in-depth and reduce 

redundancy. 

 With selecting the interviews the different levels of ôinter cultural communicative 

competencyô (Bennett)
[13]

 were taken into account. 

 

In India the max amount of interviews per day was 2, which was very relaxing because it 

prevented a storm of information. The interviews were conducted in the period of March 2005 
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through April 2005. In The Netherlands the schedule was extremely more tight with about 4 

interviews a day in May 2005. This was more stressful but fortunately still manageable if you do 

the interviews with two persons.  

 

The functions we spoke to in India were more diverse. Most people out there start out as software 

engineer so we had the change to operate very broad-based in these interviews. A list of the 

functions: 

 

India  The Netherlands 

4 Project managers 

3 Software engineers 

1 Warranty manager 

1 Senior Quality analyst 

1 Senior Business analyst 

1 Senior Consultant 

1 Development manager 

1 Quality assurance engineer/analyst 

1 Principal architect 

1 Resource manager 

1 Vice president development  

1 Director (PRO)  

2 Senior managers  

-- 

17 interviewees 

2 Project managers 

8 Software engineers  

2 Team leads 

1 Senior developer 

1 Business analyst 

2 Managers 

1 Software architect 

1 Development manager 

1 Discipline manager 

1 Resource manager 

1 Director (PRO) 

 

 

-- 

21 interviewees 

 

 

The reason for selecting a mixture of company workers was to see if there are any differences in 

the collaboration between both sides on different levels of the organization. The theory of 

Bennett is used for this, which is explained in chapter 2 and used in the analysis in chapter 4.  

 

In appendix D the interview questions that were used during all the interviews are listed. 

However, these interview questions were only used as guidelines during the interviews. As all the 
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interviews were conducted by two persons that also wanted to improvise, a lot of questions came 

up during the interviews that were not stated on the question form. Improvisation was needed 

because both of us were not familiar with the organization. Jargon and organizational terms 

needed to be clarified on the spot. The interviews were kept as informal as possible to make the 

ambiance more relax. Our estimation was that the company workers would prefer an informal 

meeting, because the interview questions were sensitive. Especially, in India the interviewees 

didnôt know what to expect from the interviews and were a little bit reserved. First a comfortable 

ambiance was created to win some trust. To create this comfortable ambiance, the first 5 minutes 

of each interview were used to: 

 introduce ourselves 

 get some coffee or tea for the interviewee 

 explain the purpose of the investigation 

 emphasize that we are working independently of SSA Global 

 emphasize that the interviews are anonymous and have no affect on the interviewee 

 

As there are some political issues going on between the Indian and the Dutch subsidiaries an 

assurance was given to the interviewees that the interviews were used for educational purposes 

only. The research is independent of SSA Global, this means that SSA Global had no influence in 

the direction of the research and was only supporting it by providing information. Notes of the 

interviews were always kept private by the researchers and SSA Global was only asked to 

approve the teaching case and give feedback when needed. 

 

The first two interviews in India were used to learn how to approach the Indian workers. In these 

two interviews it felt like the Indian workers were a little bit reserved the first 20 minutes. After 

these 20 minutes they started to talk more openly towards us. After these two interviews about 15 

dilemmas were included in the interview. The dilemmas were asked right after the 5 minute 

introduction. The dilemmas were mainly included in the interviews to: 

 warm-up 

 win some trust 

 gather useful data 
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The dilemmas were a good tool to let the interviewee feel comfortable. It seemed to make it 

easier for them to start the interview. They only needed to make a choice between two answers, 

which is easier to start with than in-depth questions. For us the dilemmas were also useful to win 

some trust with the interviewee. The majority seemed to like it and it was relaxing and sometimes 

even entertaining. It seemed a good way to break the ice in the beginning of the conversation. 

The last purpose of the dilemmas was to gather some useful information. The dilemmas are all 

based on the Hofstede theory, which makes the dilemmas worth asking. One of the dilemmas, for 

instance, was ñdo you prefer to work individually or in a group?ò This dilemma could be useful 

to see if there are any differences between India and The Netherlands. Hofstede has many 

contradicting terms which we directly put in the dilemmas.  

 

After the dilemmas the first in-depth questions were asked. The in-depth questions were divided 

into a couple of categories. First we were asking questions about the takeover of SSA Global to 

compare the experiences on both sides with each other. We also asked the interviewees what their 

likes and dislikes are when it comes to the new situation compared with the former BAAN 

situation. Some interesting issues came up which are described in the case study. Furthermore we 

asked questions about cultural issues, communication issues, language barriers and some 

technical-based questions. The sequence of the questions was dependent on the situation as all the 

interviews went into a different direction. After approximately one hour we started to wrap up the 

interview. At the end the interviewee was asked if he or she had some questions for us.  

 

In The Netherlands we used the same approach as in India, because we had some good 

experience with it. The Dutch workers however were far more direct than their Indian 

counterparts. One question sometimes was enough to let the interviewee talk on and on for 

minutes. If the interviewee came up with irrelevant information he was interrupted. 

 

The interviews in The Netherlands were done in Dutch, while in India we spoke English with the 

interviewees. As we only wanted to talk about the language barriers with the other side and not 

measure it ourselves, we saw no need to talk English with the Dutch workers. We translated the 

interview questions and the dilemmas.  
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3.1.2 Data gathering & analysis 

 

Interviews 

The data we gathered during the interviews were worked out immediately after the interviews, 

otherwise there is a chance that you might forget something important. Both of us were making 

notes during the interviews, so reviews were constantly made. Each interview was worked out by 

one person and immediately after he finished it the document was reviewed and completed by the 

other. In this way an additional checkpoint was provided. 

 

A deliberate decision was made to not let the interviewee review the document as most 

researchers do. The reason for this is the fact that the interviews were 100% anonymous, so 

circulation of these documents on the network should be avoided. It could give an interviewee a 

very unpleasant feeling, because he might have said some things that are not appreciated by other 

workers. Additionally, workers could cancel certain statements when they get the chance to 

review the notes. The interviewees sometimes were already surprised by the things they said 

themselves, when their statements were repeated by us before writing it down. They were honest, 

but sometimes they suddenly made the answer a little bit softer. Still, an extra checkpoint was 

made by letting our mentors check the case study on facts. In the end of July they reviewed the 

whole case study and gave permission to publish it.  

 

The 38 interviews of approximately 1 hour provided a large amount of data. This óraw dataô 

needed to be analyzed. After working out all the interviews a selection of the most important 

issues that came up during the interviews was made. Two computers were used to facilitate this 

process. One computer was used to read and analyze the interviews and the other computer was 

used to input the issues in an MS Excel spreadsheet. Of course, each issue was also discussed. 

For the data collection of India and The Netherlands different sheets were used to see easier what 

is said by whom. 

  

On both sheets approximately 300 issues were listed. Of course, many issues that came up in the 

interviews were similar and a lot of issues could be eliminated in the next phase of the process. 

On each sheet 5 additional columns were created. The first 4 columns were named power 
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distance, individualism, masculinity and uncertainty avoidance. A couple of books about the 

Hofstede theory were used to link the issues that came up in the interviews with the theory. For 

example, the supposedly high attrition rate in India obviously has a connection with the ambition 

and the need for promotion in a masculine society. It was possible that one issue could be linked 

to multiple dimensions. If a link was seen between a dimension and the issue, a cross was added 

to the column of that particular dimension. In the last column a description was made with the 

reason of choosing to add a cross in this column or columns. The description for the example 

above was: ñambition and need for promotion in a masculine societyò.  

 

When the issues were reviewed for the second time certain categories were recognized. The 

issues all could be divided into 5 groups: organizational, managerial, technical, communication 

and people issues. These categories were also used to write the case study. After this 

categorization duplicates and useless issues were eliminated.  

 

The remained data was transferred to MS Access. In this application itôs easier to sort the data. 

After this transfer the writing of the case study began. The ócategory columnô was used to write 

the case study and the ódimension columnsô were totally ignored. In this way, the case study 

could be written without any prejudices or other influences.  

 

The design of the case study is mainly based on the categories found during the data analysis. 

The categories are used as guidelines of the case study. During the case study writing another 

column was added in Access. The column was added right in front of the column with the 

description of the issues. When an issue was included in the case study a cross was added in the 

new column, so later on itôs was clear which issues were included in the case study.  

 

In chapter 4 an analysis is made of the case study. For this analysis again the Access file was 

used. The data was sorted per dimension to make clear which issues were used in the case study 

on this particular dimension. This made it easier to make a good analysis about the case study 

using the Hofstede theory.  
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Questionnaire 

The Value Survey Module has been conducted on both sides. All the surveys are filled in 

manually. There were 2 reasons why the questionnaire was conducted manually instead of 

digitally: 

 digitally it was impossible to guarantee 100% anonymity to the participants 

 digitally there would have been no control on the participation 

 

The questionnaires were conducted under loose supervision of the researchers in a contained area 

so that people could really take the time to fill it in and not be disturbed. All questionnaires were 

printed out and people got the chance to approach the researchers if they had a question. This 

approach was taken to avoid that people just filled it in quickly to get it over with and ensure 

anonymity. It would have been a lot easier to email everybody and ask them to return it but then 

the response would probably have suffered and anonymity could not have been guarantied. With 

personal questions about their own views it would be hard for someone to fill it in if it isnôt 

anonymous. Hofstede also emphasizes anonymity in his VSM. Question 13: ñHow often do you 

feel nervous or tense at work?ò is a good example that it could be awkward to answer this if it 

could be traceable.
[15]

 

 

Company information 

With our mentors we talked about relevant company information. We browsed the Internet for 

press releases to learn more about the company. Our Indian mentor also showed us their Intranet. 

