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1. Research seup

The central purpose of this thesis is to answerfahewing question:i Wh a t i's the i mj
cultural differencesonmuis i t e s of t wa r Reford startind t@ gnswerrihis guestion

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

the thesis isxlained 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 aesditirmulated in

paragraph 1.3.

1.1 Research problem

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

You run into your own fair share of communication issues, not only across the border. Having
worked at thecompany for several years you gained a lot of experience in working with offsite
co-workers. Different views on the mu#ite collaboration are heard in the organization but no

one really can put a finger on it. Once in a while you hear informal congplalout 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 ctarpart (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 relagsbip with your offsite cavorkers 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 mdifferences you have to know about when it concerns multi

site software development? How can you classify all the cultural differences within your
organi zation? How can we know where we are if
important questiorto 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 s8%n.



L ed fiést talk about the terminology used in this thesis and the way the researchers interpret it.

6The way we do things around herebé is a commo

of culture is also infl ueavarmus ddiintions are affered onv n

the concept of culture.

hat o mp | e xudeslkmwlesigewbkliefcalt, morals; law, custom and any other capabilif
d S

t C
n habit acquired by(TylaiB71#% a member of soc«

D

ACul tur e cons.i sittasdinplicit, @f antd fordbehaviour acquirgl larid transmitted by
symbols, constituting the distinctive achievements of human groups, including their embodiment in a
the essential core of culture consists of traditional (i.e. historically deaweldselected) ideas and
especially their attached values; culture systems may, on the one hand, be considered as products ¢
on the other. as condi tKroebera& Kluekhoenm®5#%s of f ut 1

"precisely that its essenc¢® collective mental programming: it is that part of our conditioning that we st
with other members of our nation, region, or group but not with members of other nations, regions, o
groups."(Hofstede, 1983%"

iCul ture is a way in whi c hTrompenaars, 4998 0 f peopl e

ACul ture is a fuzzy set of attitudes, belief:
shared by a group of people, armht influence each member's behaviour and his/her interpretations of
"meaning" of ot heSpenpe®atgy)|2000%8 behaviour. o

Culture should not be confused with nature or personality. According to Professor HBf$tede
nature is universal, culture is group specifically and personality is unique. Natureois,inb

culture is taught and personality is both.

indiv idually born with
specific and taught
PERSO-
NALITY
group/category taught
specific CULTURE
univ ersal HUMAN NATURE born with

Figure 1: Three levels of mental programming™*

cu



A |l ot of terms are used for developingsitsoftwa
software developmentdé is used by the research
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 O0the ismgactsodft waulet Wreavl
Other types of outsourcing like bodhopping, offshoring, nearshoring, farshoring, and other
activities that have to deal with developing and collaborating across multiple location can
probably also benefit from this research. Let

reseach 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
backgroundand r end6t | i kely to be totally objective &
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 researchese$amaes of

differences among muisite workers are: behavior; values, religion, intellectual property and
attitude to hierarchy, risk avoidance and ti m

will now be summarized briefly.

The disappearingorders and ongoing globalization lead to more cost effective operations but

also coincide with new (cultural) facets of communication. This can result in conflidtshal g



software development projects not only due to the cultural differences bthelsbysical
distances. The factthatfatef ace contact i snét al ways possi bl
good understanding of the alien culture can put a lot of pressure on the collaboration. As

Professor Hofstede, Emeritus Professor at Maastrichidigity once said‘Culture is more

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

disaster."]

Geert Hofstededs research gives a good insigh
with colleagues in other countriésHe 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 countriefsietdd 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 internatiom@opulationd”’

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,doncertainty avoidance. The dimension Laregm
Orientation has been added to Hofstededs 4 d
Michael Harris Bond in Hong Kong when he investigated the values of Chinese students in his
AChi nese VaBewmese 183earch ey cultural values was mainly done by Western
mindsets this di mension was not discovered. I
and short term orientation opposite to each offid?.e r si st ence and thrift t
respect f dPeee2PaP3ei%5¢ li3®onfucias 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 confirmsraeConfucianh y pot hesi s 0.

Hof stededs cul tur al di mensions have been use:q
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 reseancle a i-si toemud dfit war e devel
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



Hofstede was ablto map the cultural differences among countries to facilitate communication,
coordination and collaboration between different cultuies.n 2000 Geert Hof st e
top 10 of the Eur opean ""Shisalready givesaigedmpressioB oft at i o
how popul ar Hofstededs researmhtihe. gllmb2ald0® ma
thinker® top 50606.

Hof stededs theory also correlates hi@rahdy with
Trompenaaté’. For exampe, Hofstededs power distance di
Schwartz~oés hierarchy di mension and Hofstedeos

correlation with Trompenaarso6 I ndividualism/ C

Many organizations alreadgced cros€ ul t ur al i ssues that decreasece
speed. These project escalations are mainly caused by communication and coordination issues
among workers with different cultural backgrounds. Herbsleb et al. found thatcotbssl

communication and coordination issues cause a substantial loss of developmefft&peed.

Olson & Olson researched how different teams collaboratdiamd w t hey f eel abou
when they communicat e 8%Thayalsogsinio the different cllfuralr e n t
aspects and also used Erran Carmel ds research
software teams in his book 6GI|I obal Software
Z o n B%sH@ especially targets compasithat develop packaged software like Microsoft, IBM,

Baan and SAP and writes their best practices in real case stéldies.

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

insight into the interplay between cultureonflict and distance in globally distributed
requirement sWaeaeganmat i angoe that there arenot
t hat conflicts dondt arise and projects are
common 0 awanrwhyntbesesdiffereances exist amwhy they result in conflict. The
importance of this is illustrated well in the article of Daniela E. Damian and Didar Zowghi where

they statedA Any type of conflict, i f | eft etweerr esol v



various stakeholders. Unresolved conflicts and ambiguities in requirements in both organizations
I n some cases resulted in more conflicts and
They continue later on the essence of this topitVh a t i's I mportant, howe
achieve a better understanding of the interplay between culture (national, functional or

organi zational) and conflict in distributed 1t
[12]

Prior to most of this research Bennett already classified tfeedif e nc e s i n O0i nt e
communi cat i v & withinnapseftvarencorgpany there are many different functions
ranging from software engineer, test engineer, team leader, project manager, general manager,
etcetera. Imagine all the different furmets 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. Knowl edge of | anguage and cul tur al di f
compe ency?o S a must . Ther e ar e 6 di fferent
communi cati ve c-0hépse tChes &yMarinel Merritseneexplain this in their

6Cul turele waarden en commu ¥ ioahaptee 7 usig thd nt er n

theory of Bennett. The six different stages are:

Denial- Resistance Minimization of differences Acceptance Adaptation- Integration

Ethnocentrism ) Ethnorelatisvism

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

6et hnocentri smo. Your own ethnic group i s C
peripheraland dif er ences dondét exist. On the other sicf
central nor peripheral, differences of Bbther

The different stages will be explained in chapter 2 to create an asarér 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 Netherthriadiaa 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



relationship between The Netherlands and India in theirkboo 6 Of f shori ng I n
Technology-Sour ci ng and Out sour ci%There is@ miatase bbout a | Wo
BAAN, a Dutch ERP development company and covers 3 pages. In this thesis a case is included

on the same company after they were takegr oy an American company called SSA Global.

The case study is featured in chapter 3.

1.2.2 Academic relevance

Offshoring, outsourcing, nearshoring, mudiie development, global software teams and all
kinds of other new terms are hyping the last few yearsiyMiifferent 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 thesidiscusses, 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 muksite software development.

Furthermore, the thesis can be useddsess 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 byeducators to fuel an open discussion on cultural differences insnalgoftware
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 collabaratnultisite

software development.

1.2.3 Managerial relevance

Paul Tjia and Erran Carmel 6s b pukliskedih Mayhor i n
2005, was presented in a beautiful castle in Vught the Netherlands on"thef ddne 2005.
Attendingthis offshore seminar was a mix of Dutch managers that wanted to learn more about
outsourcing/offshoring to lowage countries. Paul Tjia and Erran Carmel also invited several

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

Tjia expects offshoring to really pick up in the next years, which was affirmed by the interest that

1C



was shown, approximately 100 people attended the seminar. Different guest speakers of Ordina,
Levi9 and Caesar told about their experiengiés 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 doesndt seem to be a common u
andlow to approach these issues. The boo-k has
cul tur al i ssuesd6 which basically only highlig

The book targets managers to build offshore competency in the breadthasd suitable for
students and teachers. It however doesnéd6t go
are briefly described but there isnot a spe

differences of an offshore partner.

The tend 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-sitenulti
software development project workers on different levels in the organization have to collaborate
with each other. This thesis gives an insight in the diffeneayts of collaboration on different
l evel s. Managers as wel/l as software/test en
communi cat i v withdheipunterpacts Burthermore, the information provided
can be useful for managers ta gebetter understanding on the differences between theory and
practice on this topic. lllustrating the hype with outsourcing are the following facts:

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

e There are more than 50 potah|CT-offshore destinations in the world.

e More ICT activities shift to offshore locations.

e Costs in lowwage countries are very interesting for software projects.
[February 2005, 17]

Because mulisite software development has a lot of similaritieshwither 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

11



locations. We will try to use the term mniusite 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 tredethe

of the globe as illustrated in the next example.

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 sc
engineer is very cautious with the structure of his soéwade because his main conce
is to keep maintenance costs as low as possible. His Indian counterpart, with a diffe
cultural background, has a different view, and could choose to launch a product ear
and maintain and update it later. Whateverateome of this example the fact remains

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

Creating awareness for issues as illustrated above is also a contribution of this thesis. It can help
6freshenerso6 (people new to a company) as we
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.



1.3 Research obgctive, 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 objdtve

As mentioned before our central questiomisNh at 1 s t he 1 mpact of cul't

site software development ?0

The main objective of this thesis is to:
Al mprove awareness and advance t he cermngthent i n:

impact of cultural differences in muklite 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 theoigtevilbe
applied to chapter 30s case study and resul ts

approach of the research.



1.3.2 Research approach

Let us go back to the central g u e Mhat s the o f t h

impad of cultural differencesonmuitii t e soft ware devel opment ?0

To answer this question the researchers wante
software company. Dutch multiationals were approached for a case study mainly for
conveniencageasons 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 appdbaohegpanies 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 \aithacademic survey.

Hof stede explains in his book &6Cultures Conse
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 &vh 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

strategies for Operationalz i ng Constructs About Human Ment al

Provoked Natural
Words 1 2
Interviews Content analysis of speeche
Questionnaires Discussions
Projective tests Documents
Deeds 3 4
Laboratory experiments Direct Observatin
Field experiments Use of available descriptive
statistics

[Hofstede 2001, page 5[ 37]

14



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 contstaés ttoat

thebeststrategfi s t o use cel | 1 pPeEeregeslileast one ot 't

A company was selected that had the following characteristics: experience wsiteutbftware
development, relative large cultural differencestween subsidiaries (The Netherlands and

India), and a fairly large weBtructured organization. These characteristics were drawn up to:
enable Hofstedebds Values Survey Module 1994 (
and to clearly get two ctural 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 $ie 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 freelg asgbarch could benefit them and has

no repercussions.

As the inquiries progressed the initial draft of questions that was drawn up altered along the way
toreachmoremiept h and reduce redundancy. This howe
recheckd t o assure validity. SSA Gl obal 6s mentor
consulted and asked for feedback to recheck facts and reduce inaccuracy. With selecting the
interviews the different | evel s ™oneretkeminter cul
account. Employees of all levels were inquired about their view on -gidti software
development. It was abouheir experiencesn their working level To read about the interview

techniques/strategy and more about Bennett we refer gyochapter 2 and 3. The default

guestions 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 d@hbocations in India and The Netherlands to get to

know the organization up close and really see day to day business. Several people have their



views on a case study approach. According to®flra case study can be se@s an empirical
inquiry that investigates a contemporary phenomendthin its reatlife context, especially when
the boundaries between phenomenon and context are not clearly eviifendre on the case
studies protocol can be read in chapter 3.

All the retrieved data of the intaews, 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
chapter2 hi s theory and the way i1itds used in this

application of this academic research is explained.

Hofstede describes 4 criteria for a reliable research on populations:

1. Information has to be descriptive withoutdices. (else it contains more information
about the values of the informant instead of the described population)

2.l nformation has to be derived out of mor e
Impression)

3. Information has to be true for all tmeembers of the population or at least for a statistical
majority. (else 1itds unauthorized general.

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

about an other. (else 1 tos trivial)
[Hofstede 2001, page 187]

| f these <criteria arenot me t the statements
iStereotypes -taruaN¥P >89 | *he dortinues by stating that the
majority of anthropologic research is collected tlyle 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 anthrdpgists in 1983 which was outlined in the American media.

Hof stede concludes that al | ant hropol ogi sts
however does meet all the 4 criteria which makes the Values Survey Module (VSM94) a reliable

instrument taneasure the differences in cultUf&eY transiated Hofstede: 14]

1€



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
younger on average than the Dutch engineer
2. Should be the same sex Only males were selected. Female particips
were removed from the selection. In T
Netherlands ta majority of engineers are mal
In India there are a lot of females working
the organizations but the majority is male.
3. Should have a comparable functig Engineers at both locations.

