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Overview 

The requirements of businesspeople operating in the global business environment have evolved 
significantly over the past several decades.  Whether they work in the U.S. or abroad, 
executives today must deal with individuals, teams, and organizational structures shaped by 
cultural norms different from their own.  In undertaking this project, we spoke with many people 
who described the need for a ―new globalist‖ who can approach a new environment analytically, 
assessing current conditions and problems accurately, identifying needed and appropriate 
actions, and implementing effectively.   

Traditional approaches to global business education—international business coursework and 
foreign language and area studies—do not fully address the current need.  What is required in 
addition is a set of tools for assessing a new environment, predicting behavior and preferences 
of people in that context, and implementing successfully.  In the words of representatives of the 
AACSB Globalization of Management Education Task Force, students need ―frameworks and 
paradigms that will allow them to ask the right questions as they face unfamiliar business 
contexts, and to think about cross-border differences in a meaningful and consistent way‖1. The 
Cultural Assessment Toolkit is intended as a contribution to this effort. 

Scholarly work in intercultural communication has proposed numerous frameworks that account 
for the ways in which cultures differ. These have been used primarily to characterize the cultural 
tendencies of countries; however, variation within a country can be considerable, and 
businesspeople may need to operate effectively in a city, region or company that does not 
conform to the general pattern. The methodology and materials offered here adapt the cultural 
parameters as investigative tools for use in assessing new environments, predicting challenges 
the investigator will face in them and developing appropriate strategies for achieving goals.  

By observing human behavior, written expression and physical aspects of a new environment, it 
is possible to identify the cultural features that characterize the environment and create a multi-
parameter cultural profile for it.  This technique can be applied to a country, region, city, 
company, division, work group, etc.  Once the environment is understood, an investigator can 
predict the challenges he or she will face there, based on his/her own cultural profile, and adopt 
strategies for functioning successfully in the new context. 

The purpose of the Cultural Assessment Toolkit is to create the links in this chain, from 
investigation to adaptation.  It makes use of a set of cultural features adapted from work by 
Edward T. Hall (1959) and Trompenaars and Hampden-Turner (1998).  It also draws on the 
work of Craig Storti and Richard D. Lewis.  Recommended reading by these authors is provided 
at the end of the toolkit. 

Cultural Frameworks  

Scholars have proposed a number of frameworks, which correspond fairly closely to one 

another, that describe how culture shapes human behavior and perception.   

 

                                            
1 AACSB Task Force Calls for Enhanced Globalization Strategy and Action, eNewsline, AACSB 

International, http://www.aacsb.edu/publications/enewsline/globalization.asp ) 

 

http://www.aacsb.edu/publications/enewsline/globalization.asp
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The features, in most cases, are expressed as two ends of a continuum, with each end 
representing a way of thinking that, while reasonable and appropriate to its own system, 
conflicts with that at the other end.  An example is the ―Universalist/Particularist‖ continuum that 
refers to people’s attitudes towards authority and rules.  Universalists believe that everyone 
should always follow rules to ensure stability and predictability, whereas Particularists believe 
that exceptions to rules should be made based on situational factors (―I’m in a hurry, this rule 
isn’t very important, the situation has changed‖, etc.). Each approach is philosophically 
reasonable and appropriate to the context in which the people who prefer it operate; however, 
when people from the poles interact, conflict can result. 

The features used here have been chosen for ease of comprehension and use in investigation, 
and some are modified somewhat from their original formulation for purposes of this application.  
Hall’s ―low/High-Context‖ dimension is referred to as ―Indirect/Direct‖.  Trompenaars and 
Hampden-Turner’s ―Short-Term/Long-Term‖ dimension is discussed here in terms of strategy, 
with Hall’s ―Monochronic/Polychronic‖ terminology used to refer to time management and 
project planning.   

 
The cultural parameters used in each section of this document are listed below, in order: 

 Achievement/Ascriptive approaches to status 

 Universalist /Particularist attitudes towards authority 

 Diffuse/Specific views of facts and relationships in communication 

 Individualist/Collectivist approaches to responsibility and reward 

 Short-Term/Long-Term orientations to strategy 

 Indirect/Direct methods of dealing with conflict 

 Neutral/Expressive expressions of emotion 

 Monochronic/Polychronic approaches to time management 

 
For each continuum of features, the following are provided: 

1. A self-test to identify the investigator’s own preferences for the set of parameters and 
predict his/her attitudes towards the opposite tendencies.   

2. A description of the parameters and the preferences and behaviors associated with each 
end of the continuum that explains how they are manifested in business. 

3. Instructions for investigation to create the cultural profile of a new environment with 
respect to each set of cultural parameters.   

4. An inventory of behaviors and attitudes to expect in the environment based on the profile 
developed. 

5. A list of common reactions and interpretations of people at each end of the continuum 
when working with one another. 

6. Strategies for anticipating and coping with differences  
7. Strategies for explaining one’s own system, ways to profit from the strengths of people at 

the opposite ends of the continua, and ways to frame requests and arguments in terms 
of the others’ cultural priorities. 
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Cultural Profile Methodology 
 

 

 
 

Process for using the Cultural Assessment Toolkit 

 

 

While many cultural training seminars emphasize awareness of cultural differences, few provide 

detailed instructions for how to deal with those differences in business interaction.  The goal of 

this project is to take participants beyond intercultural awareness and offer them a basis for 

assessing a new environment, then anticipating, analyzing and addressing cultural behaviors 

encountered there.  Special care has been taken to provide information about the feelings and 

frustrations that result from interaction between people from the ends of each continuum and 

suggest strategies for predicting and managing conflict while learning from and capitalizing on 

features of the new environment.  The process is designed to make it possible for an 

investigator to: 

 

 Identify his/her own culturally-based preferences and attitudes 

 Assess an unfamiliar cultural environment, company or counterpart quickly and with 
limited exposure 

 Anticipate culturally-influenced behavior and expectations of participants in negotiations 
and project work 

 Anticipate challenges he/she will have based on the cultural assessment 

 Develop strategies for successful communication and negotiations 

 Resolve culturally-based conflict quickly to keep projects on track 

Take Self-
Evaluation 

Conduct 

Investigation 

Develop 
Cultural Profile 

Review 
Attitudes and 

Behaviors  

Review 
Perceptions 

Review  Coping 
Strategies 
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Instructions 

Assessment Methodology for Each Set of Cultural Parameters 

 

 

Self-Analysis 

 Take the Self-Test to construct your own cultural profile.  Understanding your own 

cultural bias will help you predict difficulty with new environments. 

Review and Reflection 

 Become familiar with the eight cultural features by reviewing the Cultural Behaviors and 

Attitudes section.  Refer to this section to understand approaches to and expectations of 

business interaction that are different from your own. 

 Refer to the Reactions and Interpretations section to predict how you would perceive the 

behavior of those with different cultural profiles from your own and how you would be 

perceived by them. 

 Refer to the Coping with Differences section to develop strategies for managing any 

differences you encounter. 

 Consult the Learning from ñThemò section to refine your sense of what people in new 

types of environment would have to offer you, how to explain yourself to them and how 

to frame requests and arguments in terms that would be compelling to them. 

Analysis 

 Use the Gathering Data section to identify questions to ask yourself as you assess a 

new environment. 

 Refer to the Constructing Your Analysis section for tips on traps to avoid and ways to 

cross-check your impressions 

 Construct a cultural profile of the new environment based on your research. 

 Refer to the Resource List for additional information.   

a. Hall’s book is the foundation of the relevant branch of cultural analysis, and 

fascinating reading.  

b. Trompenaars and Hampden-Turner provide in-depth description of the features 

used here as well as information on the cultural profiles of particular countries 

that can add to your understanding of the environment you have analyzed.   

c. Storti offers a convenient reference for assessing behavior you encounter.   

d. Lewis’s elegant model provides additional detail regarding certain dimensions.   
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Constructing Your Analysis 

 Your initial analysis will be preliminary.  Culture is complex and constantly evolving, and 
you should plan to strengthen and revise your profile as time and exposure permit.   

 The more sources of information you refer to the stronger your analysis will be.  Reading 
about the destination you have analyzed will help you see how history and geography 
have contributed to the cultural features you have noticed.  

 Take care not to document tourist culture.  Be sure you are observing what the ―locals‖ 
in your destination do rather than what tourists do.  Ask a guide or hotel concierge to 
suggest neighborhoods where local people live, shop and work. 

 When you encounter a contradiction (two very different approaches in two companies 
you visit, for example), try to analyze the reason for the difference, and ask questions if 
possible. External factors such as the educational background of a CEO, predominant 
immigrant ethnicity in the region, etc. can often be identified as contributing factors. 

 Compare behavior in multiple contexts.  Don’t conclude that people in your destination 
city have a casual attitude towards time just because you see people relaxing in a 
park—parks everywhere encourage relaxation.  Compare behavior across demographic 
categories, including people of various ages, occupations, etc.   

 Beware of individual variation.  One person’s behavior/opinion is not a basis for typing a 
population.  Observe several people in the same situation/ask several people the same 
question.  

 When faced with conflicting evidence you cannot resolve, ask people who are 
knowledgeable about the local culture to confirm a trend.  A bartender, hotel concierge 
or tour guide can be helpful, but be careful not to rely heavily on reported information.  
Local ―experts‖ should be used as tie-breakers, not primary sources of information, and 
they may not speak for the majority. 