The man leading the Hyderabad subsidiary also sent us a PowerPoint presentation which he 

presented several years ago about the Indian culture. Our Dutch mentor gave us a several 

presentations about the company structure and an internal company memo about the effects of the 

resource pool (described in the case study.) During the interviews we also asked people if we 

could see some material they needed to work with. This way a project manager showed us a 

project plan which stated the way the project was divided across location and which people were 

selected for different tasks. We also sat behind a computer with a software engineer to look at 

some code and how this was developed. Of course it was too short to really understand 

everything but at least it gave an impression. This all helped a lot in understanding the 

organization. 
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Observation 

Observation was another way of gathering data within both subsidiaries. In India we worked for 

6.5 weeks in the subsidiary. We both were provided with a good and proper work area. We got 

our own workstation in one of the cubicles. The building was completely air-conditioned, which 

made it a pleasant work environment as the outside temperature could exceed the 40 degrees 

Celsius. We learned a lot from working in the same work environment as the company workers. 

We were able to see the different behaviors, attitudes and approaches of these workers. As we are 

both familiar with a Dutch work environment, we immediately saw differences with the Indian 

work environment. The observation was very useful for us to learn more about the Indian 

business culture. All the issues we found during the observation are also included in the case 

study. In The Netherlands we got our own office to conduct the interviews. As we are already 

familiar with the Dutch business culture we didnôt feel the need to observe for several weeks. 

Nevertheless, during the 2 weeks we were in Barneveld we also observed the behavior of the 

Dutch workers. Spending time at both subsidiaries we got the chance to see both sides.  

 



 62 

3.2 Case study SSA Global 

 

SSA Global approved the case study. The thesis has been sent to SSA Global where they are 

responsible for distributing it themselves. An excerpt was also sent of the case study. If needed, 

they can highlight parts of the entire thesis to provide targeted information for the company 

workers. But again this is their responsibility. You can find the case on the next page. 
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India and The 
Netherlands: 
exploring the issues on 
multi-site software 
development  

Daniël van Hilten  
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ICT in Business, Leiden Institute of 
Advanced Computer Science (LIACS)  
July 2005 

INTRODUCTION 

Multi-site software development is increasing, 
so companies need to find a way to stay 
attractive for customers on the highly 
competitive markets. Globalization creates 
opportunities for these companies to shift 
work from their home-country towards 
foreign countries. In the software business 
shifting work towards low-wage countries, 
offshoring, has become a trend the last 
decade. Software companies have started to 
develop software on multiple locations on the 
globe, simply called: global software 
development. But what exactly are the 
benefits of multi-site (or global) software 
development? Multiple factors can be 
identified as the main benefits of global 
software development.  

 Cost reduction probably is the most 
recognizable factor. Shifting work to low-
wage countries provides incredible 
savings on personnel costs. 

 Proximity to the market provides a better 
understanding of customers and local 
market conditions.  

 More resources provide opportunities to 
quickly create flexible team formations.  

 A time to market improvement as all time 
zones are covered. This factor also is 
known as òround the clockó development 
[1] or òfollow the sunó development. [2]   

 Create opportunities to be more flexible 
on capitalizing mergers and acquisitions 
wherever they present themselves.[1] 

 
Multi-site software development looks too 
good to be true, if we look at these benefits. 
But why isnõt everybody doing it? How come 
some are successful and some are not? What 
kind of collaboration/communication skills 
do you have to possess before you start global 
software development? What is overlooked 
when it comes to collaboration? 

THE RESEARCH 

To answer these questions an inquiry was 
done at a Dutch and Indian subsidiary of SSA 
Global. This part of the organization used to 
be the Dutch ERP (Enterprise Resource 
Planning) software company BAAN. Both 
sides were already cooperating with each 
other for a long period of time, which makes 
this company ideal to examine the ongoing 
issues with multi-site software development. 
The cooperation between these two 
subsidiaries has been successful for years, but 
of course issues are unavoidable. We, Daniël 
van Hilten and Wouter Volkeri, are both 
attending the Master Programme ôICT in 
Businessõ at the Leiden University in The 
Netherlands under supervision of Professor 
H.P. Borgman. We tried to discover these 
issues by conducting interviews with +/- 20 
employees in India and The Netherlands. The 
issues that came up in these interviews are 
described in this case study.  
The first part of our research took place in 
India. In March 2005 we traveled to 
Hyderabad for +/- 20 in-depth interviews and 
worked in the subsidiary on our research. This 
way we also had a good chance to observe 
day-to-day life in an Indian subsidiary.  
As we are both born and raised in The 
Netherlands a few elements need some 
clarification. The research is done completely 
independent from SSA Global. The company 
was selected because itõs ideal for a multi-site 
software development investigation between 
India and The Netherlands. We have done as 
much as possible to stay non partial. Indian 
and Dutch opinions were weighed evenly and 
the Indian culture, customs and etiquette were 
studied to think outside of the Dutch mindset. 
To avoid a biased opinion about Indian 
workers, we started in India. 
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After our long +/-20 hour journey through 
Frankfurt, Bombay and Hyderabad we arrived 
at 6:00 in the morning. We were glad when we 
saw the driver holding up our sign. First 
major differences were of course the weather, 
amount of people and traffic!  
 

 

Figure 1: Traffic situation in Hyderabad outside the 
center 

After an exciting ride and having to ask 
multiple people for directions to get to our 
guesthouse we finally arrived. We were told 
that they number their streets, and it can 
happen that there are multiple streets named 
ôRoad 14õ. For 6.5 weeks we lived in an 
apartment among the local civilians so we 
didnõt only get the chance to see the business 
side, we also experienced day-to-day life. 
Doing our grocery shopping, going out, 
seeing the sights and meeting new people we 
got the chance to see more of the Indian 
culture. India is an enormous country with 
many different languages and customs that 
can differ from East to West. One cannot 
really say that they have been to India if one 
only visited one city. We wanted to stress this. 
Once we were back in The Netherlands we 
paid a visit to the Dutch subsidiary in 
Barneveld for approximately the same amount 
of interviews. Of course we didnõt have to 
travel far so we commuted everyday by train. 
It is a huge contrast with the Hyderabad 
subsidiary. A couple of very sober looking 
buildings without color, no beautiful garden 
and a little dull. Barneveld is a very quiet 
community in the center of Holland. With 
50.021 inhabitants and 177 [4] square 
kilometers it is a little smaller then Hyderabad: 
260 square kilometers [5]. So why did we think 
it was more crowded in Hyderabad? The 
population is approximately 7 million! [5] The 

total population in Holland is about 16.3 
million! [4] 
To get an insight on what is happening on all 
levels of the organization we selected a 
mixture of company workers that we wanted 
to interview for approximately one hour: 
General managers, project managers, 
architects, consultants and software & test 
engineers. In these interviews we tried to get 
answers on questions like: What changed in 
the organization after SSA Global took over? 
How are project managers collaborating with 
each other? Do you think the cultural 
differences have impact on the collaboration? 
What donõt you like about your Dutch/Indian 
co-workers? And are there any language 
barriers?  
Eventually, more information came up than 
we had hoped for. It seemed that the workers 
were waiting for this chance to tell 
(anonymously) what their view is on the 
collaboration with the other side. Our first 
day at the Vanenburg high tech park was 
impressive. Looking outside the company car 
we saw beautiful colorful office buildings arise 
amidst the cindering heat. 
 

 

Figure 2: Office building at the Vanenburg IT park 
Hyderabad 

Our driver talked about the history of BAAN 
and how things used to be. The takeover of 
SSA Global had a major influence on the 
collaboration, we will discuss that next. For 
those who donõt know a lot about the history 
of BAAN we refer you to the textbox ôHistory 
on BAANõ.  
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History on BAAN  

In 1978 Jan Baan founded the BAAN 
Company. During the years between 1990 
and 2000 the company became a global 
leader in Enterprise Resource Planning 
(ERP) systems. The company was globally 
selling ERP systems to big clients, like 
Boeing and Rolls Royce. In 2000 BAAN was 
Europeõs second largest software company, 
just behind the German company SAP. 
Nevertheless, BAAN had difficulties in 
financially managing the company. They 
reported seven consecutive quarterly losses 
and were facing bleak prospects. After losing 
the companyõs CEO and CFO the situation 
became worse. In August 2000 Invensys, a 
UK company, took over BAAN with the 
objective to turn the organization around. 
They came up with three main objectives: (1) 
break-even within 12 months, (2) restore 
customer confidence and (3) develop a 
platform for growth. Invensys reduced labor 
costs enormously by downsizing the 
organization which resulted in a high 
number of layoffs. They tried to make the 
company healthy again and succeeded. 
Within a couple of months BAAN was 
profitable again and the quarterly reports 
were predominately in black printing instead 
of red. Invensys not radically changed 
BAAN, but just improved the processes 
where they were needed. This UK company 
saw BAAN as a good investment. For the 
company workers the introduction of the 
òresource pooló probably was the only 
serious change in day-to-day life. In August 
2003 Invensys sold BAAN to SSA Global, 
an ERP vendor with over 13.000 customers 
worldwide.  