4. Should at least be 20 people to | At both locations abdus0 people filled in the

reliable guestionnaire.
5. Level of education All skilled workers
6. Kind of work All IT engineers

7. Surveys should be held in the sa| At both sides they were held within the secc

year guarter of 2005.
[VSM website | 15]

More information orhow 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
ca® 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:



Hof stede's cultural
dimensions theory

Analy sis tool

VSM data
The Netherlands

Overall VSM results

Analy sis
SSA Global > Y
VSM data
India A
Interviews
The Netherlands / Y
Case Study Discussion
SSA Global (recommendation)
Interviews
India

General company
information,
memo's, etcetera

Figure 2: Research Approach

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



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 usean®wer the central thesis question will be highlighted

in chapter 2. Chapter 3 will contain the case stidyndi a and The Netherl ar
issueson muks i t e s of t wa rwhichdsspossibletp ose md & teaching case. The
excerpt must & 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 readarskly lgok up the

academic theory behind the analysis. This analysis will resatdiscussion where hypothesis

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

illustrated inFigure3: Thesis structure

Chapter 1:
Research set-up

|

Chapter 2: Chapter 3:
Conceptual foundations Case Study SSA Global

|

Chapter 4:
Analy sis

/

Chapter 5:
Discussion (recommendations)

Figure 3: Thesis structure



2. Conceptual foundations

AWhat is the i mpact ofsitel swirfalwad liethid eéapeh 0o @ sne o
the base of the researchs e xpl ai ned. The researchers wuse
dimensions to assess the differences and conflicts in-smdtsoftware development that were
found during extensive inquiries at twe diff¢
(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 foi chops Hof st ede ds t
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: Hofedé*” and Trompenaat8® 1 n t hi s research Hof st ec
after weighing the pros and <cons. We wi | | fi

research afterwards.

Pros of Hofstede compared to Trompenaars:

e Trompenaars research ism#oamong managéets, whil e Hofstededs ¢
suitable for employees on different levels of the IBM organizafion.

e Trompenaars research is done among multiple compahiegile Hofstede focused one
single organization, IBM! This researt also includes one single organization and is
comparable to IBM on a couple of levels. Both organizations are in the IT business, both
are multinationals and both have a large amount of experience working on multiple sides.

e Trompenaar soO0 arestkahawvi drocars elsot h wor k and |
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.

2(



The survey of Tompenaars contains 56 questidtswhile Hofstede just needs 20
questions + 6 demographic questifhsAs big projects are up and running on a
continuous base within the company, compan
guestionnaires. This rearch has a couple of limits. Trompenaars survey requires one to
one and about 30 minutes to complete a sur
10 to 15 minutes. Taking away one to one and a half hours from multiple managers would

already stress arrganization.

Cons of Hofstede compared to Trompenaars:

Hofstede collected his data between 1967 and 1973, which could mean the data is
outdated. Trompenaarso research took pl ac:¢
books appeared in 2003 and he himseli di cat es that cul tur al di
They can however reduce when factors like economic growth get introduced in a certain
country. This does not mean that the VSM c.
Hofstede only describes 5 dimensidnshis researcH, while Trompenaars was able to

find 7 dimension§” He nc e, Trompenaars6 research coul
more dimensions could also make the research more complitdfedt's in a name?

That which we call a rose by any otheame would smell as swegh¥liam Shakespear 1597,

Romeo & Juliet, Act I, Scene INlTha correlation between the 2 researches is fairly high.

Furthermore, both are highly esteemed professors.

n

n

n 2000 Geert Hofstede reached t hendedp 010 of

n 1991 Fons was awarded the International I

Society for Training and Development (ASTIBg.was mentioned as one of the top 5 management
consultants, next to Michael Porter, Tom Peters and Edward de Bono in a leading Business magazir
AugustBl1999. 9o

The reason for choosing Hofstede over Trompenaarstisnly because he has more cons, from

t hi

s researchés point of Vi ew. Hof stededs <co

negligible. According to ITINF®, the Hofstede theory is still applicable for the following

reasons:

Duri ng Hof ihedié dosonly lege aecess to the IBM data bank. He also
was able to access 40 other data banks that confirmed his findings.
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e Other people already worked on this theory on forehand, so his research did not appear
out of the blue.

e Hof st ede 6s highhcereelatipn tlee modsls of Inglehardt, Smith, Schwartz and
Trompenaars.

e 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.

e Even though nationés cultures do change ov
the same as before. Influences, which affect only one country, are rare.

e "The model has been validated agexistansd mor e
The validation and r el i ab P FRuthgrmooefno othee mo d

model has been validated against as many outside measures as the dimensiBf model.

Hofstede has many followers/apostles, who truly believe in hisythéar already said before,
people have cited his work very often. Conversely, he also has many adversaries. The main

discussion points adversaries concentrate on are:

surveys are inappropriate instruments to measure culture
unit of analysis of nations st the best unit suited for studying culture
one company cano6t provide information abou-

the IBM data is old and obsolete

ok 0N PF

four dimensions c@no6t tell the whole story

AProfessor Brendan McSweenenybls 3 and 4 and toacermsr e s e n
mainly issues of d° PrafesdoroBdendaroMeSweeaéyclans that the . ©
conducted survey is not representative. He proclaims that the average number of questionnaire
examination is too small, even thougbfstede 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 and7 1/ 7 2. He al so emphasizes that Hofstede ¢

only used 40 countries to characterize all national cultures. Finally, McSweeney also tries to



tackle the Hofstede theory with five crucial assumptions. He claims thahef of these
assumptions fails t he t heory woul d i nval i da
McSweeney wrote his article associate Professor Mikael Sgndergaard explained very clearly that
Mc Sweeneyds opinion was based on a wrong way

e Cul tur al values and behaviors need to be r
sample techniques used within IBM are representative. He explains that if the research
was about consumer behavior instead of cultural values McSweeney would harega st
point.

e McSweeney was focused on comparing individuals, while culture is about comparing
societies.

e Every culture includes subcultures, i ke e
see Hofstedebs worfkl ti nd oa s h inlgpseesenia camparaeux t .
English nurses with Danish policemen. It makes sense to compare Danish and English
policé&men. o

e "The IBM results were supported quantitat:i
in differel disciplines.d

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

authentic illustrations rather than documentations of the 3int.

I n short, Hof stededs research is one of the
research is famouslaver the world and is proven to be applicable in many different areas over

and over again. The researchdés origin is perh
on his research prove that Hof s tceltdra differericdse or y
bet ween two different countries or regions. H

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

In chapter 1 using figure 1, we already enhanced that this thesisonlgfecuson t he o6 cul t
and we wondét go into specific personality or
by collective mental programs and this goes on our entire livdsu ma n s , l i ke ot h
animals, are born very incompletely ppeogrammed. To be equipped for life, humans need a
period of intensive pr ogr alfffife iy oy is exacilyr s oc i



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

differentways.

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

the 60Onion Diagramo:

Figure4: The ©6Oni on Diagramé, Manifestations of Cultu
[Hofstede 2001, pge 11 | 37]

ASymbol s ar e wor ds, gestures, pictures, and
recogni zed as such onl y H%e20t/9 Qldfhegenspmbsishcanr e  t h
range from religious symbols like crosses or Budditatues to more modern symbols like
Mercedes, fashion sense and places that are p
however, are susceptible to change and are interesting for marketing people to keep an eye on.

Because of its changingnt ur e i1t i s the superficial part of

Heroes can extend beyond the grave and can be fictitious or real. They have to possess
characteristics that are important to a spec
Western countries theseroes 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-latd however but this is a whole

differ ent t opi c. |l té6s funny that these kinds of |

fRi tuals are collective activities that are t

e n d gofstege 2001 page 101 37Hq\vever, they are socially essehtand keep the system in place.

You can see this in the States where al/|l t he
graduation day. Ités also in the way that p €
weddings.

Values exist for anindividual person as well as for a group. Hofstede quotes Kluckhohn
(1951/1967) inhisbooki A val ue I s a conception, explicit
or characteristic of a group, of the desirable which influences the selection fvaitatde

modes, means a nldseERYree 3% Hlofsede ekptainssthatvalues are taught
young in |ife and are t herfemwtruealdlny nr elaati eodh ad r
systems of M 2% %r°¢3H i valses dan also be conflicting for people like
6freedomo6 d'AE* 28 ¢ &l Htlisiintportant to note that individual value systems

differ from social value systems. Other factors like religion also has a great impaedues.

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)

I n Hofstedebs book O6software of the mindo, h e
with internationally developed tools. The content must have been derived from various different
cul tures. | BM6s questionnaire was developed
after which it was tested in four. All the countries that were used thougre 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 culfigiRgde: page 3131314 1 14]

Power Distance, Individualism, Madouty, Uncertainty Avoidance, and LoAgrm 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
easilybe 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 evgrebvious. 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 stildl being chafed into Olpuethef ecti o
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 vatudgd 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 definitikno-fiegm
Orientation focuses on the deg the society embraces, or does not embrace;tknng devotion

to traditional, f'bGounaiesdvithtatighldntemmaoprientationuesect O
tradition and longerm commitments are valuable. This dimension was discovered later on
becaise 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 Hofstedeods research i*h Asian countri

The entie 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
cal cul at ed i nto a O mean scorebo per bsgeuesti o

www.geerthofstede.conThe 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 originateout 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.
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The VSM has evolved throughout the years. VSM80 was the original questiowhécie was
mostly constructed of 6édaccidental d I BM quest:ii .

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

We chose to include the (perhaps too technical) formulas iAghendix B: VSM94 mean score
calculationand Appendix C: VSM94 formulaso that it can explain the different outcomes in

this research. To help with the VSM we contacted the son of Geert HofsteddaGétvfstede.

Having coauthored 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 Egetltisht 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.hBmiols: the Excel sheet and the ASP tool can be

ordered through contacting the authors by email.

Now that the tool for measuring Hofstededs <cu
the different dimensions in detail. In chapter 4 the sametsre will be used to explain the

teaching case.



2.3 The cultural dimensions

To academically analyze the teaching case we are using the different dimensions of Hofstede
alongside with the VSM to invigorateeepthe rese
same sequence when talking about the different dimensions: Power Distance, Individualism,

Masculinity and Uncertainty avoidance.

AThe four di mensi ons considered her e (PDI ,
problems which face any humancedy, but to which different societies have found different
a n s w é# Ehe dmensions are used to explain:

¢ Different ways of structuring organizations

o Different motivations of people within organizations

« Different issues people and organizations faitkin society*?

We wi | | now highlight Hofstededs research whi
6Cul tures C REditiengoti 2000 dnstldis reised version some outdated data is
filtered out and it has been restructured takenroom 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 rewriten and summarized.
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2.3.1 Power Distance Index (PDI)

AThe PDI focuses on the degree of equality,
soci®Cywntries with a |l ow PDI, Ilike all Scand
have a strong hiarchy. 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 clea
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 inequalityis accepted. Hofstede explains that inequality can occur in different areas of
society:

Physical and mental characteristics

Social status and prestige
o Wealth

Power

Laws, rights, and rules

[Hofstede 2001, page 80 | 37]

These inequal it hawesto gbdogeiher. Hofstede slab@rates that athletes can
have a | ot of soci al status and prestige bu
Businessmen can have wealth and power but no status in some countries.

Hofstede explains that thisinequal y i s mai ntained by two force
6overall equalityo. The first tries to elimin
wealth or something they dondt have yreankslithe
against each other.

Every society attaches different i mplications
determines a personds rank in every aspect of
very much in place and is pretgrmined by your ancestors. A beggar will remain a beggar and

his son or daughter wil/ also be a beggar. H
ext endedMFEMl1P%3%¥ay ery country has i tEsglandwn vi e



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
Ounintegrated groupsd,s whiec hd pBah aarhrsa@dn n(alnBea9 )a f

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 programmings$hendhis
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 éndt e i s O monol i t hi s mod
controlled by few peopl e. And on the other er

many different groups and leaders which one can join.