 Be aware of variation within a single country.  If your analysis is of a particular city or 
company, stick to it closely.  If you’re trying to characterize a region or country, however, 
visiting more than one location will give you a better idea of broader tendencies. 

 Keep in mind that there are differences between large cities and rural areas, old cities 
and new ones, wealthy populations and poor ones.  Draw your conclusions with the 
context in mind.  

 It is possible for a location to demonstrate relative neutrality regarding two features, or 
two demonstrate two opposing features at the same time due to historical or other 
factors.  If you find this sort of conflict, don’t insist on choosing one feature—look for 
explanations for the existence of both. 

 Refer to the cultural literature on the country of your analysis referred to in these 
materials.  While they may be generalizations, cultural texts indicate country-specific 
and regional patterns of culture, and can be helpful. 
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Cultural Behaviors and Attitudes 

Based on the work of Trompenaars/Hampden-Turner 

 
 Self-Assessment: Whatôs Your Bias? 

There are different grounds for according status to employees, based on what people have 

succeeded in doing or on what qualities are attributed to them by the social system.  

 

Consider these statements: 
 

1. Status should lie in the permanent attributes of employees, i.e., their education, seniority, 

age, position and the level of responsibility ascribed. Status should not change according to 

occasion or just because of recent successes. It reflects intrinsic worth, not the latest forays. 

2. Status should lie in the permanent attributes of employees, i.e., their education, seniority, 

age, position and the level of responsibility ascribed. Such status tends to be self-fulfilling, 

with achievement and leadership resulting from what the corporation values in you and 

expects of you. 

3. Status is a matter of what the employee has actually achieved, his or her track record. Yet 

over time this deserved reputation becomes a permanent attribute, allowing success to be 

renewed and enabling even more achievement to occur. 

4. Achievement or success is the only legitimate source of status in business. The more recent 

the achievement, the better and more relevant it is to current challenges. Achievement gets 

is significance from the humble nature of the individual’s birth and background, and from 

beating the odds. 

If you chose 2 or 3 you have expressed a belief in reconciling achieved and ascribed status. 

Answer 2 affirms socially ascribed status which leads to achievement and success. Answer 3 

affirms achieved status that is believed to lead to social Ascription. In both cases the integrity 

lies in the self-fulfilling sense of self-worth. Answers 1 and 4 respectively reject achieved and 

ascribed status. 

 --from Trompenaars/Hampden-Turner Riding the Waves of Culture 

Achievement Ascription 

Status based on 

achievement 

Status based on 

inherent 

characteristics 

How people see and confer status 

Is status based on inherent characteristics or accomplishment? 
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Achievement vs. Ascription: Attitudes towards Status 

The Achievement/Ascription continuum describes attitudes towards the way status is conferred.   

In Achievement-Oriented cultures, an individual’s personal accomplishments are the basis for 

status.  An example is U.S. athletic or celebrity culture, where someone can be at the height of 

popularity one year and virtually unheard of the next.   

In Ascription cultures, status is conferred based on inherent characteristics, such as family of birth, 

political party affiliation or age rather than personal accomplishment. An example is a culture in 

which top management positions in even large companies are typically held by members of the 

founding family.  

Below is a brief characterization of each system. 

      Achievement              Ascription 

Status based on accomplishment . 
Status based on background, connections, 
experience. 

People strive to achieve a high status in their lifetime. 
People strive to live up to the high status bestowed 
upon them. 

A personôs perceived value is based on his/her 
accomplishments and credentials. 

A personôs perceived value is based on his/her 
influence with others due to seniority and 
connections. 

Respect for superiors is based on results and 
professional competence. 

Respect for superiors is a way of showing 
identification with the organization. 

Value an individualôs history of accomplishing 
.important goals. 

Value titles indicating status and position in the 
organization. 

Age and gender of manager depends primarily on 
individual track record. Majority of managers are older men. 

Tend to be suspicious that older managers are out of 
touch. 

Tend to be suspicious that young leaders are lacking 
in experience. 

May feel impatient when dealing with others with 
connections or seniority rather than expertise. 

May feel insulted when paired with talented 
counterparts lacking in experience or lineage. 

Limited use of titles during interaction. 
Heavy use of titles and professional qualifications 
during interaction. 

Input is designed to get best result efficiently; feelings 
are secondary. 

Input is designed to honor age and titlesðmistakes 
arenôt pointed out to superiors. 

Value concrete examples and data in presentations. Value history and context in presentations. 

Value form over function, respect over terms of deal. 
Value function of form, terms of deal over 
relationship. 

Prefer decentralized decision-making. Prefer centralized decision-making. 

Populate teams with specialists and experts. Populate teams with generalists and seniority. 

Offer performance-based rewards. Offer position-based rewards. 

Pay is a function of growth through skill acquisition. Pay is a function of growth through promotions. 

Limited distinction between benefits at various levels 
of status. 

Status-based benefits (company car, executive rest 
rooms, etc.). 
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Self-Assessment: Whatôs Your Bias? 

Six months after the ABC mining company had signed a long-term contract with a foreign 

buyer to buy bauxite in 10 annual installments, the world price of bauxite collapsed.  Instead 

of paying $4 a ton below world market price, the buyer now faced the prospect of paying $3 

above.  

  

The buyer faxed ABC to say it wished to renegotiate the contract.  The final words of the fax 

read: ―You cannot expect us as your new partner to carry alone the now ruinous expense of 

these contract terms.‖ 

 

Which description below most closely matches your reaction to this situation? 

 

1. A contract is a contract.  It means precisely what its terms say.  If the world price had risen 

we would not be crying, nor should they. What partnership are they talking about?  We 

had a deal.  We bargained.  We won.  End of story. 

2. A contract symbolizes the underlying relationship. It is an honest statement of original 

intent.  Where circumstances transform the mutual spirit of that contract, then terms must 

be renegotiated to preserve the relationship. 

3. A contract symbolizes the underlying relationship. It is an honest statement of original 

intent. But such rigid terms are too brittle to withstand turbulent environments. Only tacit 

forms of mutuality have the flexibility to survive. 

4. A contract is a contract.  It means precisely what its terms say.  If the world price had risen 

we would not be crying, nor should they.  We would, however, consider a second contract 

whose terms would help offset their losses. 

If you responded (1), you are a full Universalist. If you responded (2), you are a full 

Particularist.  If you responded (3), you are a Particularist reconciled with the Universalist 

orientation and if you responded (4), you are a Universalist reconciled with the Particularist 

orientation. 

 --from Trompenaars/Hampden-Turner Riding the Waves of Culture 
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Universalism vs. Particularism:  

Attitudes towards Authority 

The Universalism/Particularism continuum characterizes attitudes towards rules and authority. 

Universalists feel that all people should obey the rules all the time for the benefit of society; 
breaking a rule sets a dangerous precedent.  An example is Germany, where there is a fine 
for bumping another car while parking, even if the other car is not marked. 

Particularists believe in following rules selectively, based on the situation, sometimes making 
exceptions (―I’m in a hurry―, ―this is a silly rule‖, ―this is an emergency‖, etc.). An example is 
Russia, where it may be difficult to enforce manufacturing processes due employees’ disdain for 
rules.  

    Universalists                         Particularists 

Little emphasis on relationships ï assume rules will 
prevent problems. 

Strong emphasis on relationships as safeguard against 
problems. 

Expect business to proceed quickly and according to set 
guidelines. 

Expect business to take a long time, and involve 
changes and surprises. 

Become suspicious that their time is being wasted in 
drawn-out business dealings. 

Become suspicious that the other party is hiding 
something when business is rushed. 

Assume that others will follow rules. Suspicious that others will break rules. 

Base business dealings on assessment of opportunity. Base business dealings on assessment of relationships. 

Feel that there is only one truth or reality. Feel that there are multiple perspectives on reality. 

Rely on contracts to make sure partners behave 
honorably. 

Rely on relationships to make sure partners behave 
honorably; dislike contracts. 

Prefer specific terms in contracts to cover contingencies. Prefer vague wording to allow for surprises. 

Expect contracts to be followed regardless of business 
environment. 

Expect partners to be responsive to fluctuations in 
business environment. 

Trust people who honor their word or contract. Trust people who help them as needed. 

Feel threatened by a lack of structure. Feel constrained by too much structure 

Strive for consistency and uniform procedures. Build informal networks and create private deals. 

Begin and end meetings according to schedule. May arrive late. Meetings end when business concluded. 

Careful to apply rules equally to friends and family. Give friends and family preferential treatment. 

Centralized procedures throughout company. Branch offices have greater autonomy. 

Company representatives behave according to 
centralized rules and procedures. 

Company representatives have relatively great freedom 
to improvise. 

Employee loyalty based on company principles, 
reputation. 

Employee loyalty based on personal relationships within 
company.  

Job promotions tied to performance relative to clear job 
descriptions and goals. 

Job promotions based on ranking by supervisor. 

                       

                ---Adapted from the work of Trompenaars/Hampden-Turner   
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       How People View the Process of Communicating 

 

 

 

 

 

     

Self-Assessment 1: Whatôs Your Bias? 
A boss asks a subordinate to help him paint his house. The subordinate, who does not feel like 

doing it, discusses the situation with a colleague. 
 