SSA Global which stands for System 
Software Associates was founded in 1981 in 
Chicago IL, USA. They started out with their 
main product: BPCS (Business Planning and 
Control System) in 1982 and grew from 
there. In 2001 SSA started to acquire 
different companies worldwide to create a 
better worldwide coverage. After SSA took 
over BAAN from Invensys they doubled the 
companyõs size. At that time, BAAN was 
developing ERP software in Barneveld The 
Netherlands and in two Indian locations: 
Bombay and Hyderabad.  SSA Global 

radically redesigned the organization and 
again layoffs were unavoidable. More work 
started to shift from The Netherlands and 
USA towards India. The Bombay office 
closed in June 2004 and every Indian activity 
was shifted to Hyderabad, the second largest 
IT hub in India. SSA Global launched the 
BAAN ERP product as the SSA ERPln 

product which underlines their strategy to 
modernize, integrate and enhance 
functionalities for its customers.[3] 

 

 

Figure 3: Office building in Barneveld 

 
SSA Global 

As costs are always important to cut down on, 
the ownership of a couple of modules was 
slowly given to the Indian subsidiary. For the 
first time Barneveld and Hyderabad grew to 
become equal subsidiaries. In the past, 
BAANõs main office in 
Barneveld used to 
delegate their work to 
Indian subsidiaries. The 
relationship between 
both sides was explained 
by an Indian manager as: 
òI say, you listenó. 
Barneveld ôownedõ all the modules of the ERP 
package and all projects were lead by Dutch 
project managers. After SSA Global took over 
the office in Barneveld became more of a 
subsidiary instead of headquarters. You can 
imagine that the shift of ownership from The 
Netherlands to India had many consequences 
for the collaboration between both parties. 
This political issue is not the only thing that 
has influence on the collaboration between 
both sides. The physical and the cultural 
distance also have much influence. In this 
case we wanted to get a grasp on all the issues 
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that influence the collaboration in multi-site 
software development between a Dutch and 
an Indian subsidiary. The fact that ownership 
is shifted from The Netherlands towards 
India makes this case even more interesting to 
read. It could help the reader in making a 
tough decision. Shall I move ownership 
towards my Indian counterparts or not? How 
will it affect my business? What happens to 
my workersõ behavior on both sides? And can 
I keep my current quality standard?  

BAAN versus SSA Global 

While Invensys was more keeping an eye on 
BAAN as a big brother, SSA Global wants to 
have complete control. In the interviews 
workers were asked for their opinion about 
the differences between the old BAAN 
Company and SSA Global. Below the 
different opinions are summarized and 
worked out afterwards. 
 

BAAN SSA Global 

Line organization Matrix organization 

People first "Cash is king" 

Superior - subordinate Equality 

Slow decisions Quick decisions 

Lenient deadlines Strict deadlines 

 
The introduction of the matrix organization 
concept was one of SSAõs major changes. 
BAAN used to work as a line organization in 
which the workers only had to report 
vertically to their superior. In the new 
situation workers have to report vertically to 
their superior and horizontally to their equals. 
In this way workers are more conscious about 
other workersõ activities. Software engineers 
are communicating with each other about 
critical issues. Since the new organization 
multiple communications happen more often, 
but this also creates gaps. You now have a 
discipline manager and a project manager. In 
BAAN workers had little or no insight in 
other workersõ activities because everybody 
was working on their own ôislandõ (sub 
domain). This resulted in a situation where 
too many workers were hired within the 
company that didnõt contribute enough to the 
companyõs objectives. Workers even said in 
the interviews that some workers were paid to 
do nothing, these workers could be ôidleõ.  

 
Perhaps this was a result of the so-called 
òBAAN cultureó. In this culture people are 
more important than cash. As long as all the 
company workers were satisfied in what they 
were doing everything was alright. The 
company workers perhaps got too much 
freedom in their work. Workers from India 
were visiting The Netherlands and the other 
way around without a specific goal one team 
lead indicated. Of course, itõs good to meet up 
face-to-face, but you can also exaggerate. In 
the current situation workers only are allowed 
to visit the other side for a specific reason. 
The trip has to add value, like a knowledge 
transfer (KT). This example shows that 
BAAN was focused on the people, while SSA 
Global has more eyes for the cash.  But what 
is the affect of this change on company 
workers? Workers find it difficult to cope with 
this difference, because they used to be 
treated with a lot of respect. Now, workers 
have to work harder, feel more stressed, have 
to work in different areas and got new 
responsibilities. A software engineer, for 
example, has to deal with clients, which was 
not the case in BAANõs days.  
 
The third change was already touched upon in 
the beginning of this case. The Dutch saw the 
Indians as subordinates. They were acting as 
their superiors and were delegating work to 
them. The word ôsuperiorõ has a negative 
sound, but this relationship between two 
parties is very common in the world of 
offshoring. After some years the Indian side 
asked for more ownership, but the Dutch 
held back a little bit. Can they handle the 
complete ownership of a module? What 
happens to the quality? And will more work 
be shifted towards India if they do a good 
job? The Americans had fewer problems to 
shift the ownership towards India. As long as 
the company makes enough profit everything 
is going well from the American point of 
view. One Dutch manager indicated that 
subsidiaries have to fight to get ôa piece of the 
pieõ (as in workload) these days. 
 
SSA Global is analyzing all the results and is 
reacting quickly on them. Thatõs why many 
things are changing quickly within the 
organization. They are closing acquisitions, 
shifting ownership and changing goals quickly 
when they see something that is not 
generating enough cash. This approach makes 
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the people within the company insecure, 
because the next time it could be their job 
thatõs disappearing. This is particularly the 
case on the Dutch side because their labor 
costs are substantially higher than their Indian 
counterparts. Baan used to be more product-
driven but is now solution-driven. Americans 
are more top-down oriented and act on hard 
numbers. They are also not hesitant to shift 
work/responsibility to Hyderabad, if itõs 
better then they just do it. 
BAAN was more focused on following the 
rules, which resulted in slow decision making. 
Thatõs why the atmosphere at BAAN was 
more relaxing and people were not worried 
about losing their job.  
 
BAAN perhaps made it too easy for company 
workers to extend deadlines. If something was 
not finished on time, they just extended the 
project with 2 weeks. SSA Global is very strict 
with deadlines. You have to finish the work 
before the deadline even if that means that 
you have to work at night or in the weekends. 
Especially in The Netherlands software 
engineers were not positive about the shorter 
deadlines. They understand that you canõt be 
too lenient, but some currently think the 
quality of the ERP package is decreasing due 
to these shorter deadlines. Software engineers 
are sometimes rushing up development to 
finish the task on time.  
 
Nevertheless, not all workers experience the 
changes as negative. Workers are also satisfied 
with the new work approach. In India a 
project manager said that the shorter 
deadlines are more satisfactory, because the 
companyõs customers are more satisfied. 
Other Indian workers were enthusiastic about 
the fact that the Americans give them the 
opportunity to work in different areas. In 
contrast with BAAN, SSA Global is able to 
offer non-ERP projects, which needs other 
technical skills of the newest technologies. In 
general, Indian workers like to work on 
challenging technical projects. Figure 4 
displays the product line of SSA Global. As 
mentioned before this case is only focused on 
the ERP part. 
Furthermore, the fact that the company is 
profitable gives the workers a good and 
satisfying feeling. A Dutch interviewee 
commented that BAAN would have ceased to 
exist if they had continued like they did. New 
innovations and technologies were always 

priority number one. This just isnõt a way to 
be profitable. An Indian manager indicated 
that BAAN was one of the first to adapt to 
Unix back in 1980 and always was very 
innovative. With the eyes more focused on 
profit a Dutch software engineer claims that 
there is less vision and the work becomes less 
challenging. However, nobody likes to work 
for a company that is not profitable and is 
slowly headed for bankruptcy like BAAN was 
for quite some time.  

The organizational structure 

Now that we know more about the changes 
that happened the last decade, itõs time to dive 
into the organization. What is the 
organizational structure of SSA Global 
(BAAN domain)? Are the structures of both 
subsidiaries similar? And what kind of 
workers does each subsidiary have? 
In this case we will not explain the 
organizational structure in detail. We will only 
provide the necessary information to 
understand who needs to communicate with 
whom. The organizational structure on both 
sides is almost similar. The structure has been 
presented as being the same at both locations 
but a Dutch manager mentioned that in India 
there is a sub organization which doesnõt fit 
the formal structure. In Hyderabad some 
managers have more responsibilities than in 
The Netherlands. Actually, this structure is 
not predefined by SSA Global, but has 
appeared during the years. In Hyderabad they 
have appointed a very strong charismatic man 
that leads the entire operation, in The 
Netherlands this responsibility is divided over 
more people.  

 

Figure 4: SSA Global's product line
[3]

 

 
Another difference between both subsidiaries 
is that CCMI (Capability Maturity Model 
Integration) [6] is being pursued by the Indian 
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subsidiary in contrast with the Dutch 
subsidiary. This also has an effect in the 
communication with each other as CMMI 
requires a lot of formal documents and 
guidelines. 
 