Whyte (1969) explains that when one person holds all the powerlibedswate 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 netéafaee confrontations. Even when there is
no need to fear the boss suboedines st i |l |l wondét feel comfortabl
this in a Venezuelan example of Why#&'stede 2001 page 85 | §Tntstede continues by copying a
quote that Negandhi and Prasad (1971) made about an Indian executive that was edtizated i
United Statesi What i s most i mportant for me and my d
the company, but whet her the Masterbés favor
saying Ayeso to everything t timishkbdookt feranotkeay s or
jobé. 1 left my fr e(Najandhi aodPrasad doffP 2P ReB64t on. o
I ndia and Venezuela are in de top of the most
Being afraid has to do witthe 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:

l.autocratic (Atell so)

2. persuasive/ paternalistic (Asell so)
3.consultative (fAconsultso)
4

. democatic (majority votes, later changed to conser&g&je 2001 page 85 37]
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Type 1 or 2 situations warrant more fear (to disagree) in the subordinates as 3 and 4 does. People
that are 6afrai dodé prefer type dusuallyprefergypet3uat i o
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. Peogleat ar e o0l owdé i n the org
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/positia 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 arenot very educ atpeople that bave Rjaduated iatl d be
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 wheireRDbwiew inequality as
an evil force. This results in hierarchies be
ASuperiors are seenThaway isegualgyris walued plsrhasoanlarge 0
influence on the way the use of power is ‘eallfo'stede 2001 page 97 | 3fpq\yerful people are
expected a certain way depending onthe PDIl. InaRdwl country you canodot &
would not be accepted. Conversely, i f you wou
not be espected. 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 lespowerful)

5. expert power

Hofstede surmises that 2 and 4 are used more often irPiiMjlcountries and 1, 3 and 5 in lower

PDI countries. When something goes w#bDIng t he
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countries whereas the system is blamed in low &iDhtries. Hofstede highlights Negandhi and
Pr as ad o8t 2Plgage 10513 dsearch in his book to prove tHgstede 2001, page 97 37]

As mentioned before our childhood years will form the rest of our livegS.h i | dr eRDI i n hi
countries are socialized to hard work and obedience, whereas ifPWwcountries they are
socialized mor d tt dhaisn dae pheungdee nccoen.sbe guence on t |
PDI countries children are allowed to question and contradict themtpailehey are taught to say

6nod very -BMcolnyriesexpecttheinchildren to be independent sooner afbigh

countries do. Being this independent results in them not asking their parents for advice but more
leaning towards peers and relying their own judgment. Schooling systems also affirm this in

the teacherstudent behavior. In higRDI countries the teacher is expected to know all the
answers and be a O0G®RDUOLthHhIiB Ccomdtritde wiaske lho:
guestioned. The teachstudent behavior is tremendously different between the two extremes.
High-PDI countries show a lot of respect to their teachers whereas in tHeDbwountries the

line between the two parties is very thin (more equal). A lot ofarekehas 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 9801 | 37]

A companies structure varies a lot per country and thus per PDI. The PDI has an influgrece on
amount of hierarchal |l evel s within one organi
of power 6 while the Danish (PDI 18) tal k ab
organizations also appear more often in-B¥ countries whicheasults in equality where the
subordinates can also be right. Anot her aspe
subordinate without losing prestige. Roles are more setup for convenience reason®idi low
countries. High PDI results in managérdhi nki ng of themselves more
makersd6 and | ower PDI managers view themselve
and orderlydé6 manager. Hof stede uses the resea
PDI levels wha it comes to eight sources of guidance:

1. formal rules and procedures

2. unwritten rules

3. specialists



subordinates
others at my level
my superior

my own experience and training

© N o g &

beliefs that are widespread in my country

These sources of guidance indicate wrermgloyees 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 higRDI. Hofstede concludesfi i n -PDi golntries middle

managers reliedess on their own experience and on subordinates and more on formal rules
when solving sucHSEVREPELEEY probl ems. i

PDI also tells us a lot about decision making within a company. Workers irPRiglcountries

tend to appreciatcentralization of decision making while workers in{B®I 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.

APl uralist relations tend to be pragmatic and

potentialforb ot h very positive and very negdt™ove fee
2001, page 104 | 37]

Schmidth and Yeh researched the |I mpact of us
(MBO) techniques in other countries. This means thatlkgecbve 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 casemRbhigbuntries. HighPDI

also correlates witlthe amount of criticism you put up with from your boss. As long as he
outranks you it can just be seen as O6ébad | uck:
if people are pushed to the limit.

If you have it, flaunt it. The way superiors upgavileges in highPDI countries is widely

accepted. Status is supposed to be shown and



proud if their boss drives a big car. On the other extremePDWwcultures everybody should
again be Omdystoluldhava mare pnivileges 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 SR 2001 page 102
105 | 37]

Hof stede al so di scusisteiszdrhée b wtl eweofwidlalutlheav ¢
discusses the relationship of PDI to political systems, various regimes, taxations, freedom of the
press, corruption, labor wms, consequences for populations and their relationship with the
political power. We do want to stress the dif

low PDI countries as it influences informal talks amongst rsiti 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 differencesapezam 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 Netherlan@ihe Northern part of both countries is predominately
protestant while the South is predominately C.
when it comes to culture. The dominate religions in India (predominately Hindu) and Pakistan
(predomnately Muslim) are a sensitive political subject, you can even see this in the cricket tests
they play, both countries cease to a grinding
all believers are equal to God. This has led to a tremendauglst between religious groups.

Thecasts y st em does not fit the O6egalitariand sen
[Hofstede 2001, page 14135 | 37]

Using regression Hofstede shows that PDI can be predicted by: latitude, populati@mdsize

weal th. This of course isnodot the case for eve
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 cstamoes. 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 sensfe 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 seesohiimerself as less
dependant than the generation preceding them. There are also many movements seeking

emancipation, independence and so'ff'ede 2001 page 1211 37]

2.3.2 Individualism and Collectivism (IDV)

Traxler (1995) made a distinction between ammiged and disorganized decentralization of
industrial relations. In Angk®axon countries like the US, UK, Australia and New Zealand
disorganized decentralization took place in the eighties. These countries radically shifted from
collective industrial retions towards individualized employment relations. In Wedkemopean
countries, like the Scandinavian countries, Germany, France and The Netherlands more
organized decentralization took place. These countries shifted towards individualized
employment riations 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 Netheslafdring the

fourth pl ace. I n Hofstededs analysis I ndi vi o
Al ndividual i sm focuses on the degree the soci
and interpersolfial relationships. o

IDV fi d e s ¢ he rélagianship between the individual and the collectivity that prevails in a
gi ven sMeE% 8% Re 2 | 3t is about the way that people live together and the
consequences for their values and behavior are huge. Being individualiseen 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 thaelivn flocks/groups (gregarious) and species that predominately

live alone (solitary). Humans are definitely classified as gregarious but the intensity of it differs



between societies. You can see this by looking at different family structures. On ongoband
have the O&édhusband, wi f e, and childrend type
have an extended type where it also includes grandparents, aunts, uncles and cousins (patrilineal).
Family size can also grow with marriages that are arrasgeatat your family gets extended in

that way (matrilineal). Hofstedgo'stede 2001 page 210 [ 3ghantions that Blumberg and Winch (1972)
supported a theory that the nuclear family originates out of hunter gathering societies and the
extended family ouof agricultural societies. The latter has less need to make specific friendships
than the first because they have strong traditional socialtg%!e 2001 page 225 | 3fyodern
industrious societies have gradually grown to nuclear families yosemathis 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 Iwpkobably 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 thategahre taught. In some countries the
groupobs wel |l being i s the most i mportant and
Benedict (1946/1976) researched societies being ashamed versus guilty if an individual does
something wrong. The fitglow 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 $&dl) (1
researched the way that societies discuss:domiext versus highontext. You can compare this

with words in sentences that can have different meanings when the context is different. Low
context (high 1 DV) c¢ommuni aaanythogupitoxchance Hgh e x p |

context (low IDV) is about reading between the lines (self evident) and making links to other
materiaIS[Hofstede 2001, page 212 | 37]

AMor e coll ectivist societies cal l for great
or gani zMgf2PEe 23 3Bizioni (1975) sees a difference in workers values, they can
be O6cal cul ati-veVW) ionrv od meda KINW. @s ase ltas te @odvith( | o w

the size of organizations, smaller ones are moreeprm have morally involved workers.
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(Ingham 197(@lotstede 2001, page 105 | 3fha \ySM 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 indilgdah This difference is
important because an individual can still have self oriented as well as social «oigsted
personality traitso™stede 2001, page 206 | 3{h/ correlates with outcomes of many other different

researches.

Hofstede comesup with another onéner to define individualism and collectivism:

Al ndi viduali sm stands for a society in which
expected to look after him/herself and her/his immediate family only. Collectivism stards f
society in which people from birth onwards are integrated in to strong, cohesivgaops,

which throughout peoplebs | ifetime continue

| oy alflofpteqp 200p page 225 | 37]

As in all the dimensionsamily is important in transferring values that have to do with IDV.
Children grow into a family withogtoem®+i cEhia®n
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 conceptin adifferent view onnothére ad o
people. Friends are chosen instead of predetermined by social status andifaindyl | ect i vi s
societies have ways of creating familylike ties with persons who arbiolmgical relatives, but

who are socially integrated i n e &gsr of ufi§*ed§ 200t Page 228 I 3fligh_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 | ewlve t he
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 priva@V high
countries have a lot more need for privacy. Importance of hgrisamore important in loviDV

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

Saying 6no6é is impolite and is replaced with



Saying O6yes0O anheanmg, ih @as alsa justl mefarf that they heard you instead of
agreeing to it. HigHhDV countries speaking ones mind is considered a virtue. Confrontations
arendt avoided but seen as an opportunity to
important thing, even though if it hurts people. W families teach their children to listen

more to other peopleds opinions. 't i s more
di scussed amongst t he gr oum.is cahsidenedybada ip @reat s t t
contrast with high DV soci eties where it i s considered
OpiniOﬂS.[HOfStede 2001, page 228 | 37]

Sharing resources is also an aspect oflioW societies, this can result in families sharingith

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 mormydoing chores when they are young or

taking up small jobs. Family life in lowDV societies is more of an obligation. People, for
instance, will take a day off sooner to be at family events than people iiD\ghountries.

Talking amongst each other a¢so different, highDV has a higher tendency to avoid silences

and keep on chatting. LeWDV feels comfortable with silences, it is enough that they are dining
together. ThisresultsinhighDV conver sati onal even bwhleng 6ba
the lowIDV conversations are not compulsory and intended to transfer information or emotions.
[Hofstede 2001, page 229 | 37]

Negative sides of higlDV are that it is alienating other people and if everybody chooses for
themselves marriages and fé#yriife is far more difficult. However, lowDV can also result in
people being trapped in a group they canodt g
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 selfespect. Again defined, just like guilt, from the individual perspective.

Selecting a marriage partner is also tremendously different betaesnd 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 g@®ap in collectivistic countries. Within

these groups children tend to form their own groups in the way they were taught to in their

3¢



family. This results in subgroups separated in different clans or other ethnic backgf&Gifits.

2001, page 234 | $7Hinh-IDV countries tend to form new groups faster than-IBV countries.
Preferential treatment for belonging to a group is expected iADMvcountries whereas the
high-IDV countries look at this as nepotism and immoral. A collective group in clagisren
members keeping each other in line. In more individualistic groups this has to be done by the
teacher who also is expestaemPCPRLPRHS'K on the s
Speaking up in class is shun in collectivistic coustaad 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 Rifi/ country that teach in loviDV countries is to let a small

group diguss 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 theirestedm (achievement).
Collectivisticgroups 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 #Dhigjroups.

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

more out of their irgroup and workers are more expected to put the organization firstIBNgh
countries workers have their own agendas that have to match the organizatiomgn.win
Collective countries select from an-gmoup to redue uncertainty, they already know this
group/family. At the extreme opposite this behavior is not wanted by individualistic countries.
(Again seen as nepotism.) La®V also causes Hgroups at work because it is expected. The
relationship looks similar ta f ami | i esd® structure. | ndi vi dua
business transaction oriented relationship. (Calculdfif/gfde 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 thgraups. Outsiders are initially
mistrusted. For an individualistic country this is different, they are more willing to trust a

stranger.



Collectivism is particularistic (treating people éiféntly 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 busing§ede 2001, page 239 [ 3%4 ynderline the
importance of this we included the following quote of Hofstéd& o i n t he col | ect i
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 prevalil
over any personal relationshp sYoudcan probably imagine the consequences for businessmen

who donot 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 todass 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 liked be lead by a strong but fair manager that acts sort of parental. A funny
aspect Hofstede mentions is that predominately countries withIDMhare exporting their
management techniques like the US. Techniques like sensitivity training are not done in
cd lectivistic countries. You donodt confront

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 ciratances, health issues, political systems and religions.

For more information we refer to chapter 5 o

from the equator) are correlated with IDV.

2.3.3 Masculinity and Femininity (MAS)

AMascul i nit ydedreetha soeiety reinforces, loredoes not reinforce, the traditional
masculine work role model of Uhdaparedefmieiphasthee me nt

highest masculinity in the world and Hungary takes the second position. A high magculinit
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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 Netherlandsahdow

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 seha 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 ma
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 @tedtipg the

family. Hofstede discusses the theory of Margaret Mead that suggests that everybody wants to
achieve a O0sense of irreversible achievemento
this earth. Men <canot \dgoingtfdr bteer dechievemdnts.yMeddp pur
1950/1962]Hofstede 2001, page 138 | 3{}je 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 childHofstede sums up what men are supposed tdlaes ser t i ve, compe
t o u gOpposing the roléoughis tenderwhich Hofstede attaches to wom&stede 2001, page 280 |

37]

Because of the assertive nature of men and the nurturing nature of womemed 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.
Hof st ede al so argues that media and chil dreno
He also mentions the fact that there are magazines for women and ménatmae o bvi ous
soci a [fgsegegRt g2 &0 I 3peporah Tannen (1992) haesearched differences between

men and women in the US and found that in communication men predominately transfer
information and women use communicationdte x c hange feelings and es:

[Hofstede 2001, page 280 | 3§ha also shows #t both genders differ in the way they think, feel and act.
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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

|l ists the values that men and women attach toc
Aj ob cont entpluafnrde w aavhdreasi worgen valuel i ne€ e s pn a l rel ati
andfi s e c ur i t ¥t R RIHF ISP ofstede 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 dependantoccupations.