A. The colleague argues: ―You don’t have to paint if you don’t feel like it. He is your boss at 
work. Outside he has little authority.‖ 

B. The subordinate argues: ―Despite the fact that I don’t feel like it, I will paint it. He is my boss 
and you can’t ignore that outside work either.‖ 

Answer A indicates a Specific bias, and Answer B indicates a Diffuse approach. 

Self-Assessment 2: 
A group of managers and financial analysts were arguing about whether profitability or ongoing 

stakeholder relationships, most especially between company and customers, formed the 
best way of monitoring organizational effectiveness. The following positions were 
advanced: 
 

1. Feedback within close customer relationships is the most timely advice about corporate 
effectiveness. Its value is its inclusivity. Profits measure what is taken out of a relationship, 
not what is staked or contributed. 

2. Feedback within close customer relationships is the most timely advice about corporate 
effectiveness. Because customers generate the funds used to pay profits, the quality of 
these relationships anticipates profitability. 

3. Profitability or shareholder value is the prime criterion of corporate effectiveness, because it 
distills in one precise and unambiguous measure the vitality and value of all activities by 
other stakeholders. 

4. Profitability or shareholder value is the prime criterion of corporate effectiveness, because it 
proclaims in one precise and unambiguous measure that labor works for capital and 
business  

If you think an organization is primarily a money-making machine you would opt for answer 
4. Answer 1 rejects specificity, while answer 2 is a reconciliation starting from a Diffuse 
point of departure. Answer 3 reconciles the Diffuse responsibility starting from a specific 
standpoint of profitability or shareholder value. 

 --from Trompenaars/Hampden-Turner Riding the Waves of Culture 

 

Need fewer defined 
roles, comfortable 
with questions with 
no correct answer 

Seek details, 
specific, desire 
closure, prefer 

predictable routines 

Diffuse Specific 

How comfortable people are with ambiguity? 
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Diffuse vs. Specific:  

Facts vs. Interpersonal Relations in Communication 
The Diffuse/Specific continuum describes attitudes towards facts vs. interpersonal relationships. 

In Diffuse cultures, people interact and make decisions based on personal relationships.  They 

interact minimally with people they don’t know and establish business partnerships based on a 

history of trust, which takes time to develop.  An example is mainland China, where business 

dealings are preceded by lengthy social events.   

In Specific cultures, people interact and make decisions based on the logic of opportunity and 

shared goals.  They interact freely with people they don’t know, and establish business 

partnerships quickly, based on business opportunity and carefully worded agreements.  An 

example is Germany, where business advances quickly on the basis of contracts. 

Below is a brief characterization of each system. 

     Diffuse      Specific 

Tend to emphasize the history of the company and its 
function as a social group. 

Tend to emphasize objectives, numbers, financial data. 

Prefer to build relationships first, then consider doing 
business. 

Go straight to business discussions; relationships donôt 
matter much. 

Expect social interaction with business partners (dinner 
invitations, questions about personal life, etc.). 

Consider private and work environments separate. 

Create partnerships by providing credentials regarding 
social standing, wealth, refinement of representatives 

Create partnerships by providing credentials regarding 
company performance 

Structure meetings loosely; perceive that there are many 
different ways to reach objectives. 

Structure meetings tightly; move in straight path 
towards objectives. 

Ramble in presentations; digress from agenda to 
accommodate questions and interests of all concerned. 

Present in linear fashion; stick to agenda to accomplish 
business efficiently. 

Expect to spend time on connected topics; all are related. Expect to address principal topics specifically and 
individually. 

Give complex responses, explaining history and nuances 
before answer. 

Give cut-and-dried answers followed by limited 
explanation of nuances. 

Regard hierarchy as fixed ï relative status of coworkers 
does not vary outside work. 

Regard hierarchy as situational ï relative status of 
coworkers outside work depends on current context. 

Professional relationships maintained outside work 
through social interaction. 

Professional relationships acknowledged primarily at 
work; social relationships may not include coworkers. 

Seniors may presume on juniors to perform support duties 
outside of work. 

Juniors have no responsibility to seniors outside of work 
environment. 

Establish little bureaucracy; few rigid rules. Establish administrative structures and systems with 
rules and controls. 

Financial incentives awarded based on strength of 
relationships and personal situation. 

Financial incentives based on measured performance 
relative to job description. 

Security benefits perceived as less important ï 
relationships/seniority enhance security. 

Security benefits perceived as important ï 
relationships/seniority are unhelpful. 
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Self-Assessment 1: Whatôs Your Bias? 

Several managers were discussing whether close cooperation or fierce competition was 

the most salient mark of the successful enterprise. Which of the four statements most 

closely reflects your own approach? 

1. Competition is the supreme value of any successful economy or company. Attempts 

by major parties to cooperate usually end in collusion against one or more of them. 

2. Competition is the supreme value of any successful economy or company, because 

this involves serving customers better than our rivals, so assuring the public interest. 

3. Cooperation among stakeholders is the supreme value because this shared aim 

makes companies fiercely competitive towards outsiders, thereby fulfilling personal 

interests. 

4. Cooperation among s 

5. takeholders is the supreme value. Personal rivalry and competing for self-

advancement are seriously disruptive of effective operations. 

Answer 1 affirms competitive Individualism and rejects communitarian cooperation, 

while answer 4 is the exact opposite. Answer 2 starts by affirming competitive 

Individualism, but by connecting it to communitarian cooperation it reconciles it into an 

integrity which we might call "coopetition". Answer 3 suggests the same end result but 

the spiral is now anti-clockwise, from the cooperating group to the competing individual. 

 

  

 

 

 

 

                  --from Trompenaars/Hampden-Turner Riding the Waves of Culture 

Individualism

  

Collectivism 

Loose ties; look after yourself; 
prefer to take individual 

approach; standing out as an 
individual is important 

Strong cohesive groups; 
identify with group; needs of 

group are the priority; fitting in 
with group is important 

Do people act as individuals or members of a group? 

  

How people view how to work with others 
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Individualism/Collectivism: Self-Assessment 2 

A team of design engineers worked hard on a project and produced an excellent new 

product in record time.  The technical skills and ideas of one team member in particular 

moved the project forward.  The product won an award for customer satisfaction. 

At the annual meeting, the company president was planning to give the team an award 

for their excellent work and the success of this product.  Should the president simply 

mention the team as a whole or should there also be praise for the team member 

whose abilities were especially helpful? 

 

1. Yes, the individual should get special mention at the annual meeting. 

Acknowledging star performers will encourage others to do their best. 

2. Yes, the individual should get special mention at the annual meeting. The team 

should be proud to have such a strong member. 

3. No, the individual should not be mentioned in public, but should be financially 

compensated according to his/her performance. 

4. No, the individual should not be mentioned or financially compensated differently 

from other group members—the work was a team effort, and recognizing one 

person in particular would be insulting to other team members. 

Answer 1 indicates an Individualist approach to work and recognition.  Answer 2 contextualizes 

the individual result in the Collectivist environment.  Answer 3 emphasizes the importance of the 

group as a public entity, and Answer 4 subordinates individual reward to that of the group.  
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Individualism vs. Collectivism: 

Attitudes towards Responsibility and Decision Making 
 

The Individualism/Collectivism continuum describes attitudes towards who takes responsibility 
for work and decisions and who is rewarded for their outcomes. 

In Individualist cultures, work is divided into tasks which are assumed by individuals, who 
receive credit or blame for their outcome.  Individuals have decision-making authority. An 
example is the U.S., where individuals are acknowledged and rewarded for individual 
performance. 

In Collectivist cultures, a project is undertaken by a group, which receives credit or blame for its 
outcome as a team.  Decisions are made by groups, whose members must agree before 
moving forward.  An example is Japan, where people with equal seniority are promoted together 
without regard for individual performance. 

Below is a brief characterization of each system. 

  Individualists     Collectivists 

Focus is on individual action, personality and 
achievement. 

Focus is on group membership, group identity 
and group performance. 

Individual targets are established and individual 
takes responsibility for meeting them. 

Group targets are established and group takes 
responsibility for meeting them. 

Individual contribution is apparent and individual 
strengths and weaknesses are known. 

Individual contribution is not divulged and 
weaknesses are covered by group. 

Individuals may be sole negotiators and decision 
makers. 

Negotiators are typically teams of people who 
have responsibility for various functional areas. 

Individuals are rewarded and recognized. Groups are rewarded and recognized. 

Turnover on teams considered acceptable; 
people are replaceable. 

Turnover on teams perceived as a sign of 
conflict and low morale. 

Goal is to identify and influence opinion leaders 
and decision-makers. 

Goal is to present case in all aspects so that 
each team member will be satisfied. 

Decisions may be made by an individual without 
reference to others. 

Decision-making consensual; involves checking 
frequently with others. 

Decisions may be difficult to implement because 
there is no real consensus for them inside firm. 

Once made, decisions are easier to implement 
because they already enjoy consensus. 

Less likely to conform with norms and policies 
(nonconformity =uniqueness). 

More likely to conform with norms and policies 
(nonconformity=deviance). 

Greater social mobility across occupations. Less social mobility across occupations. 

Innovators are likely to venture out on their own. Innovators are likely to involve others. 

Innovations outside existing networks. Innovations within existing networks. 

More inventions patented. Fewer inventions patented. 

Performance-based pay is typical. Service-based pay is typical. 

Individual pay review determines salaries. Collective bargaining determines salaries. 

Remuneration is based on individual targets. 
Tend to avoid individual bonuses and 
commissions. 
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      Self-Assessment: Whatôs Your Bias? 