During the time that Invensys took over 
BAAN, they made a significant change in the 
way projects were executed. Invensys 
introduced the ôresource poolõ in the 2 years 
they took over BAAN. But what exactly is the 
resource pool? The resource pool is an 
initiative that provides more opportunities for 
using the software engineers more effectively. 
Normally, a software engineer was trained to 
become an expert in one module, e.g. the 
manufacturing module of the ERP package. 
The management of Invensys was looking for 
possibilities to make the software engineers 
more agile and flexible. They provided 
opportunities in the form of trainings to help 
the software engineers grow into other 
modules. In this way the software engineers 
are useful for different modules of the ERP 
package. You can put all ôresourcesõ in one 
ôpoolõ and it doesnõt matter anymore who to 
select for a project. In reality the resource 
pool didnõt work out that well according to a 
substantial amount of the interviewees.  
In this company it is not easy to plan in 
advance, because it is dependent on the 
business requirements. If the business is 
changing, they have to update their software. 
Thus, it is not predictable. In that way, it is 
easier to make software/test engineers more 
flexible, because the idle time will be less. For 
instance, if 30 software engineers are working 
on ôfinanceõ and 15 software engineers on 
ôdistributionõ, even though the workload at 
ôdistributionõ is much higher, workers can be 
shifted from ôfinanceõ to ôdistributionõ. This 
would be more difficult with fixed groups. 
Thatõs why they are training the workers to be 
multi-task people. 
It used to be good to be domain based 
because everything had to be developed; now 
that the product is maturing it is no longer 
needed to have sub domains. It is more 
generic. 
 
Technically, all the software engineers are 
capable to switch between different modules, 
but itõs very difficult to understand all the 
business aspects behind the software. If you 
want to use a software engineer in different 
areas, they need to know the functional 

aspects of those areas. A software engineer, 
for instance, that is working on the financial 
package for a couple of years knows all the ins 
and outs of this particular business area. If 
this engineer suddenly has to work for the 
manufacturing module he needs a lot of time 
to get to know all the ins and outs of this 
module. Another issue that has a negative 
influence on the resource pool is the 
knowledge of the resource manager. They 
exactly know the capabilities of all engineers 
and prefer to assign a knowledgeable engineer 
to a certain task instead of randomly picking 
one from the pool. This indicates that the 
managers donõt have much confidence in the 
resource pool. Furthermore, a lot of software 
engineers have an emotional bond with the 
software they are developing. The stronger 
the bond with the software, the more energy 
you put into the development. In the 
interviews some engineers even called the 
software òtheir babyó. The resource pool also 
leveled out all ownership of the modules, 
because none of the software engineers has 
responsibility for one module anymore. Some 
engineers said that the resource pool has a 
negative influence on the quality of the ERP 
package due to the lack of functional 
knowledge. These last two issues were also 
explained in a company memo: 

òA common objection (particularly from 
software engineers) to the resource pool 
organization model is that it treats all 
people within a specific skillset or domain 
as equal in their knowledge of a codebase, 
and thus breaks the ownership of code.  
The risk is that this will lead to 
inexperienced people changing code they 
donõt understand and creating quality 
problems.ó  [7] 

Especially in The Netherlands the resource 
pool is not really accepted by the software 
engineers. Almost all Dutch software 
engineers we spoke with preferred to be a 
domain expert, while the majority of their 
Indian co-workers like to learn more about 
different areas.  
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The projects 

Having discussed general information about 
the company, the structure and the resource 
pool itõs time to start talking about the 
collaboration between the Dutch and the 
Indian side. How are workers on both sides 
collaborating with each other in a project? 
And what are the project managers 
communicating? Before these questions can 
be answered itõs important to know what kind 
of projects exist within the organization. SSA 
Global decided to divide the big projects into 
smaller projects. Normally, BAAN was 
releasing a new version of the ERP product 
periodically. SSA Global prefers to build 
service packs on top of the existing software. 
The customers get the opportunity to update 
their software every couple of months and 
therefore donõt have to wait for a ôbig bangõ 
implementation of a new release. You could 
say that the company used to work with the 
famous waterfall approach, but changed over 
time towards DSDM. [www.dsdm.com] 
At the time of this investigation the service 
pack 1 project, ômatrixõ, just finished. 
Immediately after finishing the ômatrixõ 
project SSA Global started with the 
development of service pack 2 called ôradiusõ. 
Both projects were mainly lead by Dutch 
project managers, even though the 
subsidiaries are equal. In India they said this is 
because there are more appropriate tools on 
the Dutch side. On the Dutch side workers 
think they are leading the projects due to the 
old ôI say, you listenõ legacy. Perhaps the 
current situation can be described like George 
Orwell said in his book Animal Farm: òAll are 
equal, but some are ôequalerõ than othersó. 
The Dutch and Indian project manager meet 
up face-to-face in the beginning of each 
project to write the conceptual project plan. 
Afterwards both managers work out their 
own part of the project in detail based on the 
conceptual project plan. The workload of the 
projects is spread among the two subsidiaries. 
Both subsidiaries are developing about 50% 
of the project, so they need a lot of 
communication to keep both sides; on the 
same level of quality, on schedule, etc. Not 
only the project managers are communicating, 
but team-leads and software engineers also are 
communicating intensively. In BAANõs days 
too many managers were involved in this 
process, which resulted in all kind of issues. In 
the contemporary situation there are only two 

project managers, one on each side.  The 
other manager roles disappeared or are 
replaced by team leaders (team leads).  
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Figure 5: Project division 

(NL = The Netherlands, IN = India, Tx = 
Teams leaded by ôteam leadsõ) 
 
In figure 5, you can see how the 
communication works between both sides. 
 
The main difference between a manager and a 
team lead is that the team lead is a software 
engineer with more responsibilities, while a 
manager normally is primarily busy with 
managerial issues. You can imagine that if too 
many managers are meddling with a project 
this will result in complicated situations. All 
have their own view on how things should be 
managed. SSA Global attacked the problem 
by reducing the number of managers 
significantly. The main advantage of working 
with team leads instead of managers is that 
the software engineers feel less submissive, 
because the team lead is a software engineer 
too. Especially in India software engineers see 
it as a good opportunity to grow into the 
organization. Indian workers see it as a step to 
become a manager in the future.  
 
If two subsidiaries have to work closely 
together issues are unavoidable. During the 
inquiry these issues came up. We will describe 
them right now and start with the 
organizational issues.  
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Organizational issues 

CMMI level 5 
In India they want to standardize their 
processes to facilitate work. At the time of 
this research SSA Global India had CMMI 
level 4, but planned to achieve level 5 in 
August 2005. One of the Indian managers 
explained that CMMI is important for them to 
be an attractive company. In India CMMI 
level 5 gives a company a certain status and 
thus attracts software engineers and clients. 
Furthermore, the Indian subsidiary is working 
on non-ERP products of SSA Global. Hence, 
they have to work with many different 
countries and thus seek normalization of 
processes. Another manager in India said that 
the subsidiary in India wants to be an example 
for the other subsidiaries and is functioning as 
a pilot. Now, they almost have achieved the 
highest level it will be easier to implement 
CMMI in the other subsidiaries. The fact that 
India is pursuing CMMI level 5 has its 
positive effects but also has a couple of 
downsides. A Dutch project manager brought 
up in an interview that he sometimes thinks 
that achieving the CMMI level 5 is more 
important for the Indian counterparts than 
the project itself, at leasté thatõs what comes 
across sometimes. The Indian side is putting a 
lot of time in achieving level 5. They come up 
with too much information in project plans or 
other important documents, because they 
need to provide this information according to 
SEI (Software Engineering Institute) to 
achieve level 5. As a Dutch manager has to 
sign off such a paper he has to read all the 
provided information, which takes a lot of 
time.   
 
Attrition 
An issue that came up in several interviews is 
Indiaõs relatively high attrition rate. In India 
workers feel the need to quickly switch from 
one job to another, so called ôjob-hoppingõ. 
After approximately 3 years Indian software 
engineers want to have a promotion. This 
could be an internal promotion by becoming a 
team lead or a manager, but if there are no 
opportunities for internal promotion workers 
start seeking outside the company. They start 
to apply for jobs at companies with a higher 
status, like Microsoft and Oracle. òThese 
companies are competing themselves to death, by 
continuingly raising salaries to attract the best of the 
bestó according to an Indian interviewee. 

Additionally, multiple sources mentioned that 
companies are sending out emails to attract 
people to their company. In those emails 
companies are offering nice jobs with high 
salaries. If the person is not interested heõs 
asked to tell his friends about the offer. 
Hence, salaries in India are increasing, because 
companies need to offer higher salaries to 
their own workers to keep them. 
SEõs in India earn 15 to 20 times more than 
e.g. a truck driver. In The Netherlands this 
isnõt the case, salaries are much closer 
together. They can always do something else 
and not have to reduce their life style much. A 
different occupation in India like a truck 
driver is frowned upon and isnõt as socially 
acceptable. 
One Indian manager gave an example of the 
social status. A small townõs newspaper 
sometimes has an advertisement in it like: òMy 
son is returning from the US, he was 
studying/working there for 6 months.ó 
 