When discussing femininity and masculinity Hofstede refers tofitttto mi na n't gender
patterns in the vast major it yMEPE0hesalAnd adi t i
so shall we. Because some occupations @lalbeled 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 one 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 Oboys clubdéd women have t
business world. Women that are in management score higher on the MAS inderahalo

with similar jobs, this was a result of the IBM reseafdffede: page 125/126 | 14]

Hof st ede emphasizes the 1 mportance of involun
nationality and gender . Cveidiffedent@arcepgan°®e#h and |
page 286 | 37Hgfstede 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 indercreases. 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 salsertion!Hofstede 2001, page 289 | 33ih 5 the values between men

and wanen 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



2029t05059 year s) . Peopl e become mo rgerolse angmom | and
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 whildesl people are very suitable as people managers

because they focus more on the social P&fttede 2001 page 2901 37]

MAS is a unique dimension because it does not correlate with a countries wealth. There are rich
masculine and feminine countries. fei@de MAS index is supported by outcomes of various

other researches. He gives the following definition of masculinity and femininija s c ul i ni t
stands for a society in which social gender roles are clearly distinct: Men are supposed to be
assertive, augh, 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,cantedon
with the qlifefeioOtRe2Bf7 | jfe. o

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.

AFailing in school is al"%%2"%P¥e% Hragically Hofstetee s ¢ u | i
can confirm this by showing suicide rates of students in countries witiM¥gh In low-MAS

countries students umfttunately 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 beh&ades are not

seen as very important, as long as you pagss.he average student I's ¢
opposed tofit he best st ud@&fit 2 rye 3% IFiligh-MAS are. far more
competitive, depending on the IDV in groups or indiztly.

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 dondét have ddiiaspiede ctao(¢imaerinphanise :

& Hofstede 1998[j—|ofstede 2001, page 198 | 37]



Selfassessment in masculine countries is far more positive then in feminine countries. Hofstede
found thath Respondents i n mascul i ne llenbmonetoftenthan r at e
did equally skilled r e&PFERY %P M hismotds elofstedel ne ¢
also mentions that IDV plays a role in this fact.

I n the workplace women ar e e manciongs.d@$managerst owar
women tend to be more communicatitiel n f emi ni ne countries there
the manager role as particularly helfF2: the
page 313 | 37\jasculine societies havefdf er ent ¢ management hero type
aggressive. Conversely the manager in a feminine cultuieli®s ss vi si bl e, i ntui
decisive, and accust BHeE® P95 dhensirine culjures alsares e n s u s
more open to women in higher positions according to Hofstede. A weird fact of feminine cultures

i s that they ©O6undersell 6 themselves when they
Dutch (low MAS) resumes Hofstede found that the first overselts the latter undersells
themsel ves. The Dutch dondt want to brag and
Americans tend to exaggerate and use superlatives.

High-MAS countries dondot shun for confrondtoati ons
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 coardre better in industrial activities:

large volumes, efficiency and are good at produdingi g and heavy equi pme
c hemi @oistef;ie §f)01 yﬁge 317 37]

Taxation is high in feminine countries. People tend to look after everybody sontiey 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 sexuaVioehreligion and some historical

facts but we refer to the book for that.
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2.3.4 Uncertainty Avoidance Index (UAI)

AUncertainty Avoidance I ndex focuses on the |
wi t hi n t Heln teiodnemsiory Gréeceortugal 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 (scor®). 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 percentageregthto it, this makes it something

to keep into account. UA doesnodt have a proba
gives a certain intolerability for uncertaint
with statistics about aety levels and general perceived well being. Hofstede does not expect

UAI levels to change drastically per country in the foreseeable fiftgfgde 2001 page 145137]

Again using Hofsteded theory we wivdsWwehdve®c us s
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 rsaaceptable 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 weatherasteroids 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 {ff&tefeawerkennl
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 nobo@w ¢ell us the answer. Hofstede argues that

religion helps to accept the uncertainties on



Of course we are still talking about differences in this thesis. UA differs a lot between societies as
they adapt to uncertaies 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 govePf‘ﬂ’ﬁté‘ﬁt.

2001, page 146 | 3 hase values are again enclosed within a society and peojgle lmmmon view

on how to deal with uncertainty. One society

dondét have the same ment al progr am.

Hofstede mentions that UAI correlates with attitudes like: intolerance of ambiguity, rigidity,
dogmatisn, intolerance of different opinions, traditionalism, superstition, racism, and
ethnocentrism next to pure dependence on authbliffde 2001 page 146 | 3¢y will also go into

Bennett later on in this chapter as he discusses six different phasegrethnocentrism 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 arguiat 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,
meeings, working hours, and etcetera.

Rules are important to keep everything in placel he stronger a cul tured
uncertainty, the glfo%%g % e Y 5 lesmleochdve & scary impact e s . O
on people. Some ppte blindly follow rules without thinking for themselves.

AUncerawdindiyng countri es s'H¥RA2%LPHE9 | §fhesaukindss i t u a
of organizations try to make everything transparent and clear for everybody, the structore has

be clear. This can also result in people doing silly things to reduce ambiguities and perhaps
mouth of too soon at a ewmorker before giving him the chance to explain. Countries that have
weaker UAI are more willing to accept uncertainties and (unfamitisks 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 individual 6s personality, including pe
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2. The i ndi wworkprvatdife environment
3. The individual 6s work and organi zational e
4. The sociecultwr al , | arger environment in -wotkich the
life, and the organization in which he or she works are all embedded
[Hofstede 2001, page 149 | 37]
High stressturns out to be correlated with companies that have a strdagorientation and
provideemployment stabilityThese factors (in italic print) all come back in the VSM.
When Hofstede puts O6power distanced and Odbunce
shows 4 different quadrants which help to confirm and furtkela@ the theory. The heritage of
the Roman Empire comes back into play again and it also shows different kinds of clusters.
[Hofstede 2001, page 1521 3je  won ot di scuss all of the historic
to Hofstedeb6s 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, edcetar 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 latterismmt sui ted for this kind of patr
neighborél_-iofstede 2001, page 159 | 37]

High-UAI societies releases their anxieties by showing their emotion opposed t0Abw
countries where they do this through passive relaxation. iEnsoshould be controlled. Lew
UAI is more willing to change and initiate new ideas whereas-tighis more conservative.
Both take risks but lovwJAI is more prone to take unknown risks as well. LOWI is more
tolerant towards diversity instead of beiafyaid. Hofstede proposes the following dmer to

explain UA:A The extent to which the members of a
unknown sliofe§ 8% ProegRs3T o

Family life in high UAI countries is more stressful dteethe more emotional expression of

feelings. Children learn what is dirty and what is clean when they are young, this differs per



culture. This also applies to ideas and people whereas some are perceived as evil and others as
good. Weaker UAI can leavdihgs more in the middle and is open for interpretation. Their
worldview taught to be more positive, higgfAl 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!Horstede 2001, page 163 [ 3fhinh | yA| teacters have to be experts. You can even

see the difference in academic papers where-tiyhcountries usually deliver long and hard to
understand papers because they write it down very scientifically. HJBwcountries it is
accepted i f twehe anbwens. Plaidlanguade and clear terms are preferred. They
donodt sear ch f-0Al countriast therelisimore roonnfor bincogventional ideas.
Discussing difference in ideas is different due to this fact. Hofstede differentiates admévem
motivation: OhopAl ) oand ufce st PR Pieur!dls ( hi
Average duration of employment at a company also tells us something about the UAI.

Higher UAI countries like France and Germany focus more aailsletnd shorterm feedback.
Strategic planning is more suitable for kA | countries for they dono
PDI influences the power division within organization but so does UAI. The ability to live with
uncertainties also influences thmaunt 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, g\l countries are less suitable for this type of organization.

This was researched by Lauremt later also researched by Hofst&tf&tede 2001 page 1667 | 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 UAtiesurave a
different priority. He argues that an international organization should collect innovations from

low-UAI countries and develop them in highAl countries!Ho'stede 2001, page 167 37]

UAI levels will not equalize but they can change someéwdser time. As multnationals
introduce formal structures to other countries they will eventually influence the amount of

structure that people have to deal witfstede 2001, page 1883 | 37]

4¢



2.4 Gert-jan Hofstede

GertJan Hofstede, the son of Preger Geert Hofstede, is talking about synthetic cultures in his
book: 6exploring culturebo. Synthetic culture:
cultures. They are directly related to the 5 dimension of Professor Hofstede. Each dimension is
relaed to two synthetic cultures. These are the extreme manifests of value orientations on both
sides of the di mensi ons. Synthetic culture si
show do®® In his book Geran Hofstede explains all the ripetic cultures according to a
framewor k. These explanations are wuseful for
want to copy a complete chapter of Geran Hof stededs book into t
describing all the synthetic culture fites. 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 hgh power Lopow | extreme low power
distance distance

Individualism Indiv extreme individualism Collec | extreme collectivism

Masculinity Mascu | extreme masculine Femi | extreme feminine

Uncertainty Uncavo| uncertainty avoidance Unctol | uncertainty tatrance

avoidance

Long-term Lotor | extreme longerm Shotor | extreme shofterm

orientation orientation orientation

[38]

Gertjan Hofstede explains in his book that all ten profiles consist of the following parts.

Core value The core value represents the 'obses®f the synthetic
culture
Key difference This represents the key difference members of the syntheti

culture make when they are observing their social environr

Seven important elements The seven golden rules for correct behavior in this culture :
well in private life as in the work environment



Words with a positive
connotation

Words with a negative
connotation

One glance

Gender roles
[38]

These are words that members of this synthetic culture like
use and hear. If these words are used during a discussion,
extend the acceptability of somebody's opinion

These are words that members of this synthetic culture dor
like to use and hear. People who want to be correct, don't (
these words.

Language (interpretation, context), reerbal behavior,
stereotypesrbm outsiders, judgment from outsiders, behavi
in stress situation

The role of men and women in the synthetic culture
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2.5 Bennett

Chapter one outlined the six phases of®Bennet
These phses 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 Bennethiforesearch 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 diffeserBesides 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 otheculture 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
cu tures. A thing to watch out for is that inf
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 thag)@ph.

Minimization of differences

People do see differences but are making them smaller. Own perceptions are still leading and
uni ver sal and not seen as part of a ment al pr
your own culture and its oriig. 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 tbémer 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 shoufdagiantion 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 onmi@llsystem 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 cultdiresr exampl e coul d have a o6cul
a software engineer that stays in office. The differences in communication therefore within the
organization could vary a lot. Empathy towards younwowokers within the subsidiary is perhaps

even no always there. People could oversee the fact that there are still people stuck in lower

|l evel s of o6inter cultur al communi cative compe
not only talk to managers but make a representative selection of tpeacarmy 6 s wor ker s
to talk to people with different phases of 0&i
theory is far more complex as we have highlighted it in this thesis. We merely use it to have a
language to distinguish people workingann or gani zati on on their o]
offshorecewo r ker 6. Bennett is a study on its own a
Extensive study and inquiries would be necessary to truly be able to say something about the

different phasg throughout the organization.



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 possibletoward t he f i nal stage of Bennetds pha

Bennett as well as Hofstede argue that i1t 1is
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 anotheP¥acnud ttuhree. b Tkh eé HInvd Ut @
Hol IPwéée entertaining but nd% Tredistgw babks,as 6L
helpful as they were, did however contain strange notions that did not appeal to us. This however
does not mean that another Dutch person woul d
and has to do with how you were ralsén explanation could be found in the fact that the first

t wo books were also a | twa$very leipftl bezausedtalsogat i vi n
into the facts on how the Dutch culture originated. It talked about Calvinism and other typical
Dutch things. The followup 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 sé&¥Bisal boc
book is written out of @ 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

di scusses the many aspects of | ndicaasltiek es yrsetlen
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 maiffeint 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 peepht 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.



3. Case study: SSA Global

AWhat 1is the i mpact ofitel sof &wadlethéipeev2eheo e sne a
theory about cultural dérences 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. Othercompanyidr mati on ( memods, websites, etceter
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 clipter 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.

e Interviews were anonymous. (political nature and sensitivity of the research all)

e Initial draft questns altered along the way to reach moredepth and reduce
redundancy.

e Wi th selecting the I nterviews t he di ffere

compet enc ydwere Bleninteacdoynt.