Several managers at a medical device company are discussing an inquiry from a 

potential partner. An overseas distributor sees an opportunity to introduce their 

product into a new, high-growth market, but they must move quickly, before a 

competitor’s product is released.  If the initiative fails, they could be perceived as 

hasty and unprepared.  The managers’ perspectives are: 

 

1. We should act quickly.  The most important thing is to take advantage of the 

current opportunity.  If it doesn’t work out, we can always change direction. 

2. We should act quickly. The most important thing is to take advantage of the 

current opportunity, but we should be cautious. Changing direction later due to a 

mistake could damage our reputation. 

3. Our reputation is more important than current opportunity.  We should move only 

when we’ve had time to become reasonably sure this project will work.   

4. Our reputation is more important than current opportunity. We should not move 

on this project until we’re sure it is in line with our tradition and reputation and will 

not embarrass us.   

Answers 1 and 4 suggest a Short-Term and Long-Term orientation, respectively.  

Answer 2 indicates a Short-Term orientation with recognition of Long-Term 

considerations, while Answer 3 indicates a Long-Term orientation with recognition of 

Short-Term considerations. 

  

Short-Term Long-Term 

How people view time 

Immediate gratification; 

impatient; needs 

immediate 

reinforcement 

Persistence, thrift; a 

focus on long term 

investment; no need to 

rush to an end 

The degree to which people value  

immediate rather than more extended outcomes 
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Short-Term vs. Long-Term Orientation:  

Attitudes towards Strategy and Partnership 
 

The Short-Term vs. Long-Term continuum describes attitudes towards time and its relationship 
to the development of strategy and creation of relationships. 
 

In Short-Term cultures, the present and future are the focus.  Strategy focuses on the near term, 
and relationships are developed quickly to take advantage of mutual opportunity. An example is 
India, where changes in direction are made quickly and concern about the connection between 
current activity and the past is minimal. 
 

In Long-Term cultures, past history and tradition are the focus.  Strategy focuses on the 
preservation or recreation of past success, and relationships are developed slowly to ensure 
success over time.  An example is China, where change in direction is made cautiously, using 
existing relationships where possible, and new corporate relationships are developed slowly. 
  

Below is a brief characterization of each system. 
 

        Short Term               Long Term 

Now and the immediate future are the most 
important.  What happened before is over and 
largely irrelevant. 

Tradition and history of relationship are the 
most important.  The connection to the past is 
considered for new initiative. 

Short term results and the bottom line are 
emphasized. Relationships are considered 
incidental. 

Strong relationships are considered the basis 
for future results. Nothing good can be 
achieved overnight. 

Relationships are based on current needs. 
When old relationships lose importance, new 
ones are easily made. 

Relationships are carefully maintained.  
Resentment results when they are allowed to 
lapse; enemies are forever. 

Authority stems from recent 
accomplishments. 

Authority stems from history of 
accomplishments, even if none are recent. 

Motivated to create new value, success. Motivated to recreate/continue past success. 

Focused on deadlines and milestones. Things perceived as happening in due time. 

Tend to look for quick closure to business 
dealings. 

Expect lengthy meetings in order to create 
partnerships. 

Value ability, expertise and performance. Value age, experience and wisdom. 

Constant analysis of recent performance to 
modify direction quickly. 

Tendency to stay on course through ups and 
downs and let results play out. 

A negotiator may be reassigned without 
disruption to proceedings. 

The relationship with a negotiator is crucial; 
replacements are disruptive. 

Planning tends to be complex and complete, 
and is reworked when conditions change. 

Planning tends to focus on goals, with details 
left vague to accommodate changes in 
conditions. 

Tend to view customers as instrumental to 
success. 

Tend to view customers as relationships to be 
maintained. 

Bonuses/raises follow performance closely to 
reward incremental success. 

Bonuses/raises lag performance to reward 
long-term strategy. 

Employees promoted/rewarded based on 
recent accomplishments 

Employees promoted/rewarded based on 
growth and relationships 

Employee success considered an individual 
accomplishment. 

Employee success considered function of 
relationship with manager. 
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     Self-Assessment: Whatôs Your Bias? 

Two teams were preparing for a big presentation.  Which approach seems most 

appropriate to you? 

 

1. We will prepare a concise presentation.  We’ll take questions at the end and  

answer them as directly as possible.  We have a new idea that we will present for 

feedback in the meeting.  If there’s any disagreement, we’ll get it out in the open 

and work through it. 

2. We will prepare a clear presentation. We’ll take questions at the end and take 

time to answer them to the audience’s satisfaction.  We have a new idea that we 

will present for feedback in the meeting.  If there’s any disagreement, we’ll record 

it and work on the idea after the meeting. 

3. We will prepare a general presentation. We’ll take questions as they come up 

and take time to answer them to the audience’s satisfaction.  We have a new 

idea that we will mention casually in the meeting.  If there’s any disagreement, 

we’ll ask a key player for advice after the meeting. 

4. We will prepare a general presentation, laying out the basic items to be 

considered.  We will provide background information to give the full context of the 

issues to be discussed.  We’ll take any questions as they come up and see 

where they lead us. We have a new idea, which we have discussed with three 

key participants.  We’ve asked one of them to mention it in the meeting and we’ll 

see where it goes. 

Answer 1 indicates a Direct approach. Answer 2 indicates a Direct approach with 

allowances for Indirect issues.  Answer 3 is an Indirect approach with some 

Direct provisions, and Answer 4 is a purely Indirect approach. 

How explicit people are 

Direct Indirect 

Messages are direct and 

explicit; Message is 

sufficient; more ñobjectiveò 

and fact based 

Messages are implicit; 

Provide more historical 

information; relationships 

are sources of information 

Peopleôs choosing to convey messages directly vs. 

providing hints and cues 
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Indirectness vs. Directness: 
Approaches to Communication 

 
The Indirectness/Directness continuum describes the way communication is delivered with 
respect to maintaining relationships and managing conflict. 
 
In Indirect cultures, the goal of communication is the preservation of relationships. The delivery 
of information is organized to provide contextual information without stating a position that could 
cause offense, and disagreement is resolved privately or through intermediaries.  An example is 
Thailand, where disagreement is voiced so indirectly that visitors may never realize they caused 
offense and were disliked. 
  
In Direct cultures, the goal of communication is the transfer of facts and information.  The 
delivery of information is organized logically and disagreement is voiced openly and resolved 
through debate. An example is the Netherlands, where blunt disagreement and detailed 
questioning are the preferred method of communication and do not cause personal offense. 
 
Below is a brief characterization of each system. 
 

          Indirect              Direct 
Value harmony and politeness; details can be worked out 
if a relationship is healthy. 

Value direct exchange of information and content; 
relationships are secondary. 

See negotiating as a ritual with a strong social component 
that develops relationships. 

See negotiation as a practical way to make decisions and 
establish procedures. 

Tend to speak cautiously, with a goal of avoiding face 
loss of anyone present. Rarely offer negative input.  

Tend to speak clearly, with a goal of conveying 
information. Voice opinions readily. 

Tend to interpret messages based on contextual cues.  
Expect hidden meaning in input they receive. 

Tend to take input at face value. Do not expect subtexts 
or send covert signals in conversation. 

Transmit negative messages through subtle signals 
(body language, tone of voice) rather than voicing 
opinions that could embarrass others. 

Tend not to take disagreement personally.  Offer negative 
input directly, and assume others will do the same. 

Perceive direct speech as confrontational and lacking in 
sophistication. 

Perceive indirect speech as indicating a lack of honesty 
or reliability. 

Presentations are non-linear, and may involve tangents 
and digressions. 

Presentations are clear and proceed through material in a 
linear manner.   

Presenters provide general, philosophical and historical 
information.  Listeners avoid asking direct questions that 
might embarrass others. 

Presenters are explicit about each point. Listeners ask 
detailed questions and receive specific answers. 

Consider ñyes/noò questions confrontational and too 
direct, and prefer to sound people out indirectly. 

Tend to ask direct questions and expect to be asked 
direct questions in return. 

Value developing relationships in business dealings, and 
expect to spend time on social preliminaries before 
discussing business with a new partner. 

Value ñgetting to the pointò in business dealings, and 
expect to begin talking business with a new partner right 
away. 

Expect things to take time and arrive prepared to give it. Arrive prepared to talk about precise details, and expect 
meetings to proceed rapidly. 

Consider negotiating issues in terms of people and 
personalities. Do not do business with people they dislike. 

Separate people and personalities from negotiating 
issues. Donôt need to like someone to do business. 

Indirect speakers seek general information from personal 
network. 

Direct speakers seek specific information from research, 
publications, etc. 
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      Self-Assessment: Whatôs Your Bias? 

In a meeting you feel very insulted because your business counterpart tells you that 

your proposal is insane. What is your response? 

 

1.  I will not show that this person has hurt/insulted me, because that would be seen 

as a sign of weakness and would make me more vulnerable in the future. 

2.  I will not show that I am hurt because that would spoil our relationship. This will 

allow me later to tell the counterpart how much I was hurt by his or her comment 

so he or she might learn from it. I rather show my emotions when the counterpart 

has more chance to improve our business relationship. 

3.  I will show clearly that I am insulted so that my counterpart gets the message. I 

believe that clarity of my message will allow me to be able to control even greater 

emotional upset in the future. 