Itõs incredibly important to keep the workers 
within the company to at least get the training 
costs and personal investments back. A 
manager said in an interview that workers 
need to work longer than 5 years for the 
company to get a positive return on 
investment. Specific BAAN tools and 
techniques canõt be applied in other 
companies, this also weighs for the Indian 
software engineers decision to stay in the 
company.  
When a worker is leaving the company in the 
middle of a project he has to be replaced by 
another worker. This could cost a lot of time, 
because itõs not very easy to transfer all your 
knowledge about a project/technique. 
Especially, if such a knowledge transfer has to 
be done within one or two days. According to 
a Dutch software engineer it sometimes even 
happens that a worker disappears on one day 
without giving notice. We asked an Indian 
manager what the influence on a project is 
when a worker suddenly leaves. He said that is 
was usually perfectly manageable when a 
worker leaves the company. He continued by 
explaining that there is a one month ôwaiver 
periodõ (period of notice) and most of the 
knowledge is transferred. This was 
contradicted by several Dutch people that had 
experienced that co-workers in India just 
disappeared and they were only informed 
when they asked about that person. One of 
the Dutch interviewees quoted an Indian 
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manager, a close friend of his that affirmed 
that the company was literally òdrained of 
knowledgeó. One way to reduce attrition is to 
hire women instead of men. They tend to be 
less susceptible for career moves and status. 
The resource pool is also a good way to 
counteract this issue. When the workers are 
able to work on all modules, they can easily 
join a project and knowledge becomes more 
broad-based.  
Within SSA Global India the attrition rate is 
much lower than the rate of the IT market. 
Why? Do they have higher salaries? In the 
interviews the ôBAAN cultureõ legacy is 
named a couple of times as the reason. The 
fact that in the ôBAAN cultureõ people are 
more important than money seems to be 
pleasant and important for the workers. Other 
companies in India put a lot of pressure on 
their workers according to some Indian 
interviewees. There are several examples of 
workers that left BAAN and returned later on. 
At the even bigger IT companies the 
workload was reported to be higher and more 
stressful. You must work till late in the 
evening and working in the weekend is not 
rare. People that returned realized that at 
BAAN, people are regarded as most 
important. They donõt have to work in 
weekends or till late. In other companies 
people are òforced to migrateó and òsqueezedó but 
at BAAN people come first, unique for 
Hyderabad. Within SSA Global India people 
also have the tendency to work in the 
evenings and weekends, but this is usually 
their own choice. In India your work 
environment is also a large part of your social 
environment. Your colleagues are your 
friends. The subsidiary is stimulating this 
social environment. The subsidiary has a 
company day every quarter and they organize 
games periodically which workers can 
subscribe on. For instance, you can be a 
participant in a quiz about cricket. 
Furthermore, SSA Global India has its own 
cricket team, which plays matches against 
other companies that are based at the High-
tech Park. The competition includes 
companies like Accenture, Microsoft and 
Oracle.  
In The Netherlands itõs not common that 
your colleagues become your friends. Most 
workers make a distinction between business 
and private life. A Dutch project manager 
confirmed this with the following statement:  
 

òDespite the fact that I am working with 
my colleague in the same office for a year 
we never went to each others home. We can 
get along very well, but we donõt feel the 
need to see each other in private life.ó  

In contrast his direct counterpart said in an 
interview:  

óI know my colleaguesõ family very well. I 
know who they are and what they are 
doing.ó  

Letõs go back to the attrition rate. In The 
Netherlands the attrition rate is close to zero. 
The reorganization had a deep impact on the 
Dutch workers. They are already relieved that 
they kept their job in contrast to many of their 
former colleagues. The market conditions are 
also not good in The Netherlands due to a 
recession which is now slowly reversing again. 
There are more applicants than jobs in 
software business, so you will think twice 
before saying ôbyeõ to your current job. 
Furthermore, Dutch software engineers donõt 
strongly feel the need for promotion. The 
majority of the software engineers like to 
grow in the software engineering field instead 
of becoming a manager. They are paid well 
and have extra benefits. Currently there is a 
struggle about the ôlease arrangementõ of the 
workers in The Netherlands. SSA Global 
wants to reduce the cars that a lot of workers 
got during the ôhay daysõ even though they 
donõt really need it for their work. òEven some 
accountants that never have to deal with customers got 
the chance to get a company car!ó said one Dutch 
manager. Costs really got out of hand. In The 
Netherlands there is a very peculiar law that 
states that when a company exceeds 30 
employees it needs to have a company board 
called ôworks councilõ or ôlabor representationõ 
(ondernemingsraad) to represent the workers. 
Dutch workers are protected by the law and 
firing a person without a concrete reason like 
stealing is impossible. Even gross negligence 
or long term illness (purposely) often isnõt a 
good enough reason to fire someone. If 
someone calls in sick he can attain his job for 
more than one year. You also see this in other 
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European countries like France and it has a 
huge affect on the decisions that global 
managers have to make. 
Currently, SSA Global The Netherlands isnõt 
recruiting anymore, because they just 
reorganized the whole organization. The 
disadvantage is that the Dutch subsidiary has 
no fresh blood in the organization, which 
makes the subsidiary a little ôrustyõ. The 
current Dutch workers are about 10 years 
older on average than their Indian co-workers. 
The age difference makes it harder to build up 
a good relationship with your co-workers on 
the other side. Itõs already hard to build up a 
good relationship with someone who is 10 
years older in your own country due to 
different interests. The advantage of the low 
attrition rate in The Netherlands is that a lot 
of the knowledge stays within the company. 
Of course this wasnõt the case with the many 
redundancies that were forcefully made, the 
company lost a lot of knowledge that way. In 
India knowledge is lost if workers are leaving 
the company. They used to have a knowledge 
transfer period of a month, but still the loss of 
knowledge is unavoidable. Besides, not every 
worker feels the need to stay one month 
longer to transfer his knowledge. 
The high attrition rate in India has an impact 
on the relationship between both sides. 
Workers used to put a lot of effort in building 
up and maintaining a relationship with their 
co-workers on the other side. As a result, 
many Dutch workers donõt want to build up a 
relationship anymore with their Indian co-
workers, because they have the idea that the 
Indian co-worker will leave the company soon 
anyway. They can leave the company at any 
time. A Dutch software engineer stated:  

òWe donõt really know any of the people 
on the other end. On Friday you just get 
an e-mail that another one left the 
company and you never hear from them 
again.ó  

An interesting point a manager in India made: 

òIf Dutch people donõt engage amongst 
themselves, how can we?ó  

He also stated that there is no room for social 
fraternizing in The Netherlands, people just 
go home to their families. After 17:00 people 
donõt know an Indian co-worker thatõs visiting 
anymore. 
 
These kind of issues result in an overall ôusõ 
versus ôthemõ situation. Most agree, others 
disagree with this distinction. An interviewee 
commented that this situation is usually there 
if there is a long distance between subsidiaries. 
There are still a lot of issues that donõt 
coincide between the subsidiaries because 
people often only communicate because they 
have to. Common excuse that is heard in The 
Netherlands is that they òare waiting for Xó 
where X is always an offshore subsidiary, it 
doesnõt really matter which subsidiary.  
Others argue that it is one company and 
everybody has one goal in mind. Positive as 
well as negative reactions can snowball 
through a company.  
 
Cultural training 
Baan used to do more on cultural training 
between subsidiaries. Once a cultural training 
course was provided by Ernst & Young and 
they also had some other trainings in the past 
years. Unfortunately there are also a lot of 
people that never got any training and have to 
learn in practice about the effects of cultural 
differences. Most people that have had 
cultural training feel that it is very important. 
They feel you can better interpret and 
approach people if you know their cultural 
background. People that didnõt receive it 
usually agree that they should have been 
taught some more on the foreign culture. SSA 
Global is currently doing little to nothing on 
this issue. Some argue that they work more 
separately now so it isnõt that necessary 
anymore, others disagree. An Indian manager 
would advise a person new to the company 
that has to deal with the Dutch to: 

1. Talk slow 
2. Break in sentences 
3. Donõt interpret an email as rude. 
Later you usually find out it isnõt 
meant that way. They can be blunt.  

Examples like this show that apparently you 
do have to prepare before you talk to offshore 
co-workers. 
 
Working hours & work environment 
The punctuality was one of the first issues the 
Indian interviewees mentioned when asked 
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about a specific Dutch trade. The Dutch 
always come to the office at 9 oõclock in the 
morning and leave at 5 oõclock in the 
afternoon. Some Dutch interviewees agreed 
and some disagreed with this statement. The 
Indians are more flexible with their time. They 
spend more time in the office than their 
Dutch co-workers, but they arenõt more 
effective. They work less hard during the day, 
but they compensate it with longer working 
days. Some Dutch workers said that the 
Indians work in a ôcricket tempoõ as the sport 
also takes a long period of time.  
 

 

Figure 6: Cubicles software engineers Hyderabad 

In both subsidiaries there is a combination of 
offices and rooms with cubicles. The cubicles 
enable people to work as well individually as 
collectively. If issues arise they discuss it 
among each other by standing up or sit next 
to each other. Cubicles also have an added 
value because you hear a lot on the work 
floor, it creates more awareness on what other 
people are doing.  
The main difference in the two subsidiaries 
we found was the office building and the way 
it is kept. In Hyderabad everything is tiptop 
and they have a lot of personnel working to 
support the software engineers and project 
managers. Little is left up to chance. There 
also is a company library where there is 
technical information available and also some 
information about Holland. In Holland this 
isnõt centrally organized.  
A lot of cleaning people are always present 
and always cleaning in the Hyderabad 
subsidiary. You also see gardeners working 
the entire day to keep everything neat. For 
everything there is always someone present. 
We felt that the abolished Indian caste system 
was a bit visible in these task divisions. There 
was a fair distinction between the way people 

interact with each other on different levels. 
An engineer explained to us that India used to 
have a Monarch which resulted in a huge 
difference between rich and poor. The IT 
business is causing a middle class to emerge 
and thus fill a gap between rich and poor. 

Managerial issues 

In every organization managers are 
confronted with difficult issues. When the 
managerõs domain reaches further than the 
national border more issues occur. In this part 
of the case study the managerial issues in the 
collaboration between the Dutch and the 
Indian side are described. 
 