In India the max amount of interviews per daysw®, 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. Thigas 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 {rased inthese interviews. A list of the

functions:
India The Netherlands
4 Project managers 2 Project managers
3 Software engineers 8 Software engineers
1 Warranty manager 2 Team leads
1 Senior Quality analyst 1 Senior developer
1 Senior Business analyst 1 Business analyst
1 Senior Consultant 2 Managers
1 Development manager 1 Software architect
1 Quality assurance engineer/analyst 1 Development manager
1 Principal architect 1 Discipline manager
1 Resource manager 1 Resource manager
1 Vice president development 1 Director (PRO)
1 Director (PRO)
2 Senior managers
17 interviewees 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 levelshef 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 questionsre only used as guidelines during the interviews. As all the



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
beause 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 prefdsl an informal
meeting, because the interview questions were sensitive. Especially, in India the interviewees
didnét know what to expect from the interview
ambiance was created to win some trustciigate this comfortable ambiance, the first 5 minutes
of each interview were used to:

e introduce ourselves

e get some coffee or tea for the interviewee

e explain the purpose of the investigation

e emphasize that we are working independently of SSA Global

e emphade 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 educaturse P

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 researcheds 3SA 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 bitereged 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 mby included in the interviews to:

e warmup

e win some trust

e 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 betwesTsivers,

which is easier to start with than-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 bthakice 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,wasido yebtiep to wor k i ndiThkisddemad cowd b@useful n a
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 idepth questions were asked. Thed@pth 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, languages bend some
technicalbased 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 wasked 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 wasugh 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 anted 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.



3.1.2 Data gathering & analysis

Interviews
The data we gthered 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 intervievoukas wut 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
reearchers 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 thing®that 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 reddateais 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 stly and gave permission to publish it.

The 38 interviews of approxi mately 1 hour pr
needed to be analyzed. After working out all the interviews a selection of the most important
issues that came up during tikerviews 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.
Forthe 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 issuesilcbbe 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 uséd 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 issusedmhied

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 tunows. The description for the example

abovewasiambi ti on and need for promotion in a mas

When the issues were reviewed for the second time certain categories were recognized. The
issues all could be divided into 5 groups: organizatiamanagerial, 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 applitatii t 6s easi er to
After this transfer the writing of the case s
the case study and the O6di mension columnsé w

could be written without any praglices 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 eofluwas 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 col umn, so | ater on itdéds was <cl ear which |

In chapter 4 an andis 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 aboidetistuds

using the Hofstede theory.



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:

o digitally it wasimpossible to guarantee 100% anonymity to the participants

o 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 takesthime 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 anceensu
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 harddans one t o f i | | It
anonymous. Hofstede also emphasizes anonymity in his VSM. QuestiénH8w of t en do
feel ner vous Gasragdocexanple that it coubdrbd @&vkward to answer this if it

could be traceablé”

Company infomation

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 FRantepresentation 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 sjuByring 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 diffenat 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. Thelding was completely aiconditioned, 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 thdfdrent 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
busness 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 busi n ersesfor sevelatweeke we
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.
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3.2 Case study SSA Global

SSA Global approved the castudy. 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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INTRODUCTION

Multi-site software development is increasin
so companies need to find a way to std
attractive for customers on the highly
competitive markets. Globalization create
opportunities for these companies toft shi
work from their homeountry towards
foreign countries. In the software busines
shifting work towards lewage countries,
offshoring, has become a trend the la
decade. Software companies have started
develop software on multiple locations on th
gobe, simply called: global softwarg
development. But what exactly are th
benefits of muksite (or global) software
development? Multiple factors can b
identified as the main benefits of globg
software development.
Cost reduction probably is the most
recognizable factor. Shifting work to-low
wage countries provides incredibl
savings on personnel costs.

Proximity to the market provides a bette
understanding of customers and loca
market conditions.
More resources provide opportunities t(
quickly crate flexible team formations.

zones are covered. This factor also
known as Oround th
Wor of ol l ow t hdd su

A time to market improvement as all timg
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e Create opportunities to be more flexible

on capitalizing mergemand acquisitions
wherever they present themseles.

Multi-site software development looks too
good to be true, if we look at these benefits.
But why isndt everybo
some are successful and some are not? What
kind of collaboration/cmmunication 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 parof 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 mulsite sftware development.
The cooperation between these two

dy ¢

subsidiaries has been successful for years, but

of course issues are unavoidable. We, Daniél

van Hilten and Wouter Volkeri, are both
attending t he Master
Busi nessd at rsityhie The e i

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 stud
The first part of our research took place in
India. In March 2005 we traveled to
Hyderabad for +/ 20 indepth interviews and
worked in the subsidiary on our research. This
way we also had a good chance to observe
dayto-day life in an Indian subsigiar
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 sel ected becasies e
software development investigation betwe
India and The Netherlands. We have done as
much as possible to stay non partial. Indian
and Dutch opinions were weighed evenly and
the, Indi ture, Qusto n uette were
T A
To" avoid® a sed oplnlonoalb 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 Wwe
saw the driver holding up our sign. First

major differences were of course the weathe
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 ou
guesthouse we finally arrived. We were tqld
that they number their streetand it can

happen that there are multiple streets nam

6 Road 146. For 6.5
apartment among the local civilians so W
didndt only get the

side, we also experienced -tdegay life.

Doing our grocery shopgn going out,
seeing the sights and meeting new people
got the chance to see more of the India
culture. India is an enormous country wit
many different languages and customs th
can differ from East to West. One canno
really say that they have baeindia 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 i ntervi ews. Oof c
travel far so we commdteveryday by train.
It is a huge contrast with the Hyderaba
subsidiary. A couple of very sober lookin
buildings without color, no beautiful gardel
and a little dull. Barneveld is a very qui
community in the center of Holland. With
50.021 inhabitants n&d 177 ¥ square

kilometers it is a little smaller then Hyderabad:
260 square kilometd¥s So why did we think
it was more crowded in Hyderabadw

population is approximately 7 millishThe

[(opp—a
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—

total populationin Holland is about 16.3
million![4l

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
enginers. 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 dondt you | ike about
coworkers? 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 ore th
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 ITpark
Hyderabad

0 uOQusdeiver watked dboud thedhistoryhoA RAAN t o

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 dondt know a | c
of BAANwereferyoutb he t ext box 6 Hi

on BAANG.
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History on BAAN

In 1978 Jan Baan founded the BA|
Company. During the years between |
and 2000 the company became a ¢
leader in Enterprise Resource Plan
(ERP) systems. The company was glo
selling ERP ystems to big clients, il
Boeing and Rolls Royce. In 2000 BAAN
Europebds second | a
just behind the German company S
Nevertheless, BAAN had difficulties
financially managing the company. T
reported seven consecutive tprr losse
and were facing bleak prospects. After I¢
the companyds CEO
became worse. In August 2000 Invens)
UK company, took over BAAN with tH
objective to turn the organization arouy
They came up with three main objesti\(1)
breakeven within 12 months, (2) resti
customer confidence and (3) develo
platform for growth. Invensys reduced la
costs enormously by downsizing
organization which resulted in a h
number of layoffs. They tried to make
company halthy again and succeeo
Within a couple of months BAAN w
profitable again and the quarterly rep
were predominately in black printing insi
of red. Invensys not radically chan
BAAN, but just improved the proces:
where they were needed. Tbis company
saw BAAN as a good investment. For
company workers the introduction of |
Oresource pool 6 p
serious change in dayday life. In Augus
2003 Invensys sold BAAN to SSA Glol
an ERP vendor with over 13.000 custor
worldwide.

SSA Global which stands for Sys]
Software Associates was founded in 19;
Chicago IL, USA. They started out with tl
main product: BPCS (Business Planning
Control System) in 1982 and grew fi
there. In 2001 SSA started to acq
different companies worldwide to creat
better worldwide coverage. After SSA {
over BAAN from Invensys they doubled |
companyods si ze. At
developing ERP software in Barneveld
Netherlands and in two Indian locatig
Bombay and Hydabad. SSA Glob

radically redesigned the organization
again layoffs were unavoidable. More
started to shift from The Netherlands 3
USA towards India. The Bombay off
closed in June 2004 and every Indian ag
was shifted to Hyderabad, gezond larges
IT hub in India. SSA Global launched
BAAN ERP product as the SSA ER
product which underlines their strategy
modernize, integrate and enha
functionalities for its customéis.

Baror wan Magellstast 89

Figure 3: Office building in Barneveld

SSA Glbal

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,
BAANOSs ma i AN o i n
Barneveld s to
delegate their work td
Indian subsidiaries. ThisGs
relationship betwee ]
both sides was explaine
by an Indian manager a
ol say, .you 1 stenod
Barneveld 6ownedd all t he
package and all projects were lead by Dutch

project managers. AftSSA 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 politicalissue 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

Sl
]

forward faster
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that influence the collaboration in msite
software development between a Dutch arf
an Indian subsidiary. The fact that ownersh
is shifted from The Netherlands towards
India makes this case even more interesting
read. It could help the reader in making
tough decision. Shall I move ownershi
towards my Indian counterparts or not? Ho\
will it affect my business? What happens
my workersd behavior
| keep my current quality standard?

BAAN versus SSA Global

While Invensys was more keeping an eye
BAAN as a big brothe§SA Global wants to
have complete control. In the interviews
workers were asked for their opinion abou
the differences between the old BAAN
Company and SSA Global. Below th
different opinions are summarized an
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

BAAN used to work as a line organization i
which the workers only had to report
vertically to their superior. In the new
situation workers have to report vertically t
their superior and horizontally to their equal
In this way workers are more consciousitabo
ot her wo r k Softwaie eagineers
are communicating with each other abol
critical issues. Since the new organizati
multiple communications happen more ofter
but this also creates gaps. You now have
discipline manager and a project ganhm

BAAN workers had little or no insight in
ot her wor kersd acti
was wor ki ng on t he
domain). This resulted in a situation whef
too many workers were hired within thq
company that di dntbet
companyds objectives
the interviews that some workers were paid

d Perhaps this was a result of thecalted

p 0BAAN culturebod. I n this
5 more important than cash. Asdoas all the

to company workers were satisfied in what they

a were doing everything was alright. The

b company workers perhaps got too much

v freedom in their work. Workers from India

[0 were visiting The Netherlands and the other

avay atound \withositi adsmesifie goéértethm ¢ a n

| ead indicated. Of course
faceto-face, but you can also exaggerate. In

the current situation workers only are allowed

to visit the other side for a specific reason.

on The trip has to add value, like a knowledge
transfer (KT). Tis example shows that

BAAN was focused on the people, while SSA

t 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

y this difference, because they used to be
treated with a lobf 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 BAANGs da

The third change was athgdaouched 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
t hem. The word O6superior
sound, but this relationship between two
S Pafiéssis vey jconom irc they wayle of.
h  offshoring. After some years the Indian side
asked for more ownership, but the Dutch
held back a little bit. Can they handle the
D complete ownership of a module? What
5.  happens to the quality? And will more work
be shifted towards India tifiey do a good
Vi jpb? §lse.Americans had fewer problems to
it shift the ownership towards India. As long as
bn the company makes enough profit everything
, is going well from the American point of
a view. One Dutch manager indicated that
subsidiaries have to fighteggy 6 a pi ece o
pied (as in workload) the
Vities because everybody
r SSA0Glabal idanadykiry mldtide requlss @ is
e reacting quickly on them
» things are changing quickly within the
c organizatiob. uThey am rclesing lacquisibions,
. shiiiogrownership ane ehamgyigoadsaquicttly i n
o when they see something that is not

do nothing, these wo

r kyeneratingceonough dashb Ehis @pproaktheniakes
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the people within the company insecure

because the next time it could be their jo
that 0s di sappearing.
case on the Dutch side beeatiseir labor
costs are substantially higher than their Indi
counterpartsBaan used to be more product
driven but is now solutiedriven. Americans
are more tojglown oriented and act on hard
numbers. They are also not hesitant to sh
work/responsibiti y t o Hyder &
better then they just do it.

BAAN was more focused on following the
rules, which resulted in slow decision makin
That s why the at mo
more relaxing and people were not worrie
about losing their job.

BAAN perhg@s made it too easy for company
workers to extend deadlines. If something w
not finished on time, they just extended th
project with 2 weeks. SSA Global is very stri
with deadlines. You have to finish the wor
before the deadline even if that meaas$ th
you have to work at night or in the weekend
Especially in The Netherlands softwar
engineers were not positive about the short
deadl i nes. They unde
too lenient, but some currently think thg
quality of the ERP package is desirey due
to these shorter deadlines. Software engine
are sometimes rushing up development
finish the task on time.

Nevertheless, not all workers experience t
changes as negative. Workers are also satig
with the new work approach. In India 4
project manager said that the shortg
deadlines are more satisfactory, because
company?os customer s
Other Indian workers were enthusiastic abo
the fact that the Americans give them th
opportunity to work in different areas. In
cortrast with BAAN, SSA Global is able to
offer nonERP projects, which needs othe
technical skills of the newest technologies.
general, Indian workers like to work orn
challenging technical projects. Figure
displays the product line of SSA Global. A
mentioned before this case is only focused d
the ERP part.