4.  I will show clearly that I am insulted so that my counterpart gets the message. If 

business partners cannot behave themselves properly they have to bear the 

consequences. 

Answer ―1‖ indicates that you prefer to be neutral and reject affectivity in 

response. Answer ―4‖ clearly reflects a preference for emotional outbursts 

regardless of their consequences for the relationship. Answer ―2‖ supports the 

neutral point of departure in order to show emotions more effectively in the 

future. Answer ―3‖ takes an Expressive point of departure in order to stabilize 

future emotional interactions. 

 

 --from Trompenaars/Hampden-Turner Riding the Waves of Culture 

Aggressive; get it done; 

who cares about how it 

affects their feelings 

Instrumental (Neutral) 

How people express emotion 

Expressive (Affective) 

Worry about how people 

will ñtakeò it; feelings are 

important; nurturing 

The degree to which people show emotion in conversation 



15 
 

Not for reproduction.  Contact Deirdre.Mendez@McCombs.utexas.edu for free toolkit and supporting materials. 

Neutral vs. Expressive: 

Attitudes towards Expressing Emotion 
 

The Neutral/Expressive continuum describes the approach to conveying emotion in interaction. 
 
In Neutral cultures, feelings and emotions are not made obvious in interaction.  Gestures and 
facial expressions are minimal and tone of voice is kept neutral.  Problems are discussed with 
close friends, and are not communicated in business situations. An example is Japan, where 
physical contact between close friends or romantic couples is minimal, and ―bringing problems 
to work‖ is considered unprofessional. 
 
In Expressive cultures, feelings and emotions are made obvious in interaction. Gestures and 
facial expressions are active and tone of voice varies with the speaker’s attitude towards a topic.  
Problems are discussed publicly, and may be communicated in business situations. An example 
is Egypt, where businesspeople shake hands in greeting and friends kiss on the cheek.  People 
discuss problems openly at work, sometimes allowing them to interfere with the execution of 
duties.  
 
Below is a brief characterization of each system. 

 

                           Neutral                                     Expressive  

Neutral interactants avoid physical contact 
and strong body language. 

Expressive interactants are tactile and 
physically demonstrative. 

Tone of voice and body language moderate 
during disagreement. 

Climate can become adversarial when 
disagreement surfaces. 

Tend to listen without interrupting; may 
perceive interruption as offensive. 

Enjoy brainstorming, speak enthusiastically, 
overlapping others. 

Use open questions, control body language. Ask direct questions, show enthusiasm. 

Tend to avoid direct confrontation. Confrontational and challenging. 

Tend to provide weak feedback. Tend to provide strong feedback. 

Tend not to express what they are thinking or 
feeling; stick to facts or logic. 

Speak freely about ideas, opinions and 
feelings. 

Tend to prepare thoroughly and stick to 
agenda. 

Show empathy and understanding of other’s 
position, changing course as needed. 

Self-control and neutrality do not necessarily 
indicate a lack of interest. 

Expressions of enthusiasm do not guarantee 
that things are going well. 

Perceive emotional display as unprofessional 
and an indication of a lack of self-control. 

Perceive controlled emotion as indicating a 
lack of commitment or engagement. 

Value job security, financial incentives, 
interesting work. 

Value interpersonal relations and positive 
working conditions. 

Emphasize equity, mutual competition, and 
performance. 

Emphasize equality, solidarity, and quality of 
work life. 

Typically operate in an environment of higher 
job stress. 

Typically operate in an environment of lower 
job stress. 

Managers expected to be decisive, assertive, 
aggressive, competitive. 

Managers expected to be intuitive, deal with 
feelings, seek consensus. 
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Self-Assessment: Whatôs Your Bias? 
 

Three teams from the same company will be working together on a project.  In a 

planning discussion, they have different approaches to organizing the project. Which 

is most similar to the one you would adopt? 

 

1. We should create a project plan that will articulate its goals and the steps leading 

to each one, with dates specified for milestones.  We should have weekly 

meetings in which each team will report its progress and we will modify the plan 

in light of each update. In this way, we will meet the deadline. 

2. We should create a project plan that will articulate its goal and the steps leading 

to each one, with approximate dates for each milestone.  We should have 

periodic meetings in which each team will report its progress and we will modify 

the plan in light of each update. In this way, we will meet the deadline. 

3. We should create a project plan that will articulate each goal, and the paths 

towards each goal.  There’s no point in specifying dates for milestones because 

problems will come up that alter our timeline, but we will always have the 

deadline firmly in mind.  

4. We should create a project plan that will articulate each goal, and the paths 

towards each goal.  There’s no point in specifying dates or milestones because 

we will probably change directions several times, but we will always have the 

deadline firmly in mind.  The plan will take shape as we get further along. 

Answer 1 is a fully Monochronic approach to project organization.  Answer 2 is a Monochronic 

orientation with provisions for Polychronic factors. Answer 3 indicates a Polychronic approach 

with some concessions to Monochronic factors, and Answer 4 indicates a purely Polychronic 

approach.  

The degree to which people perceive activities as  

happening in a linear manner 

Activities perceived as a 

linear series of individual 

occurrences 

 

Activities perceived as 

related and occurring at 

the same time 

How people view the management of activities 

Monochronic Polychronic 
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Monochronic vs. Polychronic: 

Approaches to Time Management and Planning 
The Monochronic/Polychronic continuum describes people’s approach to time with respect to 
organization and planning. 
 
In Monochronic cultures, time is perceived as a straight line, with events occurring one after the 
other.  Meetings begin and end on time.  Tasks are organized sequentially, and there is a 
commitment to sticking to plans. An example is Switzerland, where meetings are scheduled and 
executed on time, and plans are carefully developed and implemented. 
 
In Polychronic cultures, time is perceived as a complex system, with events occurring 
simultaneously.  Meetings may begin and end late, with people checking computers and taking 
phone calls throughout.  Plans are subordinate to relationship maintenance and subject to 
frequent change.  An example is Italy, where meetings may be delayed, and plans are subject 
to frequent modification as changes occur. 
  
Below is a brief characterization of each system. 

         

       Monochronic          Polychronic 
Time is viewed as a sequential process, with events 
occurring one after another. 

Time is viewed as flexible and intangible, with events 
occurring simultaneously. 

Time has substance ï it can be measured, saved, 
wasted. 

Time is intangible ï a characteristic of the activity. 

Time is perceived as a feature of the clock and 
calendar. 

Time is perceived as a feature of opportunity/ 
obligation. 

Schedules are viewed as serious commitments. Schedules are viewed as goals to be met if 
appropriate and convenient. 

Schedule changes by others are viewed as indications 
of lack of commitment. 

Schedule changes by others are viewed as natural 
and reasonable. 

Commitment made to appointments is viewed as a 
high priority. 

Commitment to the activity/conversation is viewed as 
a high priority. 

Changes to plans are viewed as disruptive; the later 
the change, the more disruptive. 

Changes to plans are viewed as inevitable; late 
changes are accommodated. 

Getting everything done is a priority. Giving everything adequate time is a priority. 

Interruptions viewed as disruptive, impolite. Interruptions considered unavoidable. 

Appointments are moved/canceled reluctantly, due to 
serious impediment. 

Appointments are freely moved or canceled according 
to opportunity and convenience. 

Commitments are made sequentially: ñwe will do this, 
then thatò. 

Commitments are made together: ñThese things need 
to happenò. 

Estimated time for each task is factored into 
commitments. 

Commitments are perceived as taking as much time 
as they take. 

People tend to focus on one task, then move on. People tend to work on multiple tasks at a time. 

Interpersonal interaction is constrained in order to 
prioritize schedules. 

Appointments are missed in order to prioritize 
interpersonal interaction. 

Planning tends to be complex and complete, and is 
reworked when conditions change. 

Planning tends to focus on goals, with details left 
vague to accommodate changes in conditions. 

Value quiet working environment for focusing on 
individual tasks. 

Value dynamic working environment for multitasking. 

Face-to-face interaction is considered most effective Phone calls or e-mail are considered most efficient 
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Reactions and Interpretations  

during Intercultural Interaction 
 

Ascription/Achievement Orientations to Status 

 

       Ascriptive about Achievement-       Achievement Oriented about 

   Oriented                      Ascriptive 

We sent a senior executive to this negotiation to 
show how seriously we take it.  He knows 
everything about our company. They sent a 30-
year-old whoôs been with their company for two 
years!  Are they trying to insult us?  

We chose an expert on the relevant technology to 
represent us.  They sent someone whoôs been 
buried in management for the last 15 years and 
knows nothing about the technology.  Why didnôt 
they send someone competent?  

That young company exploded on the scene last 
year, but who knows whether theyôll be able to 
sustain rapid growth? Weôll keep an eye on them 
and see what we think in a couple of years. 

That big company hasnôt had a big quarter in two 
years, but theyôre still very stand-offish.  They donôt 
seem to understand the need to move quickly and 
decisively to capture market share.   

Our company has been in business for 100 years, 
and our partners take that seriously.  But this young 
group took off their jackets in our first meeting, and 
used our first names. They were disrespectful of our 
stature ï they seem very immature. 

We tried to establish a friendly, relaxed tone in our 
first meeting, but they were stiff and ultra-formal. 
They donôt seem to respect our expertise or 
understand its value ï these outdated formalities 
are irrelevant to the bottom line.   