Manager - Subordinates 
A key difference between India and The 
Netherlands on managerial level is the way 
managers are communicating with their 
subordinates. In The Netherlands managers 
strive towards consensus. The managers are 
asking the software engineersõ opinion, 
because they see them as the experts. The 
software engineers know all the ins and outs 
of the ERP package and know exactly what 
the impact is on the code if something has to 
be changed. You could say that in The 
Netherlands managers are acting more as a 
coach on an equal level. If you tell a software 
engineer to do something he will definitely say 
something like: òWhy?ó 
A Dutch software engineer doesnõt hesitate to 
tell a manager what is on his mind. He can say 
everything to his manager no matter how 
blunt it is. Of course, they also have respect 
for their manager, but they donõt see the 
manager as a superior. They see the manager 
as a colleague with another function. An 
Indian manager told us a nice anecdote about 
this. He was visiting The Netherlands a 
couple of years ago to work alongside his 
Dutch co-workers. He was a software 
engineer back then. To his amazement a 
Dutch software engineer just put his feet on 
the desk of the manager and none uttered a 
word about it! In India this is seen as a very 
disrespectful attitude towards the manager. 
This behavior is ônot doneõ by Indian 
standards. In India software engineers are 
more careful when speaking to their manager. 
One Indian test engineer was speaking in high 
regard of his manager several times in an 
interview. It was obvious that he had a lot of 
respect for his manager. An Indian manager 
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seems to be more of a leader. Of course they 
are also close to their software engineers. 
Software engineers seem to be a little 
submissive to their managers. Dutch 
managers appreciate the fact that Indian 
people are generally less stubborn, that really 
saves a lot of time. Downside to this is that 
some Dutch people take advantage of the fact 
that Indian workers are more willing to help 
out. They will rarely say no. A Dutch manager 
with a lot of experience in the company told 
us that 10 years ago this was possible but 
nowadays the managers are far more assertive 
and able to say no.  This is also more accepted 
from the Dutch side.  
 
Sometimes Indian software engineers work a 
couple of months in The Netherlands. We 
spoke with an interviewee that used to be a 
supervisor of some Indian co-workers. In the 
beginning he faced several problems in 
managing the Indian subordinates. He gave an 
example of a group of Indian software 
engineers that were working on a project in 
The Netherlands. The project was about a 
conversion from guilders to euros of the ERP 
package. You could say that the project was a 
little bit boring. He said that the Indians felt it 
difficult to cope with such routine work. òYou 
must give an Indian software engineer challenging 
workó. The Indian software engineers spent 2 
months on the project without a satisfying 
result. After they were assigned to another 
project some engineers from East-Europe 
took over the project and were able to finish it 
within two weeks. You also need to check 
your Indian subordinates regularly according 
to this former supervisor. They are very 
willing to help when a colleague or friend is 
asking for a favor. Suddenly, they are working 
on an old project or are helping a friend in 
another project. As a final point he mentioned 
that Indian subordinates need a good task 
description. If the task description is not 
detailed enough they donõt come to you for 
additional information, but just work it out 
for themselves. Eventually, they could deliver 
the wrong piece of software and have to start 
all over again, which takes a lot of time and 
costs a lot of money. On the other side of the 
spectrum as mentioned before, when you ask 
a Dutch software engineer to do something 
he will always say òWhy?ó or òI think itõs 
probably better to do it in another wayó. 
Global project synergy 

As mentioned before, if a project is divided 
both managers meet up and write a plan 
together before the project starts. 
Nevertheless, a Dutch project manager 
complained that the Indian project managers 
can give their own spin on the agreements 
stated in the preliminary project plan. You can 
imagine that the consequences could be 
enormous, because in the end both parts of 
the projects need to be integrated. Of course, 
we wanted to know what actions the Dutch 
project manager takes to avoid such issues in 
the future. The answer was a little bit 
disappointing, because the Dutch side does 
not seem to take any action at all. The reason 
for the acceptance was explained by the 
Dutch project manager as follows: òwe still have 
to work together for a long period of timeó. He didnõt 
dare to directly confront his Indian 
counterparts with this issue, because heõs 
afraid that it has an effect on the future 
relationship between both sides. In India this 
reticence was affirmed by a couple of 
interviewees who said that Dutch managers 
should be more aggressive. They also said that 
this soft behavior was one of the reasons why 
the BAAN Company faced so many 
problems. It looks like a vicious circle.  
Indian managers perhaps donõt ring the alarm 
bell quick enough when they are not able to 
meet the deadline according to a couple of 
Dutch interviewees. When the Dutch side is 
asking two weeks before the deadline whether 
they are on schedule the answer is in most 
cases positive. Unfortunately, two days before 
the deadline the good news show suddenly 
seems to change to a bad dream. Of course, 
the Dutch donõt appreciate this surprise all of 
a sudden. Indian managers should ring the 
alarm bell sooner, so the Dutch are able to 
help in achieving the target. Now, the Dutch 
are sometimes powerless and have to wait for 
the Indian side to deliver the module. A lot of 
progress has been made on both sides to 
reduce these situations. Dutch people have 
created several ôtricksõ to avoid these 
situations. For example they ask open 
questions and avoid asking yes/no questions. 
On the Indian side they have learned to 
become more upfront about the situation. 
Dutch interviewees complained that they 
donõt have enough insight in the Indian 
subsidiary. They are not always aware of what 
they are doing and what they discuss in the 
Indian subsidiary. Of course, both subsidiaries 
have to send progress reports to each other, 



 75 

but a Dutch interviewee said that òsome Indian 
workers are very creative with progress reportsó. They 
also admitted that in the Dutch subsidiary 
many topics are discussed among the workers 
before they inform the Indian side. It seems 
that sometimes they already have taken the 
decision before the Indian counterparts were 
able to give their opinion and arguments 
about the topic. It even happens that 
decisions are made without informing the 
other side at all, even though the information 
has value for the Indian workers too. One 
Dutch software engineer complained that 
some Indian software engineers just 
implement a change that the customer request 
without thinking of the broader picture. This 
way a situation can occur with customer A 
asking for one change and customer B asking 
for another. A problem is then solved 
specifically instead of generically. 
 
Code reviews  
The majority of the Dutch managers have 
little or no technical background. Their main 
task is to coordinate a project. They have to 
assign the right resources for a project, 
calculate the costs, make risk assessments and 
have a supportive role for all issues that arise 
during a project. Several Dutch software 
engineers complained in the interviews that 
the managers donõt have technical knowledge. 
They canõt really judge a software engineer on 
his code. This lack of technical knowledge has 
a high impact on the quality of the code. As 
long as something works the managers are 
satisfied, but they donõt pay any attention to 
the maintainability (structure) of the code. 
SSA Global has predefined coding guidelines, 
but many software engineers donõt live up to 
this standard. Especially, the software 
engineers that have to maintain the code 
suffer from this lack of code control. They 
have to maintain unstructured code, which 
takes a lot of time. The complaints of the 
Dutch software engineers were mainly 
focused on the Indian software code, but we 
will touch upon that later on at the technical 
issues.  
 
Mitigating between sites 
Managers sometimes need to mitigate 
between software engineers from both sides. 
The software engineers complain to their 
manager if they are not able to find a solution 
themselves anymore. The managers on both 
sides try to solve the problem by talking about 

it with each other to avoid the same kind of 
problem in the future. In this way their own 
relationship becomes stronger, because they 
are trying to solve an issue together. On the 
other hand, the relationship between the 
software engineers can become worse. In the 
future, these software engineers could quicker 
run to the manager than try to solve the issue 
themselves. The gap between the software 
engineers can become bigger and eventually 
more problems will appear. Managers try to 
help and steer people how to act with their 
offshore co-workers. A Dutch manager was 
sometimes tired of the Dutch attitude to see 
everything in black or white. Itõs all like bits 
and bytes he told us. Itõs a 0 or 1 but nothing 
in between. Some Dutch people can really 
ruin a relationship with blunt and egocentric 
comments. 

Technical issues 

In the interviews a couple of technical issues 
came up. As we donõt want to make the case 
too technical, we will describe the issues in an 
understandable way.  
 
Coding style, Maintenance & Support 
The 1st line helpdesk handles support and if 
needed, communicates it to maintenance. 
About 40% is maintenance on the old 
product. This falls under WARRANTY. 
(Discipline managers responsibility.) 
When a bug is found they ôtap inõ to a system 
and see if itõs a bug, log it and then it is 
solved. 
Defects in the code are measured. If one SE 
has 100 defects in 1000K lines, while another 
just has 3 defects in 1000K lines, the last one 
of course has more functional knowledge. 
SEõs are judged on things like: Functional 
knowledge, communication skills, leadership 
skills, attitude, team spirit, lines of codes and 
productivity.  
 
They used to work with bonuses when a 
worker reduced a lot of bugs from the 
software. This resulted in ôdefect-pickingõ, 
people picked the easier bugs to get to their 
quota. Indian, American and Dutch people 
had a tendency to do this. Even bugs that 
werenõt really bugs were ôsolvedõ.  
One Dutch manager had an example about an 
important Dutch client which get higher 
rating points in the system so they are on top 
of the cue. Management implemented this 
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system and for every 3 months targets are set. 
The complexity of bugs isnõt taken into 
account enough according to one Dutch 
software engineer.  
Indian and Dutch software engineers have a 
different way of coding. A Dutch software 
engineer is generally coding in a more 
traditional way in contrast to his counterparts 
in India. Indian software engineers stated that 
the Dutch software engineers were more 
ôstructuredõ. The maturity of the Dutch 
engineers could be one of the reasons that 
their code is generally a little more structured. 
Most engineers already work within the 
company for at least 5 years. Dutch SEõs are 
very systematic (computer-like even) and 
mature in their work. The people in NL are 
also older and thus more experienced in ERP 
opposed to India. In India many workers 
come straight from University. Immediately, 
they are confronted with complex problems. 
The lack of experience can provide a complex 
way of solving complex problems. Besides, 
the new engineers havenõt had the chance to 
see the broader picture of the ERP package, 
so they donõt take the impact on the other 
modules into account. This sometimes results 
in emails with the sentence òI have a doubtó 
to the Dutch software engineer. Some Dutch 
SEõs try to be prepared for these emails by 
documenting issues and making it easier for a 
new person to the company to get to know 
the project. 
 