Furthermore, the fact that the company i
profitable gives the workers a good an
satisfying feeling. A Dutch intervieweg

commented that BAAN would have ceased {o

exist if they had continued likeyhdid. New
innovations and technologies were alwal
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priority number one.
be profitable. An Indian manager indicated

tAah BAAN was onepohthet firstcta ddapt tb y

Unix back in 1980 and always was very
innovative. With the eyes moreised 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

b alowly hedddd for baniduptcy like BAAN was

for quite some time.

The organizational structure

at BAAN was

Now that we know more about the changes
that happened the |
into the organization. What is the
organizational structure of SSA Global
(BAAN domain)? Are the structures of both
subsidiaries similar? Andhat 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

Sidedi8 &lmodt &indilar. THeStuctUFeehBsthéen b €
presented as being the same at both locations

but a Dutch manager mentioned that in India
is a sub
the formal structure. In Hyderabad some
managers have more responséslithan in

The Netherlands. Actually, this structure is
not predefined by SSA Global, but has

ast

I' that leads the entire operation,
the Netherlands this responsibiligydivided over
Mbr&peoped 1 € sati sfied

fiedappeared during the years. In Hyderabad they
have appointed a very strong charismatic man
in The

y'S

It
e SSACPM

SSA SSA SoA SSA
. CRM SCM SREM PLM
4 SSAFM  SS5AERP  SSA HCM
S
n S84 TECHNOLOGY ARCHITECTURE
S5
{ Figure 4: SSA Global's product liné”

Another difference between both subsidiaries
is that CCMI (Capability Maturity Model
Integration)l 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 CMM

aspects of those areas. A software engineer,

for instance, that is working on the financial
packagéor a couple of years knows all the ins

requires a lot of formal documents and
guidelines.

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 nemati
influence on the resource pool is the
knowhedgé bfethe 2resqureea mamager. 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 indicatesatththe
managers donot have
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 developmentn Ithe
interviews some engineers even called the
softwared0 t h e i. The besobrgedool also
leveled out all ownership of the modules,
because none of the software engineers has

During the time that Invensys took oveq
BAAN, they made a significant change in the
way projects were executed. Invensys
introduced thd r esour ce pool
they took over BAAN. But what exactly is the
resource pool? The resource pool is an
initiative that provides more opportunities fof
using the software engineers more effectively.
Normally, a software engineer was trained fo
become an expert in one module, e.g. the
manufacturing module of the ERP packagg.
The management of Invensys was looking for
possibilities to make the software engineqrs
more agile and flexible. They provided
opportunities in the form of trainings to help
the software engineers grow into othe
modules. In this way the software engineers
are useful for different modules of the ERF

mu c h

—
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package. You can pufl respohsibiliyrfoe ehe maduecasyinore. omeo n e
6pool & and it doesndt engredarst said tha thy msogwaeel hashao t o
select for a project. In reality the teee negative influence on the quality of the ERP

pool di dndt wor k outl package dwee ltol thea tack o of dfunctignalt o 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 |i
changing, they have to update theimsott.

Thus, it is not predictable. In that way, it is
easier to make software/test engineers magre
flexible, because the idle time will be less. Hor
instance, if 30 software engineers are working

knowledge. These last two issues were also
explained in a company memo:

OA common objection
software engineers) to the rescurce pool
organizatt model is that it treats all
people within a specific skillset or domain

on o6financed and 15 as equal in their knowledge of a codghase,
6di st ri hthougho thedworklead at and thus breaks the ownership of code.

0 ﬁ! fS: r ij bl;t iOO n 66 fi_ s myc The risk is that this will leacc ®&n be
S | e r m I nanege H H H |
would be~ more difficult with fixed groups. Ic?eXperle?Ced peo;&lee tghanglr;g_té?()jde tﬁe@
Thatdéds why they are |t On? u n ceatings qu ydi o2&
multi-task people. problerad?]

It used to be good to be doimabased
because everything had to be developed; npw
that the product is maturing it is no longef
needed to have sub domains. It is more
generic.

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
Technically, all the software engineers gre domain expert, while the majority of their
capable to switch between different modulgls, Indian ceworkes like to learn more about
but it 8 sultte enmdsrstartliall the |c different areas.

business aspects behind the software. If ypu
want to use a software engineer in different
areas, they need to know the functional

6¢€



The projects project managers, one on each side. The
other manager roles disappeared or are

Having discussed general information abolit replaced by team leaders (team leads).
the company, the structure and the resourgce

pool itds time to ([start t a oo about the
collaboration between the Dutch and the ERPIn Project
Indian side. How are workesa both sides

collaborating with each other in a project?
And what are the project managers
communicating? Before these questions cpn
be answered itds 1| mpor
of projects exist within the organization. SSA
Global decided to divide the projects into
smaller projects. Normally, BAAN wag
releasing a new version of the ERP produft
periodically. SSA Global prefers to build
service packs on top of the existing softwane. : : :
The customers get the opportunity to update Communication among different teams
their software every cdapof months and
therefore donodt hav
implementation of a new release. You cou|d )
say that the company used to work with the (NL = The Netherlands, IN = India, Tx =

famous waterfall approach, but changed over T €@ms | eaded by oteam | ea
time towards DSDM. [www.dsdm.com]

At the time of this investitian the service
pack 1 project, o]
Il mmedi ately after
project SSA Global started with th
devel opment of servi
Both projects were mainly lead by Dutc

Project
manager

Project
Manager

kind

friggre S:\praject gvisiof o r a O6bi g bangd

In figur_e 5, you can see hoyv the
a £ommuynigation wprks betweery bpth sidgsh e d |

i ni shing t he O6matri x0o
The main difference between a manager and a

c &eanplgad js that the tggm leadyis @ SOUWRE u s & .
engineer withmore responsibilities, while a

project managers, even though th manager n_ormaIIy is prim_arily _ busy v_vith

subsidiaries are equal. In India they said thig is Managerial issues. You can imagine that if too

because there are more appropriate tools pn Many managers are meddling with a project

the Dutch side. On the Dutch side workerg this will result in complicated situations. All

think they are leading the projects due to the have their own view on how things should be

old 61 say, vyou | i st ®anged SRAGGlobg attacked the, pigblem ¢ e

current situation can be dabed like George by reducing "the number of managers

Orwell said in his book Animal FagnA | | | a sighificantly. The main advantage of working

equal , but some ar e |6 a§huteamdeads ingteaq of managers is fhat

The Dutch and Indian project manager megt the software engineers .feel less submls_swe,

up faceto-face in the beginning of each because the team Ie_ad is a softwa_re engineer

project to write the conceptual project plari. ftoo.EspemaIIy in India s_oftware engineers see

Afterwards both nmagers work out their it as a good opportunity to grow into the

own part of the project in detail based on th organization. Indian _workers see it as a step to

conceptual project plan. The workload of the Pecome a manager in the future.

projects is spread among the two subsidiaries. o

Both subsidiaries are developing about 500 |f two subsidiaries have to work closely

of the project, so they need a lot o f[oggther issues are unavoidable. Durlng t_he

communicationto keep both sides; on the inquiry these issues came up. We vv_|II describe

same level of quality, on schedule, etc. Npt them right now and start with the

only the project managers are communicatirjg, °rganizational issues.

but teardeads and software engineers also

communi cating inten

too many managers were involved in this

process, tich resulted in all kind of issues. |

the contemporary situation there are only two

ivel y. I n BAANOGs days



Organizational issues

CMMI level 5

In India they want to standardize thei
processes to facilitate work. At the time d
this research SSA Global Intiad CMMI
level 4, but planned to achieve level 5
August 2005. One of the Indian manage
explained that CMMI is important for them tg
be an attractive company. In India CMM
level 5 gives a company a certain status 8
thus attracts software engineard alients.
Furthermore, the Indian subsidiary is workin
on norERP products of SSA Global. Hence
they have to work with many different
countries and thus seek normalization ¢
processes. Another manager in India said tf
the subsidiary in India wantsite 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 tha
India is pursuing CMMI level 5 has itg
positive effectsbut also has a couple of
downsides. A Dutch project manager brough
up in an interview that he sometimes think
that achieving the CMMI level 5 is more
important for the Indian counterparts than
the project itself,
across someaties. The Indian side is putting &
lot of time in achieving level 5. They come up
with too much information in project plans of
other important documents, because thd
need to provide this information according t
SEl (Software Engineering Institute) tg
acheve level 5. As a Dutch manager has
sign off such a paper he has to read all t
provided information, which takes a lot of
time.
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Attrition
An issue that came up in several interviews| is
I ndi ads relatively i
workers feethe need to quickly switch from
one job to anohdepir
After approximately 3 years Indian softwar
engineers want to have a promotion. Th
could be an internal promotion by becoming
team lead or a manager, but if there are
oppottunities 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.T hels e
companies are competing themselves to| de
continuingly raising salarieadiotla best of the

best according t o an

e
S

£ompagy, Lo @et @p
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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 theepr son 1 s not
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.

SEds in India earn
e.g. a truck drer. In The Netherlands this
i snodt t he case, sal ar i
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 wupon
accepble.

One Indian manager gave an example of the
soci al status. A s ma l
sometimes has an advertisement in itlikéy

son is returning from the US, he was
studying/ working there

i nt el

15 to

e

a
I

f o
ltds incredibly important
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
iti refyr n
investment. Specific sAlzéles too?gﬁ] gr?[d
techniques @ad t be applied
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 itdés not very
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
Bappens ihat @ yorker digappparsye.day
ithout “giving notice. We asked an [ndian
naqjera\/}/hgt éh§ inf{yingebon 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 thereisaamo nt h 6wai ver
periodd (period of noti c
knowledge is transferred. This was
contradicted by several Dutch people that had
experienced that @workers in India just
glﬁap ared and they were only informed
whén they asked about that persone Of

R PHI pinteryiqpes (ayofed @ tadian
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manager, a close friend of his that affirmgd
that the company was literalyd r a i n
k n o w.lOnel wag €0 reduce attrition is to
hire women instead of men. They tend to be
less susceptible for career maveksstatus.
The resource pool is also a good way to
counteract this issue. When the workers
able to work on all modules, they can easjly
join a project and knowledge becomes mofe
broadbased.

Within SSA Global India the attrition rate i
much lower ltan the rate of the IT market.

Why? Do they have higher salaries? In the

intervi ews t he 0 BAAN
named a couple of times as the reason. The
fact t hat in the 06BA.

more important than money seems to b
pleasant and impartit for the workers. Other
companies in India put a lot of pressure o
their workers according to some India

interviewees. There are several examples| o

workers that left BAAN and returned later on,
At the even bigger IT companies th
workload was reponddo be higher and more
stressful. You must work till late in th
evening and working in the weekend is not
rare. People that returned realized that
BAAN, people are regarded as mosgt
important. T h e y donot havie
weekends or till late. In otheompanies
people ar®@ f or ¢ e dandos qmibug rz
at BAAN people come first, unique for
HyderabadWithin SSA Global India people
also have the tendency to work in the

—*

evenings and weekends, but this is usuglly

their own choice. In India your Wor
environment is also a large part of your soc|al
environment. Your colleagues are your
friends. The subsidiary is stimulating this
social environment. The subsidiary has |a

company day every quarter and they organ|ze

z
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 ow

cricket team, which plays matches against

S o -

other companies that are based at the-Hig

tech Park. The competition includeg
companies like A&enture, Microsoft and
Oracle.

I n The Net her|l ands

your colleagues become your friends. Mo

workers make a distinction between busingss

and private life. A Dutch project manage
confirmed this with the following statement:

=

e (

0 D e she fadt that | 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,
need to see each ot he

In contrast his direct counterpart said in an
interviev:

ol know my <col liesague
know who they are and what they are
doing. o

Letds go back to the att

Netherlands the attrition rate is close to zero.
The reorganization had a deep impact on the
Dutch workers. They areeddy 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 busirs;s | SO you will think twice
befor'e ayrng 6byed t o
F,u,rthermore, Dutch softwa
s€?r8ngly feel the need for promotion. The
majority of the software engineers like to
grow in the software engineering field instead
of becominga manager. They are paid well
and have extra benefits. Currently there is a
struggle about the &I
workers in The Netherlands. SSA Global
wants to reduce the cars that a lot of workers
got during the ©6hay days
d otrrdally need it for their workkEv e n s 0 me
accountants that never have to deal with customers go
the chance tsaidagrebutcta ¢ omp:
manager. Costs really got out of hand. In The
Netherlands there is a very peculiar law that
states that wherm company exceeds 30
employees it needs to have a company board
called O6works council &
(ondernemingsraad) to represent the workers.
Dutch workers are protected by the law and
frrm a person without a concrete reasaon like
st% %ng is w%possrb(fe EVERS gross he Iregence
ong term illness
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

e ase¢

or
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European countries like France anbas a
huge affect on the decisions that globa
managers have to make.
Currently, SSA Gl obdg
recruiting anymore, because they ju
reorganized the whole organization. Th
disadvantage is that the Dutch subsidiary h
no fresh bloodn the organization, which
makes t he subsidiar
current Dutch workers are about 10 yea
older on average than their Indiarwaokers.
The age difference makes it harder to build
a good relationship with your-workers on
the othe si de. l'tds alr
good relationship with someone who is 1
years older in your own country due t
different interests. The advantage of the lo
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attrition rate in The Netherlands is that a Igt
of the knowledge stays within the company.