When I interact with their junior employees, they 
donôt listen politely.  Each time I say something, they 
jump in with a comment of their own. People at that 
company donôt seem to respect authority. 

When I interact with their senior manager, he starts 
a monologue about his own experience and 
opinions. When I try to contribute to be polite, he 
ignores what I say and goes back to the monologue.  
He seems to be very self-centered. 

They criticized one of our employees who comes 
from a powerful family as ñincompetentò.  Donôt they 
understand that her connections are much more 
valuable to us (and by extension to them) than an 
engineering degree?   

When we complain about an incompetent employee 
at one of our branches, they say that sheôs from a 
wealthy family, and refuse to discipline her for her 
laziness.  Why donôt they hold everyone to the same 
standard? 

We reward employees based on seniority.   They 
want us to compensate our joint venture team 
purely on the basis of performance, but then some 
younger people would make more than more senior 
employees, causing them to lose face.  

Performance-based compensation is the fairest 
system.  They want to compensate our joint venture 
team on the basis of seniority, but weôll lose our best 
employees if we donôt reward them in proportion to 
their performance. 

The best indication of employeesô value is the skills 
theyôve acquired, and we award raises according to 
certifications and service. 

The best indication of employeesô value is the 
responsibilities they assume, and we gauge salary 
to position. 
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Universalist/Particularist Attitudes towards Authority 

 

 Universalist about Particularists  Particularist about Universalists 

They donôt seem to take the contract between our 
companies seriously.  We abide by it ourselves ï 
why would they expect us to make exceptions for 
them? 

We had no way of predicting that a storm would 
damage our facility.  Why wonôt they accommodate 
us when they know this is a special situation?  

Slipped deadlines are damaging our customer 
relationships. Why canôt they develop a realistic 
schedule and then meet it?  They donôt seem to 
take their obligations seriously. 

Schedules are estimates ï who can say whatôs 
going to come up? Why canôt they factor the 
unexpected into their schedules and adapt to 
surprises? 

We set a deadline for funds transfers, and one 
branch consistently misses it. Sometimes theyôre 
early and sometimes theyôre late.  Why canôt they 
just be on time? 

By making funds transfers based on the exchange 
rate, rather than the date, weôve saved the company 
a lot of money over the past year. Do they really 
value an arbi- trary schedule over saving money? 

The procurement manager we work with is the 
cousin of the VP, and heôs virtually incompetent.  
Why donôt they hold him to the same standards as 
everyone else? 

We all have to take care of family members, so 
naturally, people with good connections get special 
favors.  We all work around this fact ï why canôt 
they? 

Several times, this partner has put us in an awkward 
position by asking for special favors.  How can we 
justify making exceptions for them while we make 
other partners stick to the rules? 

Weôve done business with them for years, but youôd 
think we were complete strangers ï they wonôt give 
us the slightest concessions.  Doesnôt our 
relationship mean anything to them? 

Our new incentive program is fair because it 
rewards employees for their performance.  But one 
of our branches is fighting it.  Donôt they see that 
everyone needs to have the same criteria for 
compensation?    

One of our employees lost his wife this year, and 
has had a poor sales year as a result.  The new 
incentive program at corporate is going to penalize 
him even further at this difficult time.  Is that really 
fair? 

This potential partner claims they can get special 
treatment from the compliance inspectors because 
of their government connections.  Donôt they realize 
this kind of favoritism would be unsavory, even if 
they donôt do anything illegal? 

Weôve spent years cultivating the dominant political 
party to ease our way through the process, and this 
is part of our value proposition to them.  Why donôt 
they recognize the usefulness of these 
connections? 

They seem to be fighting the new process controls 
we implemented. They try to get around them rather 
than complying.  Donôt they understand theyôre 
necessary to the quality of our products? These 
processes are a good thing. 

We have an excess of bureaucracy already, and 
now theyôve introduced these new process controls.  
These rules limit our freedom and there will be no 
end to them.  Weôll just have to get around them the 
way we do all the others. 
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Diffuse/Specific Styles of Communicating 

 

Diffuse about Specific    Specific about Diffuse 

Weôve been trying to get to know them at cultural 
events and meals, but they seem to resist this. How 
else can we find out whether their philosophy is a 
good fit for ours?  

We came here to do business, and they keep taking 
us to museums and long dinners.  We have to go 
home soon. Are they serious about doing business 
with us? 

Itôs time-consuming to create a lasting partnership.  
It would be a waste of time to skip from one partner 
to anotherðwe would lose continuity in our products 
and services and develop a reputation for instability. 

Itôs easy to create a trial partnership and end it if it 
doesnôt work out. It would be a waste of time to 
spend years on each relationship. We change 
partners depending on who offers us the most at a 
given time. 

Itôs better to be sure our companies are a good fit 
than risk a bad relationship. Why are they in such a 
hurry to talk contracts?  Weôre just getting to know 
one another. 

We donôt need to know the names of their children 
to do business ï all we need is a good contract. 
Why do they keep bringing up these personal 
topics? 

We took them to our managerôs country house to 
honor them and to show them that our company has 
provided a good living to our employees.  But they 
didnôt seem to get the message or appreciate the 
hospitality.   

They drove us out to the country mansion of one of 
the managers. They must have wanted to impress 
us with how much money they have.  The quality of 
their products is what we care aboutðwe donôt 
need to visit their homes. 

That interviewee had strange expectations.  He 
wanted an exhaustive list of specific job duties. 
Employees should to do what is needed, and we 
evaluate them in part on adaptability, which is vital 
in a changing environment. 

Iôm used to knowing exactly what is expected of me, 
and to being evaluated according to my execution of 
specific duties.  Clarity on the criteria for promotions 
and salary increases ensures that the system is 
logical and fair. 

Their employees work the required number of hours 
each week and then go home.  They donôt socialize 
outside of work. They donôt seem to have any 
community spirit.   

They spend time with each other after work, and 
even on weekends.  They have to take customers 
out socializingðthereôs no end to it. When Iôm 
working with them, my family life suffers.  

Our division manager is moving to a new house 
next week, and of course weôre all going to help out.  
Itôs inconvenient for some of us, but the boss is the 
boss.  Besides, how else would people get moved? 

Their division manager is moving next week, and he 
asked everyone to show up and help him get 
moved. They donôt seem to have any boundaries - 
they can never get away from that hierarchy, and 
the top people abuse their privileges.  

As president, Iôm proud that our senior management 
includes my family members and close friendsð
people I know I can trust. That says a lot about the 
cohesiveness and stability of the company. 

We have policies to prevent relatives from working 
in the same division, and if two employees marry, 
one has to leave the division.  Nepotism results in 
favoritism and bad business decisions. 
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Individualist/Collectivist Approaches to Working with Others 

 

          Individualist about Collectivists  Collectivist about Individualists 

 

Why are there so many of them at this meeting? 
Who has the real negotiating authority? If he/she is 
competent, why are the others here? 

Why did they send just one person? How can he 
have all the knowledge necessary to make informed 
decisions? Donôt they take doing business with us 
seriously? 

Why are decisions taking so long? Did they give our 
partnership low priority? Are they stalling? Maybe 
theyôre not serious about doing business with us. 

How is this person making decisions so quickly?  Is 
she considering all the angles?  Does she really 
speak for all the business units that will be affected 
by this agreement? Things are moving too fast. 

Every time we take a break, they have a private 
meeting.  It seems like theyôre plotting some secret 
strategy.  Itôs unnerving. 

We need to talk amongst ourselves whenever 
thereôs a break so we can be sure weôre all in 
agreement. Then no one will misrepresent the 
groupôs position. Why do they seem surprised? 

When I ask one of them even simple questions, they 
say ñI donôt knowò, or ñIôll checkò, and then come 
back later with the answer.  Sometimes, we just 
need an estimate. Canôt they think for themselves? 

If you ask three of them the same question, you get 
three different answers.  Which one is representing 
the company? A unified front is the very least you 
can expect from a competent team. 

Whenever we come up with a creative suggestion, it 
takes them weeks to come back with a response.  
Why are they so inflexible? 

When they change direction, we have to go back to 
all our departments to discuss the implications of 
the latest change.  Why are they so capricious? 

Once the contract is signed, Iôll call a meeting at HQ 
to let everyone know what has been decided. I hope 
Marketing doesnôt give me a hard time about the 
deadline for the new collateral. 

Everyone who needs to know about this discussion 
has provided input.  It was worth taking the extra 
time to get Marketing on board ï now weôre all on 
the same page. 

Once they finally make a decision, it will probably 
take them just as long to start implementation.  We 
donôt need to worry about ramping up quickly.  

They make decisions quickly, so we can expect 
them to ramp up rapidly once weôve agreed.  That 
suits us fine ï weôll be ready to start immediately. 

I want to make them feel like part of our team since 
weôll be working together, so I gave them some 
ñinsideò information. They can count on us to be 
friendly. 

We want them to respect us as a team, so weôll 
keep any challenges weôre having to ourselves, and 
not allow them to show. They can count on us to be 
professional. 

They hoard information, and wonôt tell us whatôs 
going on internally. If weôd known about that 
problem, we could have helped. They donôt seem to 
trust us ï they donôt treat us like real partners. 

They ask prying questions, and make us 
uncomfortable. We try to solve problems ourselves 
before we notify them. Although weôre collaborating 
on a project, weôre still from different companies. 