With millions lines of code the ERP package 
is very complex. This also results in a very 
large room for error. If a Dutch SE overlooks 
something in the code he can just say that it 
was too complex. Usually people just can get 
away with this attitude and it doesnõt go 
beyond a ôslap on the wristõ.  
In India the labor costs are low compared to 
the Dutch market. This could have an affect 
on the code structure. The Dutch software 
engineers are coding to keep the code easy to 
maintain, otherwise the maintainability costs 
could be high. In India they have lower wages 
so the importance of maintenance is lower, it 
is not expensive. This could be a reason why 
the code is less structured in India compared 
with The Netherlands. At the end of the day 
the code just has to work within the deadline. 
òWe can always change it lateró one Indian 
software engineer mentioned. 
Some Dutch engineers told us about the 
preference of Indian engineers to define 

global instead of local variables. This makes 
the code harder to understand and less 
organized. Conversely, a Dutch engineer 
prefers to define variables locally. These 
Dutch software engineers we spoke to also 
thought that they generally give clearer names 
to the variables in contrast to the Indian 
engineers. Indian engineers allegedly give 
short, unclear names to the variables. The 
Dutch critics claim they often see variables 
defined as one or two characters. This makes 
it hard to maintain the software, because 
software engineers need to invest a lot of time 
before they get a grasp on the code. Perhaps 
SSA Globalõs coding guidelines could be 
interpreted in several ways.   
It happens that the product ownership is 
shifting between India and The Netherlands. 
The Dutch engineers need to give away the 
ownership of a module on which they have 
worked for a couple of years. They have a lot 
of affinity with the module, which makes this 
shift of ownership hard. If the Indian 
engineers canõt get a grip on the module, they 
shift the ownership back to The Netherlands. 
The Dutch engineers that used to work on the 
module and considered it as ôtheir babyõ are 
confronted with the big changes made by the 
Indian engineers. They experience the changes 
as negative, because thereõs not much left of 
the traditionally organized code they have 
written years before. We obviously saw the 
emotional impact it has on the Dutch 
software engineers. This emotional impact has 
an ongoing affect on the collaboration with 
India. The majority of the Dutch software 
engineers we spoke with are not happy with 
the way of how Indian software engineers are 
coding. This causes software engineers to 
become very critical and even start to use the 
words ôspaghetti-codeõ and ôhackingõ to 
explain the coding style of the Indian 
engineers. With one of the reorganizations a 
team that dealt with standardization was let 
go. 
A Dutch software engineer commented that 
the tools used to code the software perhaps 
leave too much open and donõt intercept 
errors enough. He mentions that reviewing 
back and forth could help in improving the 
quality, of course this is difficult across 
locations and costs a lot of time. Another 
point mentioned by another software engineer 
is the fact that Indian people also leave the 
old code in and always put their name on the 
changes they made. He felt that this makes the 
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code less structured and feels the Dutch code 
is clearer to read.  
 
Finalizing 
Dutch and Indian software engineers seem to 
have different views on finalizing a piece of 
software. Dutch interviewees said that the 
Indian engineers only finish the job for about 
95%. Indian interviewees admitted that they 
are not scared to deliver the product to the 
customers, even though itõs not finished 
completely. They said that the Dutch are too 
perfectionistic. The Indians take fewer 
precautions with delivering a piece of software 
to the customer. Seeing it in practice is seen as 
a good way to test the product, while the 
Dutch are more thinking about the 
consequences that bugs in the software could 
have for the customers. One Dutch manager 
commented that he stayed in an expensive 
and beautiful hotel room, everything looked 
great. Accept that there were some small 
things not completely done yet. He sometimes 
also misses this ôfinishing touchõ in the 
software. 
 
Politics & perceived amount of work 
Obviously the transfer of knowledge to India 
results in less work in The Netherlands. This 
results in people clinging on to knowledge and 
modules. Some Dutch software engineers are 
frustrated. A lot have been fired due to 
reconsolidations. There seem to be different 
apprehensions on different levels.  
The Dutch have a lot of expertise due to their 
maturity within the company. In some of the 
interviews we heard that the technical skills of 
the Dutch are so high that they can handle a 
job alone, while they need about 3 or more 
people for the job in India. A Dutch manager 
even gave an example of a ôdie-hardõ software 
engineer in The Netherlands who asked to get 
the ownership back from a certain module. In 
India they were working on the module with 6 
workers and he claimed to do the job by 
himself. We found it interesting to hear these 
kinds of remarks and are uncertain on how to 
interpret it. With a lot of work shifting to 
India it becomes a political issue where people 
or rather subsidiaries have to fight for work. 
Additionally, some Dutch workers 
complained that the Indian workers 
sometimes need more time for a certain task, 
even though they think the Indians had 
enough time to finish it. There seems to be a 
different interpretation on both sides about 

the time needed for a task. An Indian analyst 
once noticed resistance from Dutch side to 
shift work (and ownership) to India. The 
Dutch didnõt transfer all ERP knowledge at 
once, things were missing. In phases the 
information came in. First the main stream 
information which wasnõt sufficient. Then 
they had to ask for more and by the third time 
it still was incomplete.  He suspected that 
maybe they wanted to let India fail. He didnõt 
always get the software engineer on the phone 
or got a response on his email. It is sometimes 
hard to track them down and it takes more 
time to communicate with them. 
 
Another example: An Indian worker told 
about a Dutch manager who set a hard 
deadline in India. The people were flexible 
and worked for more hours a day than usual 
to get it finished. When the manager got back 
from India and had a similar situation in The 
Netherlands he didnõt keep in mind that 
Dutch workers wonõt put that much overtime 
in. He told them about the Indian project but 
this resulted in conflict. The workers wouldnõt 
work overtime. 

Communication issues 

There are several ways on how the workers 
are communicating with each other. Face-to-
face communication is seen by almost all 
interviewees as the ideal way of 
communicating. Actually having been in the 
other subsidiary really helps in creating a 
bond. People are far more willing to help each 
other out globally. They take that extra step. 
Unfortunately, communicating face-to-face is 
not always possible, so they were always 
looking for a good alternative. In the past, 
workers were mostly communicating by 
phone as the Internet wasnõt a wide spread 
commodity yet. Communication costs were 
substantial at that time. Once the Internet was 
getting more accessible, workers started to use 
it more often. In the interviews we asked the 
workers for a communication top 3. After 
analyzing the answers the following top 3 can 
be formulated: 

1. Email 
2. Instant messaging 
3. VoIP (Voice Over Internet Protocol) 

 
The most popular way of communication 
between workers on both sides is email. Itõs 
predominately used for formal 
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communication. An email message is seen 
within the organization as ôformal proofõ for 
an agreement. We can address multiple 
reasons for the popularity of e-mail. The first 
reason is the avoidance of telephone 
conversations. Some Dutch workers are 
avoiding phone conversations, because they 
find it hard to understand the other side. 
Additionally, some workers donõt feel the 
need anymore to communicate personally 
with the other side due to past issues. This 
avoidance was affirmed by an Indian 
interviewee who said òwhen they call itõs urgentó. 
The second reason for the popularity of 
emails is the formality. An email can be seen 
as a ôformal agreementõ. When an Indian 
software engineer asks a Dutch software 
engineer if he wants to take over a task and 
the Dutch software engineer agrees by email, 
they have formal proof for the shift of 
responsibilities.   
The last main reason for the popularity of 
email has to do with the time difference 
between India and The Netherlands. With a 
time difference of at least 3.5 (4.5 in winters) 
hours itõs sometimes difficult to call or chat 
with someone. A Dutch worker could send an 
email just before he goes home and get his 
reply when he starts working again the day 
after.  
Negative issues about email that came up in 
the interviews were that some Indian 
interviewees said that they donõt always get 
replies from the Dutch workers on their 
emails. They try to reach the person multiple 
times, but they never got any replies on these 
emails. Some had the feeling that the Dutch 
were hiding from them. We heard an example 
from an Indian software engineer who faced 
this problem. He went to The Netherlands for 
a project and he met some Dutch workers and 
worked with them for a couple of months. 
After he returned to India he always got quick 
replies on their emails. It seems that the 
personal contact has a major influence on the 
way workers are treated. An Indian 
interviewee said that after he met the Dutch 
co-workers in person the respond time 
changed from days to hours. The ôno replyõ 
issue is currently solved by a new kind of 
agreement. If the worker is not responding 
within 3 days you can send the email CC 
(Carbon Copy) to his manager. In this way, 
the manager can see that his worker is not 
replying and could talk with the worker in 
person. The new agreement has an affect on 

the workers. In The Netherlands it seems that 
the software engineer donõt care when an 
Indian counterpart is sending a CC to his 
manager. In India, the workers feel less 
comfortable according to a Dutch 
interviewee. He said that Indian software 
engineers try to defend themselves, because 
they donõt want to make a mistake in front of 
the manager. When an Indian software 
engineer made a mistake you can better 
approach him personally and directly, because 
in front of the manager he will deny and try to 
defend his mistake according to a Dutch 
interviewee.  
In general, the response time of the Indian 
workers is good. They check their email 
regularly. Most of the Dutch check their email 
according to a schedule, 3 times a day: in the 
morning, just before lunch and in the late 
afternoon.  
The lack of vocabulary of the Dutch workers 
not only has an influence on phone 
conversations, but also on emails. The 
majority of the Indian workers said that 
Dutch emails can be rude, blunt and harsh. 
This can de-motivate the Indian workers. 
Eventually, they discovered that the Dutch 
donõt mean it the way the Indians interpret it. 
It was harder to cope with it in the past but 
they are learning how to improve dealing with 
each other along the years.  
Email could also give a distort image of 
someone due to the perceived rudeness and 
bluntness. One Indian manager was always 
thinking negatively about one specific Dutch 
co-worker. After they met each other in 
person the image completely changed. 
Actually, the co-worker seemed to be one of 
the most spontaneous Dutch co-workers. 
A complaint from the Indian side was that 
sometimes parts of the emails are in Dutch. It 
seems that the Dutch first discuss everything 
within their subsidiary and eventually involve 
the Indian side. They feel uncomfortable with 
these emails, because they have the feeling 
that they donõt know all the background 
information. Reportedly this is happening less 
than it used to do. 
 