Of course this washn

redundancies that were forcefully made, the well

company lost a lot of knowledge that way. |
India knowledge is lost if workers are leavir
the company. They used to have a knowled
transfer period of a month, k=il the loss of
knowledge is unavoidable. Besides, not ev
worker feels the need to stay one mont
longer to transfer his knowledge.

The high attrition rate in India has an impad

on the relationship between both sides

Workers used to put a lot ofat in building
up and maintaining a relationship with the
coworkers on the other side. As a resul
many Dutch workers d
relationship anymore with their Indian co
workers, because they have the idea that
Indian ceworker wil leave the company soon
anyway. They can leave the company at &
time. A Dutch software engineer stated:

oOWe dondt really
on the other end. On Friday you jus
an enail that another one left tt
company and you never htéanirom
again. o

An interesting point a manager in India made:

Dut ch
sel ves,

peopl g

0
t how

| f
hem

t everybedy baa ene goaliint nhind.tPbséive rag n y
reactions can showball
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He also stated that there is no room for social

fraternizing in The Netherlands, people just

go home to their families. After 17p#bple
ddheét

anymore.
These kind of i ssues
ver sus 6t hemo situat

Ther e ar e still a |

Nlern dvvew d raknddrs d ii Bsant 0dt ®

\'

res.
ion.

disagred with thi$ distindian.uAs interiiewee T h e
commented that this situation is usually there
if there is a long distance between subsidiaries.

ot

coincide between the subsidiaries because
apkegple bfterr ahly dcommubiaate bedause they a
have to. Common excuse that is heard in The

Netherlands is that theyar e wa iXtoi

ng

where X is always an offshore subsidiary, it

doesndot really

matter

Others argue that it is one company and

as negative
through a company.

Cultural training
Baan used to do more on cultural training

course was provided by Ernst & Young and

ery between subsidiaries. Once a cultural training

they also had some other trainings in the past
years. Unfortunately there are also a lot of

people that never got any training have to

learn in practice about the effects of cultural

differences.
cultural training feel that it is very important.

approach people if you know their cultural
background. People thatddi 0 t
usually agree that they should have bee

Global is currently doing little to nothing on

Most people that have had

o Mikey feelayoud can obetteru interpret uapd a

n

iny taught some more on the foreign culture. SSA

this issue. Some argue that they work more

separately now Sso i

t

(0]

f

wh i

recei ve

S

Rnymorey otherdigagr 8nfindian magagep e o p |

that has to deal with the Dutch to:
1. Talk slow
2. Break in sentences
3. Dondt interpret
Later you usuall
meant that way. They can be blunt.
Examples like this shothat apparently you

uld advise a person new to the company

an

y

do have to prepare before you talk to offshore

co-workers.

donot engage

c aMerking,oups & work environment

The punctuality was one of the first issues the
Indian interviewees mentioned when asked

f

e |
I
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about a specific Dutch trade. The Dutch
awayscomeo the office
mor ning and | eave
afternoon. Some Dutch interviewees agre¢
and some disagreed with this statement. T
Indians are more flexible with their time. The

1 interact with each other on different levels.
@ t An 8ngireér eXplaired to us that Indeuo

A t haves a Mobacch whick resulted int ah luge
ed difference between rich and poor. The IT
he business is causing a middle class to emerge
y and thus fill a gap between rich and poor.

spend more time in the office than their
Dutch cowor ker s, but t
effective. They work less hard during the dgy,
but they compensate it with longer working
days. Some Dutch workers said that the
I ndi ans work in a 06qdr
also takes a long period of time.

Figure 6: Cuibicles 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
collectively. If issues arise they discuss|it
among each other by standing ugibnext

to each other. Cubicles also have an ad
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 subsidiarigs
we found was the office building and the wagy
it is ket. In Hyderabad everything is tipto
and they have a lot of personnel working
support the software engineers and project
managers. Little is left up to chance. Thefe
also is a company library where there [is
technical information available and also some
information about Holland. In Holland this
i sndt centrally
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. Fpr
everything therés 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

" e Managendal ssuesmor e

In every organization managers are
confronted with difficult ssues. When the
mak&hetBIP YD MAS nt

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 diffeence 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 t he software
because they see thesthe 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 levélyou tell a software
engineer to do something he will definitely say
something liked Wh'y ? 6

A Dutch software
tell a manager what is on his mind. He can say
everything to his manager no matter how
blunt it is. Of course, theglso have respect

for their manager, but
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 Wwoalongside his

Dutch coeworkers. 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
or galni

wbrd fbout it! In India this is seen as a very
disrespectful attitude towartlse manager.

Thi s behavior i s Onot
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 obviousahhe 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 engineefs.
Software engineers seem to be a little
submissive to their managers. Dutc
managers appreciate the fat tIndian

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 hel
out. They will rarely say no. A Dutch manager
with a lot of &perience in the company told
us that 10 years ago this was possible

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 nusTa
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 integrat@ficourse,

we wanted to know what actions the Dutch
project manager takes to avoid such issues in

nowadays the managers are far more assertivethe future. The answer was a little bit

and able to say no. This is also more accepted
from the Dutch side.

Sometimes Indian software engineers wor
couple of months in Théletherlands. We
spoke with an interviewee that used to be|a
supervisor of some Indian-amrkers. In the
beginning he faced several problems |n

managing the Indian subordinates. He gave jan
example of a group of Indian softwar
engineers that were working @ project in

The Netherlands. The project was about |a
conversion from guilders to euros of the ER
package. You could say that the project was a
little bit boring. He said that the Indians felt i
difficult to cope with such routine woekY o

disappointing, because the Dutch side does

not seem to take any action at all. The reason

for the acceptance was ekmd by the

Dutch project manager as follovsve st i | | h
to work togetherHéodi @andb
dare to directly confront his Indian
counterparts wi t h t hi
afraid that it has an effect on the future
relationship beten 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 lé&ka vicious circle.
I ndi an managers

S i

per haps

must given Indian software engineer challendieyl quick enough when they are not able to

w o r Khé Indian software engineers spent |2
months on the project without a satisfyin
result. After they were assigned to another
project some engineers from Hagtope
took over the project and were able toHiitis
within two weeks. You also need to chegk
your Indian subordinates regularly according
to this former supervisor. They are ver
willing to help when a colleague or friend is
asking for a favor. Suddenly, they are working
on an old project or are helgia friend in
another project. As a final point he mentiong
that Indian subordinates need a good tagk
description. If the task description is no
detailed enough the
additional information, but just work it out
for themselves. Everdlly, 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 th
spectrum as mentioned before, when you
a Dutch software engineer to do something
he wil always sap Wh yoR @ | t hi
probably better to
Global project synergy

k

dlo

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 seldule 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 dondt appreci
a sudden. Indian managers should ring the
alarm kell 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
recuce Ghese ciatiens. Dutch pewplee hfvo r
created sever al Ot ri
situations. For example they ask open
guestions 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
dondt enbughv iasight in the Indian

at

c ks

k subsidiadysThey are not always aware of what

thieyt arei doingaandovth#t ¢hey disauss on the
Indian subsidiary. Of course, both subsidiaries
have to send progress reports to each other,
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but a Dutch interviewee said tbas o niem
wor kers are
also admitted that in the Dutch subsidiar
many topics are discussed among the workers
before they inform the Indian side. It seem
that sometimes they already have taken the
decision before the dian counterparts were
able to give their opinion and argumen
about the topic. It even happens tha
decisions are made without informing th
other side at all, even though the information
has value for the Indian workers too. On
Dutch software engineecomplained that

some Indian software engineers just

implement a change that the customer requést
without thinking of the broader picture. Thi
way a situation can occur with customer
asking for one change and customer B asking
for another. A problem ishén solved
specifically instead of generically.

Code reviews
The majority of the Dutch managers hav
little or no technical background. Their mai
task is to coordinate a project. They have o
assign the right resources for a projedt,
calculate the costmiake risk assessments an
have a supportive role for all issues that arise
during a project. Several Dutch softwar
engineers complained in the interviews that
the managers dondt

They candt really |
his code. This lack of technical knowledge hpas
a high impact on the quality of the code.
long as something works the managers
satisfied, but they
the maintainability (structure) of the coda.
SSA Global has predefined codjoglelines,
but many software e
this standard. Especially, the software
engineers that have to maintain the code
suffer from this lack of code control. The
have to maintain unstructured code, which
takes a lot of time. The comptai of the
Dutch software engineers were mainl
focused on the Indian software code, but
will touch upon that later on at the technical
issues.

Mitigating between sites
Managers sometimes need to mitigaje
between software engineers from both sidgs.
The software engineers complain to the|r

manager if they are not able to find a solutign
themselves anymore. The managers on bgth
sides try to solve the problem by talking about

nidwith each other to avoid the same kind of
ver y They ¢ a tprioblem inwhe tfuture.prr toiggwdyisesvn r e por t

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 thany 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 ceworkers. A Dutch manager was
sometimes tired of ¢hDutch attitude to see
everything in black or
and bytes he told us. I
in between. Some Dutch people can really
ruin a relationship with blunt and egocentric
comments.

"

Technical issues

In the interviews aoaple of technical issues
came up. As we donot
too technical, we will describe the issues in an
understandable way.

wa nt

Coding style, Maintenance & Support
The Xt line helpdesk handles support and if
needed, communicates it {0 maimneaa

a Wout L 489% N ndinfehanct MoR Wre €49 © -
d @Bdud ThiQ TtV Brld&t VPARRBANTYE € T

on

(Discipline managers responsibility.)

When a bug is found they
and see i f i tos a bu%, |
SRyt pay any attentio t
Defects in the code are measured. If &he S

has 100 defects jn 1000K lines, while another

Just Ra€ & defects "MBOBK lihek, YhE last dhe t ©
of course has more functional knowledge.

SEOGs are judged on thi
knowledge, communication skills, leadership
skills, attitude, team spirihes of codes and
productivity.

n

They used to work with bonuses when a
worker reduced a lot of bugs from the
software. Thispirelsiuhgeéd
people picked the easier bugs to get to their
quota. Indian, American and Dutch people

had a tendencio do this. Even bugs that
werenot really bugs were
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 everyn®nths targets are set.
The compl exity of
account enough according to one Dutc
software engineer.

Indian and Dutch software engineers have|a
different way of coding. A Dutch softwar

globalinstead of local variables. This makes
u thes code sharder to tuadkrstand &nadh tess
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
engineer is generally coding in a more to the variables in contrast to the Indian
traditiondway in contrast to his counterpart engineers. Indian engineers allegedly give
in India. Indian software engineers stated that short, unclear names to the variables. The
the Dutch software engineers were more Dutch critics claim they often see variables
6structuredo. The a defimed asyne ar fwo chatacters. Dhistmakes
engineers could be one of the reasons that it hard to maintain the software, because
their code is generally a little more structurgd software engineers need to invest a lot of time
Most engineers already work within th before they get a grasp on the code. Perhaps
company for at | east SSAed&iobabDdschcoXdBEbnsgy ag @i ¢

very systematic (compuli&e even) and
mature in their work. The people in NL ar
also older and thus more experienced in ERP
opposed to India. In India many worker
come straight from University. Immediatel
they are confronted with complex problems.
The lack of experience can provide a complex
way of solving complex problems. Besid
the new engineers h
see the broader picture of the ERP ppeka

so they donot t ake
modules into account. This sometimes resul|ts
in emails with the

to the Dutch software engineer. Some Dutch
SEds try to be
documenting issues and makirepgier for a
new person to the company to get to kno
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 overlook
something in the code he can just say thatf it
was t@ complex. Usually people just can get
away wi t h t his atti
beyond a 6sl ap on t hle
In India the labor costs are low compared t
the Dutch market. This could have an affe¢t
on the code structure. The Dutch softwar
engineers arding to keep the code easy t
maintain, otherwise the maintainability costs
could be high. In India they have lower wagés
so the importance of maintenance is lower,|it
is not expensive. This could be a reason why
the code is less structured in India ganmed
with The Netherlands. At the end of the da
the code just has to work within the deadling.
OWe <can al wa yone |mdiara
software engineer mentioned.

Some Dutch engineers told us about the
preference of Indian engineers to defin

pr eplaraesd

interpreted in several ways.