We singled out a member of their team for special 
thanks to let everyone to know what a great job she 
had done. We want to be sure she gets full credit for 
her hard work, which doesnôt always seem to be 
rewarded. 

Instead of praising the entire team, they identified 
only one member, setting her apart from the rest 
and embarrassing her.  Other team members were 
resentfulðit was tactless and insulting to the rest.   
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Short-Term/Long-Term Attitudes towards Time 

 

 Short-Term about Long-Term               Long-Term about Short-Term 

We need to get our new partnership in place and 
begin implementing immediately.  The opportunity 
cost of waiting is high. Why are they so cautious? 

Any new partnership needs to be discussed in the 
context of the history of our company, and 
implemented in alignment with that history.  Why are 
they so reckless? 

The past isnôt that important.  We learn from it, and 
then we move on.  We need to constantly look to 
the future. Decisions need to be made quickly. 

Any mistakes we make will be remembered for a 
long time.  We need to consider the implications of 
decisions we make from every angle. 

The pressure we have to show results in the next 
quarter causes us to be agile and innovative. We 
need them to be more responsive. 

The importance of establishing a track record over 
many years causes us to be cautious and thorough. 
We need them to be more patient. 

Achieving good Short-Term results and adapting to 
change is the way to establish a reputation. If an 
idea doesnôt work, weôll go in a new direction. 

Building relationships and expanding them carefully 
over time is the way to establish a reputation. Bad 
ideas are costly. 

Meeting deadlines and achieving milestones is vital 
to our reputation.  Our partners need to be reliable. 

We canôt know how long things will take; our 
partners need to be flexible in terms of time. 

With only three items on the agenda, we expected 
quick closure to todayôs meeting. Why is this taking 
so long? 

A series of meetings is necessary to conclude the 
discussion we began today.  Each item on the 
agenda must be thought through carefully. 

There doesnôt seem to be a decision-maker here.  
They constantly stop and postpone negotiations 
until theyôve checked with headquarters.  Their 
method seems very inefficient. 

They seem surprised when we stop our negotiation 
to consult with colleagues.  Everyone affected by a 
decision needs to have input.  One person making 
decisions for a whole company is very risky.  

They claim they canôt make a decision right now.  
We need to move forward and ñmaybe laterò isnôt an 
answer we can take back to headquarters.   

The fact that we canôt make a decision right now 
isnôt a deal breaker.  Thereôs still possibility for the 
future, but they seem to have a ñnow or neverò 
attitude. 

We chose our team based on their ability and 
expertise.  We brought our best to this negotiation. 
Why did they send these older managersðthey 
arenôt close to the product or the customer. 

We chose our team based on seniority and 
experience.  Who are these young upstarts on their 
team? They havenôt been around long enough to 
know anything about the industry or the market. 

Why did they get so upset when we re-assigned our 
head negotiator to another project?  The new one is 
competent and well-briefed.   

Just as we were getting to know their negotiator, he 
was replaced.  What did he do to be reassigned, 
and how do we trust this new person? Something is 
wrong here. 
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Indirect/Direct: Explicitness in Communication 

 

          Indirect about Direct      Direct about Indirect 

When we try to make small talk with them, it seems 
to confuse them. They donôt seem to know the 
purpose of social conversation.  How are we 
supposed to work with each other if we donôt know 
each other? 

When we try to initiate business conversations at 
dinner, they change the subject to something social.  
How are we supposed to come to an agreement if 
we canôt talk business? 

When we ask a question, they give us a brief 
answer with very little context.  If they do provide 
detail, itôs in the form of data and statistics. We canôt 
get a good sense of the reasons behind what they 
say.   

They donôt give us straight answers.  They talk 
around the point, and give us history and other 
tangential information that doesnôt really answer the 
question.   

They seem to want a yes/no answer to every 
question, no matter how complicated things are. 
That would be oversimplifying. You have to live with 
complexity until things become clear. 

They seem to see every possibility as equally likely. 
Itôs hard to manage a dozen scenarios at the same 
time.  Why donôt they just choose the most probable 
and outline Plan A and Plan B? 

When thereôs a delicate situation, they tend to blurt 
out their opinions, even in public.  We have to be 
careful who we introduce them toðwho knows what 
they might say to our partners or customers? 

They seem to make a lot of decisions behind the 
scenes, and meetings donôt mean anything--
important matters are already decided before we get 
there.  Weôre left out of the decision-making 
process. 

They seem well-intentioned, but lack tact and 
finesse.  Itôs difficult to integrate them into our social 
events because they seem so unsophisticated.  
They tend to miss the social signals. 

They seem to have a sort of secret code, and 
everyone knows what everything means ï except 
us.  We feel left out, even when they try to include 
us. 

Yesterday their representative asked us point blank 
what we thought of a new idea she had. It was a 
bad idea, but how could we say that to her face? 
We said it was fine, to keep from embarrassing her. 
She should have known better than to ask in a way 
that forced us to tell her no. 

Itôs hard to get a straight answer from them. I asked 
them today what they thought of a new idea, and 
they said they liked it, but I could tell something was 
wrong.  The last time this happened, they didnôt 
follow up as promised. Why do they say one thing 
and do another?  

In meetings, they want to go through their bullet 
points one by one.  They donôt seem to realize that 
each one is related to other issues, and when we try 
to explore things fully, they get impatient.   

In meetings, they donôt stick to the agenda.  They go 
off on tangents, and waste time talking about things 
that are only distantly related to the point.   
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Neutral/Expressive Conventions for Displaying Emotion 

 

   Expressive about Neutral           Neutral about Expressive 

They donôt seem very engaged by anything we 
suggest.  Maybe they arenôt really interested in 
partnering with us. 

They get upset about minor points, and problems 
escalate from there.  Maybe they arenôt interested 
in partnering with us. 

They seem stand-offish when we try to chat with 
them or ask questions.  Their silence makes us 
overcompensate, and we end up doing all the 
talking. 

They talk constantly, about nothing in particular.  
They ask personal questions and tell us about 
things that have nothing to do with business. Itôs 
hard to think with so much chatter. 

When thereôs a problem, instead of telling us, they 
say something non-committalðor even positive.  
We donôt know whatôs real, so we canôt fix whatôs 
wrong. 

They blurt out their opinions on every subject.  
They donôt seem to have much tact or self-control.   

Theyôre so impassive we canôt tell what they think 
of anything.  They drain our energy when we 
interact with them. 

They get excited about minor details ï everything 
is either wonderful or terrible.  They exhaust us 
with their emotions. 

We just found out through a mutual colleague that 
they didnôt like our pricing strategy.   Why didnôt 
they just tell us?  

Being honest about their pricing strategy in public 
would have caused them a huge loss of face.  Why 
didnôt they check the idea privately with one of us 
beforehand?  

We had a general idea of what we want to 
accomplish, and were prepared to improvise.  Itôs 
too cumbersome to try to outline a detailed agenda 
and stick to every point. 

We had a carefully prepared agenda, and had 
thought through all the important points.  They 
introduced tangential ideas and pulled us off topic. 
The discussion is going in no useful direction. 

I wish they would express what theyôre feeling so 
we can change direction as needed. They seem to 
lack commitment. 

I wish they would calm down and behave rationally 
instead of emotionally. Itôs unprofessional! 

When I tried to hug him, he seemed to shrivel up.  I 
thought we were friends. 

They want to hug us and pat us on the back.  Even 
our relatives donôt do that! 

A free exchange of ideas with everyone 
brainstorming at the same time is creative and 
moves the conversation ahead.  Itôs a good way to 
stimulate creative energy. 

Thinking carefully before you speak and waiting 
your turn is considerate and efficient. Everyone 
talking at once is impolite and messy. 

We have to constantly look for feedbackðsilence, 
vagueness, lack of eye contactðto know if 
somethingôs wrong.  Itôs exhausting. 

It feels like they shout at us over the slightest 
disagreement.  Every little problem is exaggerated.  
Itôs exhausting. 

I care most about establishing relationships and 
good working conditions, but they donôt seem to 
form strong bonds at work.  

I care most about financial reward and interesting 
work. I donôt need to socialize with my 
colleaguesðI see enough of them at the office. 

They seem to be very tense at workðformal in their 
dress and manner, and no one smiles.  It seems 
cold and unfriendly. 

They act relaxed at work and spend a lot of time 
socializing instead of working. It seems inefficient 
and unprofessional. 

Their managers should be more intuitive, seek 
consensus, deal with peopleôs feelings effectively 
and motivate them to do their best work. 

Their managers should be more decisive and 
assertive.  You have to be aggressive to provide 
the leadership necessary for the best result. 
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Monochronic/Polychronic Approaches to Activity Management 

 

      Monochronic about Polychronic               Polychronic about Monochronic 

Theyôre frequently late to meetings, and then we 
donôt have time to conclude our business before our 
next appointment. Donôt they respect our time? Itôs 
unprofessional and insulting. 

When we met with them, we gave them our full 
attention, and were willing to spend as long with 
them as was needed. But they rushed off before we 
were done to another appointment.  Thatôs really 
pointless. 

Weôll get this done by e-mailðitôs faster and less 
expensive than meeting face to face. Thereôs no 
need to waste time on small talk.  Efficiency is what 
counts. 

Weôll schedule a meeting with them to discuss this.  
Itôs important to talk in person when thereôs a lot at 
stake so you can get a clear idea of how theyôre 
reacting. Maintaining relationships is what counts. 