AOL and MSN messenger are used within the 
company to communicate with the co-
workers locally and on the other side of the 
world. Instant Messaging (IM) is popular 
within the organization, but itõs not used by all 
workers. Besides, IM addresses of project 
members are not stated in the project plan. 
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Adding a worker to your contact list is based 
on own initiative and is not stimulated (nor 
opposed) by the organization. There are 
multiple reasons why messenger is such a 
good way of communicating. First of all, the 
workers immediately get a reply to their 
questions. Secondly, it gives an idea of what 
the other person is doing. A Dutch project 
manager admitted that he was using 
messenger to check if the person is behind his 
desk. If you send a message and they donõt 
respond within a couple of seconds you know 
that they are somewhere else. Messenger also 
is very suitable for informal ôcoffee talkõ which 
helps in building and retaining relationships. 
Some workers are saving the conversation log 
and are using this to agree on issues, but this 
can be risky. Sometimes your hands are typing 
faster than your mind is thinking in a chat 
session, so you can easily make a mistake in a 
conversation. When the other side is saving 
the logs as a formal agreement, 
misunderstandings and misinterpretations can 
occur. Thatõs why most workers reaffirm 
agreements made with IM in an email and ask 
for the other sideõs affirmation.  
The Indians seem to be using IM more often 
than the Dutch. Only in Holland did we hear 
some people mentioning that they didnõt use 
it. The disadvantages of messenger are the 
continuous interruptions according to these 
non-users. When you are working on a task 
and constantly a message is blinking in your 
taskbar it can be very annoying. Furthermore, 
messaging can take a lot of time, because 
workers start to ask more questions than they 
normally do. A Dutch interviewee said that 
the Indian co-workers are messaging (and also 
emailing) the following sentence a lot: òI have 
a doubtó. Another interviewee said messaging 
with Indian co-workers can be frustrating. 
 
Cutting costs through the VoIP technique 
people can now call long distance at low costs. 
However, the phone is still shunned by some 
people and they rely more on the other 
communication methods. Weird fact is that 
the Dutch have a hard time getting in touch 
with the Indian side due to technical problems 
with the VoIP system. Managers and software 
engineers seem to have a different way of 
communicating with their offsite colleagues. 
Managers in most cases have a direct 
counterpart, while the software engineers 
communicate with different co-workers all the 
time. If you have a direct counterpart, like the 

managers, the communication has a more 
informal character. Very often an emotional 
bond is established over time. They start to 
have informal talks about family, sports and 
the contemporary news. Thatõs probably why 
a manager is less hesitant to pick up the 
phone than a software engineer. Additionally, 
managers often have weekly meetings to 
discuss the progress of the project. Talking 
over the phone is easier and quicker than 
discussing everything by email or messenger.  
Indian workers have a different view on how 
many things to discuss at a time. Holland 
often tries to discuss òtoo many thingsó in one 
meeting.  
Software engineers mainly have contact about 
the code of the ERP package, which is easy to 
discuss by email or messenger. Most software 
engineers only call when escalations are close 
or complicated things have to be explained. 
Of course there are always exceptions like a 
couple of software engineers indicated that 
they established a close relationship with a 
couple of their offsite co-workers. 
 
Some project managers also communicate by 
sharing their desktops, this way they have the 
same numbers in front of them. When two 
subsidiaries need to collaborate on distance 
good communication is of utmost 
importance. Language barriers, different 
interpretations and many other issues can 
have an impact on the cooperation. We asked 
the interviewees what communication issues 
exist within SSA Global.  

Language barriers 

In The Netherlands workers use the Dutch 
language to communicate with each other. 
They only switch to English when they have 
to communicate with a counterpart in another 
country. In India they predominately speak 
English in business. Almost every company 
worker is able to speak Hindi, English and 
one of the many local languages/dialects. Due 
to the English legacy a large number of Indian 
people are brilliant in the English language. It 
is also helping to build a bridge over the many 
different languages within India and helps in 
dealing with foreign countries. But is the 
communication with other countries going 
smoothly? In general, the Dutch workers find 
it hard to understand some of their Indian co-
workers due to the high amount of words and 
their accent. As workers of the Indian 
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subsidiary come to Hyderabad from all over 
the country, they all have a different accent. 
Many of these accents are difficult to 
understand for the Dutch workers. Some are 
even difficult to understand for the Indian 
workers. The Dutch interviewees said that in 
some accents they are more òmumblingó than 
talking. They use a lot of low tones, which 
makes it hard to understand every word or 
even sentence. Additionally, Indians speak fast 
in contrast with the Dutch. One Dutch 
interviewee gave an example of how hard it is 
to understand an Indian co-worker on the 
telephone. An Australian, Indian and Dutch 
worker were having a conversation on the 
telephone. The Indian co-worker was hard to 
understand. On a sudden moment the 
Australian worker said to the Indian worker: 
òYou can hang up now, because we discussed 
everything thatõs important for youó. Next, he 
continues the conversation with the Dutch 
worker. In that conversation many issues 
came up that were important for the Indian 
side, but he already hung up the phone. The 
Australian worker only asked the Indian 
worker to hang up, because he wanted to get 
the ôstaticõ of the line.  
The Indian interviewees also had several 
remarks about the English of the Dutch 
workers. They said that the Dutch workersõ 
vocabulary is not extensive. The Dutch 
workers can sound rude or blunt on the 
telephone due to this lack of vocabulary. They 
use the wrong words without noticing it. In 
the beginning the Indian workers had a 
difficult time coping with this, but now they 
are used to it. Especially the ôfreshenersõ could 
quickly feel tensed by the words of a Dutch 
worker. They also said that the Dutch 
workersõ English has improved over the last 
years. In the past, it was sometimes difficult to 
have a conversation with a Dutch worker, but 
currently the conversations are going well.  
Talking English on both sides still does not 
mean that you understand each other for the 
full 100%. Both countries have another way 
of expressing body language. In India people 
can nod YES in two different ways: shaking 
the head up-down-up and shaking the head 
left-up- right-down. The first way is similar to 
the Dutch way of nodding YES, but the 
second way is more similar to the Dutch 
expression of the word òNOó. We can say 
from our own experience that it could be 
confusing as we illustrate in the next example. 
The first week when we were in Hyderabad 

we asked a rikshaw driver if he knew the way 
to the city center. He was circling his head 
from left to right (left-up-right-down), so we 
thought he didnõt know. We walked to 
another rikshaw, but we got the same answer. 
We didnõt understand why none of the 
rikshaw drivers knew the city center. 
Conversely, the rikshaw drivers didnõt 
understand why we didnõt step into the 
rikshaw. It seemed that they were saying òYes, 
I know the city centeró by circling their head, 
while we interpreted it as a òNO, I donõt knowó. 
This difference in body language also makes it 
difficult to have video conferences. The 
company tried to work with it in the past, but 
it never worked out well. People had a 
tendency to talk amongst themselves which 
resulted in chaos. Video conferencing is 
hardly ever used anymore but some feel that 
perhaps it should be picked up again. 
 
Yes, Yes, Yes 
Another difficulty the Dutch have to cope 
with is the fact that Indian co-workers donõt 
say òNOó. Indian people donõt want to be 
impolite, so they generally avoid the word 
òNOó. The Dutch workers are already familiar 
with this issue, but itõs not easy to find a 
solution for it. The Dutch workers try to ask 
questions that canõt be answered by YES or 
NO. They also try to ask indirect questions to 
get more information. The Indians are aware 
of the fact that they donõt say òNOó and are 
improving on this a lot the last few years.  
This was affirmed by a Dutch manager who 
indicated that the Indian managers are getting 
more verbal and assertive. However, this 
seems to be different for the ôfreshenersõ in 
India that just got straight from university. 
 
Conversations 
Dutch people like to have informal talks. 
Especially when they met a person face-to-
face they are willing to put more effort into 
the relationship. The Indian interviewees 
appreciate the way Dutch co-workers 
approach them. They first ask about their 
families, friends, the news and the weather 
before they start to talk about the business. 
During lunch with the Indian workers we 
noticed that they donõt have to say much. 
Being together with each other is already 
enough for them. Dutch people have a 
tendency to avoid silences. 
A Dutch manager had a nice metaphor for the 
differences between the Dutch and Indian 