It happens that the product ownership is
shifting between India and The Netherlands.
The Duth 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
endgitndads tdhan &cth agqhete
shit the ownership back to The Netherlands.

a ogr i

t hTae Duteh prajioekers tlmahuset tb work ortthe e r

modul e and considered it

e cobfremed with thé bigicleamges nmeade dhyotheb t 6

Indian engineers. They experience the changes
nfeogra t ti vees e bushclaftiofs £
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 Dutcsoftware
engineers we spoke with are not happy with
the way of how Indian software engineers are
coding. This causes software engineers to
bat@me \eeny dritical dnd eden statnoluse the o
wwtrr idst 6 dcsqpdaegdh e tatnid 6hacki
explain the coding style dhe 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
|l eave too mu ¢ h open
errors enough. He mentiotisat reviewing
back and forth could help in improving the
quality, of course this is difficult across
locations and costs a lot of time. Another
pointiméntiorledly enotlder software engineer
is the fact that Indian people also leave the
old code in and abys put their name on the
changes they made. He felt that this makes the

byer

and
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code less structured and feels the Dutch cope the time needed for a task. An Indian analyst

is clearer to read.

Finalizing
Dutch and Indian software engineers seem o
have different views on finalizing a piece o¢f
software. Dutc interviewees said that the
Indian engineers only finish the job for aboyt
95%. Indian interviewees admitted that thay
are not scared to deliver the product to th
customer s, even t holu
completely. They said that the Dutch are tdo
perfectionistic. The Indians take fewe
precautions with delivering a piece of softwafe

once noticed resistance from Dutch side to

shift work (and ownership) to India. The
Dutch didnot transfer al |
once, things were missing. In phases the
information came in. First the main stream

i nformati on whi ch wasnot
they had to ask for more and by the third time

it still was incomplete. He suspected that
maybe they wanted to | et
alvays igdt thessoftwaie enginker oplibeeh e d

or got a response on his email. It is sometimes

hard to track them down and it takes more

time to communicate with them.

to the customer. Seeing it in practice is seen as

a good way to test the product, while th
Dutch are more thinking about the

Another example: An Indian worker told
about a Dutch manager who set a hard

consequences that bugs in the software coullld deadline in India. The people were flexible

have for the customers. One Dutch manager
commented that he stayed in an expensi
and beautiful hotel room, everything looked
great. Accept that there were some small
things not completely done yet. He sometimes
al so mi sses this 0f
software.

Politics & perceived amount of work

Obviously the transfer of knowledge to Indi
results in less work in The Netherlands. Thjs
results in people clinging on to knowledge and

modules. Some Dutch software engineers are

frustrated. A lot have beenefir due to
reconsolidations. There seem to be differept
apprehensions on different levels.

The Dutch have a lot of expertise due to thejr
maturity within the company. In some of th
interviews we heard that the technical skills pf
the Dutch are so high thtney can handle a
job alone, while they need about 3 or more
people for the job in India. A Dutch manage
even gave an-hexarpls

engineer in The Netherlands who asked to det

the ownership back from a certain module. |
India they wre working on the module with 6
workers and he claimed to do the job by
himself. We found it interesting to hear thege
kinds of remarks and are uncertain on how {o
interpret it. With a lot of work shifting to
India it becomes a political issue where peopl
or rather subsidiaries have to fight for work.

Additionally, some Dutch workers
complained that the Indian workers

and woked for more hours a day than usual

e to get it finished. When the manager got back

from India and had a similar situation in The

Net herl ands he di dnot k €
Dutch workers wonoét put t
i in. He thld thegh abdubthe dnidi@n pradjent butt h e
this resulted in conflict
work overtime.

Communication issues

There are several ways on how the workers
are communicating with each other. face
face communication is seen by almost all
interviewees as the ideal way of
communicatig. 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 fdoeace is
not always possible, so they were always
looking for a good alternative. In the past,

F hdrkad &Rrd 1 nfostly communicating by
phone as the I nternet wa
commodity yet. Communication costs were
substantial at that time. Once the Internet was
getting more accessible, workers startesketo
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. VolIP (Voice Over Internet Protocol)

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 most popular way of communication
betwe n wor kers on both sid
predominately used for formal
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communication. An email message is segn

within the organizatfi
an agreement. We can address multig
reasons for the popularity ofmail. The first

reason is theavoidance of telephone
conversations. Some Dutch workers arfe

avoiding phone conversations, because they

find it hard to understand the other side.
Addi tionally, S 0me

with the other side due tagt issues. This
avoidance was affirmed by an Indian
interviewee who saidw h e n
The second reason for the popularity

emails is the formality. An email can be seen
agreeme

as a Ofor mal
software engineer asks aitéh software

engineer if he wants to take over a task apd
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 differenc
betweenindia and The Netherlands. With
time difference of at least 3.5 (4.5 in winterg)
hours i tds someti me
with someone. A Dutch worker could send &
email just before he goes home and get h
reply when he starts working again tag d
after.

Negative issues about email that came up|in

the interviews were that some Indian
interviewees said t

replies from the Dutch workers on thein
emails. They try to reach the person multiple
times, but they never got anyliepon these
emails. Some had the feeling that the Dut¢h
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 &ouple of months.
After he returned to India he always got quigk
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 Dutgh
coworkers in personhé respond time
changed from days tp
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 vaiker is not
replying and could talk with the worker in

e

w otlie k rmanager. dWwhend an
need anymore to communicate personally engineer made a mistake you can better
approach him personally and directly, because

they ¢a

S

the workers. In The Netherlands it seems that
bheasobdbt wamal
Indian counterpart is sending a CC to his
manager. In India, the wkers feel less

comfortable according to a Dutch
interviewee. He said that Indian software

engineers try to defend themselves, because
make &
Ifdiare lsoftwaré e

they dondt want to

in front of the manager he will deny and try to
tefendi Hisérsistaller apr@mlingdbto a Dutch
interviewee.

In general, the response time of the Indian
worlk@rs is Wbood.nThew rheck theiri email
regularly. Most of theuBch 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 he Indian workers said that
Dutch emails can be rude, blunt and harsh.
This fcéni denotivdte theo Ind@ara vdrkers r
Eventually, they discovered that the Dutch
donot mean it the
It was harder to cope with it in the past but
they ae learning how to improve dealing with
each other along the years.

Email could also give a distort image of

thinking negatively about one specific Dutch
coworker. After tey met each other in
person the image completely changed.
Actually, the cavorker seemed to be one of
the most spontaneous Dutchworkers.

A complaint from the Indian side was that
sometimes parts of the emails are in Dutch. It
seems that the Dutch firdiscuss everything
within their subsidiary and eventually involve
the Indian side. They feel uncomfortable with

these emails, because they have the feeling
know

t hat t hey donot
information. Reportedly this is happening less
than it usedo do.

hour s. The ©6no
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
workers. Besides, IM addressespmfject

person. The new agreement has an affect pon 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 (no
opposed) by the organization. There aie

multiple reasons why messenger is such| a
good way of communicating. Fio$tall, the
workers immediately get a reply to thejr

questions. Secondly, it gives an idea of what
the other person is doing. A Dutch projec
manager admitted that he was
messenger to check if the person is behind
desk. If you send a messagetaide y d o
respond within a couple of seconds you kno
that they are somewhere else. Messenger
is very suitable for
helps in building and retaining relationships.
Some workers are saving the conversation log
and are usinthis to agree on issues, but thi
can be risky. Sometimes your hands are typ|ng
faster than your mind is thinking in a chat

managers, the communication has a more
informal character. Very often an emotional
bond is established avtime. They start to

have informal talks about family, sports and
the contemporary
a manager is less hesitant to pick up the
phone than a software engineer. Additionally,
managers often have weekly meetings to
discuss the progre of the project. Talking

over the phone is easier and quicker than

miSctissing everything by email or messenger.

Indian workers have a different view on how

Isomany things to discuss at a tirhelland
iofteh wias moadiscusst o b f enaim gne It khd nwgts

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

session, so you can easily make a mistake jn aor complicated things have to be explained.

conversation. When the other side is saving
the logs as a formal agreemen
misundestandings and misinterpretations c
occur . That 6s why 0
agreements made with IM in an email and ask
for the other sideos
The Indians seem to be using IM more ofte
than the Dutch. Only in Holland did we hea
some peopleemnt i oni ng that
it. The disadvantages of messenger are the
continuous interruptions according to thes
nonusers. When you are working on a tagk
and constantly a message is blinking in ydur
taskbar it can be very annoying. Furthermore,
messging can take a lot of time, becau
workers start to ask more questions than they
normally do. A Dutch interviewee said that
the Indian ceworkers are messaging (and algo
emailing) the foll owi
a doubt 6. Anot hessaging
with Indian ceworkers can be frustrating.

Cutting costs through the VolP techniqu
people can now call long distance at low costs.
However, the phone is still shunned by sonme
people and they rely more on the othegr

communication methods. Weirdttfas that

the Dutch have a hard time getting in touc
with the Indian side due to technical problems
with the VolP system. Managers and softw
engineers seem to have a different way
communicating with their offsite colleagues.
Managers in most casdmve a direct
counterpart, while the software engineefs
communicate with different-eeorkers all the
time. If you have a direct counterpatrt, like the

Of course there are alwagseptions like a
couple of software engineers indicated that
they established a close relationship with a
sotiple af thair oftsite sworkers.a f f i r m

&bnfieipmojech managars. also communicate by

sharing their desktops, this way they have the
same numbers in fromf them. When two
subswligriesdnieed rnod dollaborate 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 communicatissues
exist within SSA Global.

Language barriers

MNITheS Methéri8nBsC\forkets useOthe: Dutehl
fahg¥idges ¥ &EmmEnftated with each other.
They only switch to English when they have
to communicate with a counterpart in another
country. In India they predomiabt 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 touild 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
workes 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 ovg
the country, they all have a different accer
Many of these accents are difficult t
understand for the Dutch workers. Some a
even dficult to understand for the Indian
workers. The Dutch interviewees said that
some accents they ar
talking. They use a lot of low tones, whic
makes it hard to understand every word (
even sentence. Additionally, Indians spegk f
in contrast with the Dutch. One Dutch
interviewee gave an example of how hard it
to understand an Indian -e@rker on the

telephone. An Australian, Indian and Dutc
worker were having a conversation on th
telephone. The Indian -eeorker was hard to

understand. On a sudden moment th

Australian worker said to the Indian worker:

0You can hang up n
everything t h a Nexts hei
continues the conversation with the Dutcl
worker. In that conversation many issug
cane up that were important for the Indian
side, but he already hung up the phone. T
Australian worker only asked the India
worker to hang up, because he wanted to ¢
the 6staticd of the
The Indian interviewees also had sevef
remarks about the Hlish of the Dutch
wor ker s. They said
vocabulary is not extensive. The Dutc
workers can sound rude or blunt on thg
telephone due to this lack of vocabulary. Thé
use the wrong words without noticing it. In
the beginning the Indiamvorkers had a
difficult time coping with this, but now they
are used to it. Espe
quickly feel tensed by the words of a Dutc
worker. They also said that the Dutch
workersd English hasg
years. In the padtwas sometimes difficult to

br - we asked a rikshaw driver if he knew the way
it. to the city center. He was circling his head
p  from left to right (lefup-rightdown), so we
e thought he di dnodt Kknow.
another rikshaw, but we got the same answer.
n We di dnot under stand w h
e riksiaw edriversyukmdw! the gcily tehter.n
h Conversely, t he ri kshaw
br understand wh we di dnot step
h rikshaw. It seemed that they were sayivge s
[ know t hog cirdingttheir readnt er 6
is while we interpreted it a®d\ O, | donot k
This difference in body language also makes it
n difficult to have video conferences.eTh
e 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
o whardly evercuaed angmorevleut same feel thats e d
m pperhapsatishould begicked yippagain.
N
S Yes, Yes, Yes
Another difficulty the Dutch have to cope
he with is the fact that Indianeoor ker s d
n saWOé I ndian people d
et impolite, so they generally avoid the word
| i0rNeD.Bhe Dutch workers are already familiar
al wi t h t his iotseagqy do, findbau t it o
solution for it. The Dutch workers try to ask
I hcqau e stthieo nBu ttchha t wocraknedrts 6b e
' NO. They also try to ask indirect questions to
> get more information. The Indians are aware
ey of the fact ON®anhddrehey do
improving onthis a lot the last few years.
This was affirmed by a Dutch manager who
indicated that the Indian managers are getting
c imaré Iverbalt dne as3drtivee $ldwevere this & c o
seems to be different f o
' India that just got straight from university.
i mproved over the | ast
Conversations

1%

-

have a conversation with a Dutch worker, blit Dutch people like to have informal talks.

currently the conversations are going well.

Talking English on both sides still does ng
mean that you understand each other for th
full 100%. Both countries have another wg
of expressing body language. In India peop
can nod YES in two different ways: shakin
the head uplownrup and shaking the head
left-up- rightdown. The first way is similar to
the Dutch way of nodding YES, but the
second way is more similar to the Dutc
expessi on of t he wor ¢
from our own experience that it could b
confusing as we illustrate in the next examp

Especially when they met a person-tiace
t face they are willing to put more effort into
1e the relationship. The Indian interviewees
y appreciate the way Dutch -workers
e approach them. They first ask abthair
g 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 donot
' Being together with each other is already
I endughd for thwen. Dutahn pespke yhave a
»  tendency to avoid silences.
e. A Dutch manager had a nice metaphor for the

The first week when we were in Hyderabg

d differences between the Dutch and Indian
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