We never know when meetings with this partner will 
start. Why do they say ñthree oôclockò if they donôt 
mean it? What does ñthree oôclockò really mean to 
them? 

Appointments are really just estimates. We canôt 
guarantee what time a meeting will begin. Rushing 
one appointment to get to another would be rude 
and unproductive. 

Theyôve rescheduled our meeting three times. They 
donôt seem to have very good organizational skills. 

Theyôre inflexible about appointment changes. They 
seem to care more about their schedule than having 
the right people there. 

After months of work on a proposal, they proposed 
a new direction at the last minute.  We had 
everything worked out. Why couldnôt they suggest 
this sooner? 

We had an outstanding idea, but they complained 
that adding it so late was inconvenient.  Whatôs the 
differenceða good idea is a good idea. They need 
to get their priorities straight! 

They talk on the phone, direct people in the office 
and type on the computer all at once.  How can they 
give full attention to our project if they work like this? 

They try to control things and deal with each issue 
in a set order.  How can they take care of a complex 
project if they can only manage one thing at a time? 

We agreed on a list of things that needed to be 
done, but they wonôt stick to the plan we made. 
Thereôs no way to predict when things will finish ï 
itôs very disorganized. 

The plan they made at the beginning of the project 
quickly became obsolete, so weôve taken things as 
theyôve come.  Plans are estimates, not manifestos. 

We missed one of our project milestones.  Now it 
will be difficult to get back on schedule. This is very 
unfortunate. 

Weôve done a great job of meeting milestones, with 
just one not complete. We may have to work extra 
hard at the end, but thatôs just what it takes 
sometimes. 

Their VP took two calls in the middle of our meeting, 
and stopped the meeting both times. This wastes 
time, and is disrespectful of the work we have to get 
done. 

We have to keep things moving, so itôs natural to 
take calls during a meeting.  They were upset about 
a brief delay--whatôs a few minutes, after all? 
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Gathering Information from What You Observe 

Achievement Ascription 
What You Can Learn from Observation 

Interaction between juniors and seniors is relatively 
informal. 

Interaction between juniors and seniors is relatively 
formal. 

  

What to Look for in Written Materials (brochures, newspapers, job ads, signage) 
Accomplishments and awards are highly valued and 
listed on business cards, mentioned in articles, etc. 

Title, division and company are highly valued and 
listed on business cards, mentioned in articles, etc. 

Advertisements promote upward mobility through 
performance. 

 Jobs and products are associated with getting the 
most out of relationships. 

 

What to Look for during Meetings 
People on the same team behave roughly the same 
way. People talk to others regardless of their rank. 
People contribute equally in conversation. 

Senior people are more formal than juniors. 
People talk most to others of their own rank. 
Senior people contribute more; juniors listen more. 

When senior people are present, their manner is 
relaxed and interactive. 

When senior people present, their manner is formal 
and scripted. 

Seniors explain their requirements and preferences 
relatively clearly. 

Seniors provide minimal explanation and expect 
juniors to intuit what they want 

  

What to Look for during Presentations 
When senior people are present, their manner is 
relaxed and interactive. 

When senior people present, their manner is formal 
and scripted. 

  

What to Look for during Conversation 

Seniors interact with juniors more as equals. Seniors take a teaching/coaching tone. 

Seniors may acknowledge a lack of information or 
expertise. 

Seniors unlikely to acknowledge a lack of information 
or expertise. 

Ask locals how they think people there would 
respond to the self-assessment question. 

Ask locals how they think people there would respond 
to the self-assessment question. 

   

What to Look for during Company Visits 
Employees are rewarded and promoted on the 
basis of performance relative to their job description. 

Employees are rewarded and promoted on the basis 
of length of service. 

Education and expertise acquired outside the 
company are highly valued in employees. 

Familiarity with the company culture is highly valued 
in employees. 

Junior and senior employees are treated similarly. 
Seniority entails perqs (separate restrooms, company 
cars, club memberships, etc.). 

Rules apply fairly equally to everyone. Rules apply less to senior/influential people. 

Founding team members donôt have special 
privileges and may not stay with the company. 

Founding team members are highly valued and tend 
to stay with the company. 

Companies promote an image of innovation and 
change. 

Companies promote an image of stability and 
reliability. 

Junior employees could earn more than their 
managers based on performance-based incentives. 

Managers earn more than their employees based on 
seniority. 
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                Universalist                                                   Particularist 
What You Can Learn From Observation 

Traffic tends to be orderly.  Lanes are indicated. Signs 
use direct language and are not defaced or ignored. 

Traffic tends to be haphazard.  There may be no markings 
or signs, or these may be defaced or ignored. 

People wait for the light and cross at intersections. People cross against the light/jaywalk. 

People wait in orderly lines. People ñcutò in line. 

Signs issue orders, describe penalties. Signs appeal to human nature and values. 

Public transportation operates on time. Public transportation operates haphazardly. 

People pay for tickets and sit in assigned class. People jump turnstiles and try to move up in class. 

People take responsibility for keeping public areas clean.  People litter public areas. 
  

What to Look for in Written Materials (brochures, newspapers, job ads, signage) 

Signs issue orders, describe penalties. Signs appeal to right to choose to do the right thing. 

Ads emphasize benefit to individual. Ads emphasize benefit to social network. 
  

What to Look for during Meetings 
People follow similar rules/procedures regarding arrival 
time, behavior during meetings, responding to questions, 
etc.  

There is individual variation in arrival times, behavior 
during meetings.  Individuals express their own opinions 
freely. 

Based on an assumption that rules will be followed, legal 
documents are carefully worded. 

There may be lengthy discussion about measures to make 
sure rules are followed, regardless of legal documents. 

NDAs, MOUs and contracts preferred to guarantee 
compliance 

Strong relationships are considered the best way to 
guarantee compliance. 

  

What to Look for during Presentations 

Presenters stick to specific talking points. Presenters tend to diverge from specific talking points. 

Presenters observe time limits. Presenters may go over time. 

Presentations seem planned, rehearsed. Presentations seem spontaneous. 

During Q and A, answers stick closely to original topic. Presenters allow themselves to be pulled into new topics. 
  

What to Look for during Conversation 

People dress and behave as members of a group. People dress and behave as individuals. 

People tend to adhere to societal norms. People enjoy expressing individual views and opinions. 

People are respectful of rules and policies. 
People may disregard rules according to the situation (ñIôm 
in a hurryò, ñjust this onceò, etc.). 

Ask locals how they think people there would respond to 
the self-assessment question. 

Ask locals how they think people there would respond to 
the self-assessment question. 

  

What to Look for during Company Visits 

Policies are clearly specified/displayed. Rules and policies are not emphasized. 

Rules apply fairly equally to everyone. Rules apply less to senior/influential people. 

Job descriptions and criteria for advancement are clearly 
articulated. 

Job descriptions are vague and advancement is 
determined by relationship with supervisor. 

Contracts are followed closely, once in place. 
Contracts are considered a guide to be renegotiated when 
conditions change. 

A trusted partner is one that honors commitments. 
A trusted partner is one that has been tested over a 
period of time. 

Specific Diffuse 
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What You Can Learn From Observation 

Houses are relatively open, available to public view. Houses are private and concealed by walls, shutters, etc. 

Greetings and unplanned conversations are brief. Greetings and unplanned conversations are lengthy. 

Text and images on products for sale provide 
information about contents, ingredients, nutrition, etc. 

Text and images on products for sale emphasize results, 
emotional benefits, etc. 

Clerks in retail stores provide information succinctly. 
Clerks in retail stores may guide customers personally or 
recommend another place to buy items they donôt carry. 

  

What to Look for in Written Materials (brochures, newspapers, job ads, signage) 

Information is specific, to the point. Information is descriptive, general. 

Information and descriptions are succinct, precise, 
chronological. 

Detailed contextual information (background and history) may 
include tangents, flowery language and opinion. 

Bullets and lists, short paragraphs. Lengthy descriptive paragraphs. 

Text is laid out in linear form. Text covers the page in non-linear arrangements. 

Colors restrained, graphics arranged within borders. Colors bold and diverse, graphics splashed around the page. 
  

What to Look for during Meetings 

Communication adheres to an agenda. Communication tends to ramble. 

People ñget down to businessò. Socializing/refreshments precede business discussion. 

Greetings are perfunctory. Greetings are elaborate. 
  

What to Look for during Presentations 

Presenters spell things out explicitly. Presenters tend to speak in generalities. 

Written materials are linear and succinct. Written materials are wordy, poetic and vague. 

Answers are succinct, precisely addressing questions. 
Answers are general, without necessarily addressing the point 
of the question. 

Speakers emphasize current issues and the future, 
illustrate with examples. 

Speakers talk about the present in terms of past history and 
philosophy, illustrate with stories. 

Presentations are highly structured. Presenters improvise. 

Presenters stick to agendas, written talking points. Presenters are easily diverted to related topics and tangents. 

  

What to Look for during Conversation 

Stories organized chronologically, without tangents. Stories contain digressions and elaborate context. 

Directions are detailed (ñturn right halfway down X 
street, 3rd building on the leftò). 

Directions are general (ñover that way, by the libraryò). 

Ask locals how they think people there would respond 
to the self-assessment question. 

Ask locals how they think people there would respond to the 
self-assessment question. 

Speakers provide detailed answers to questions. Speakers provide lengthy context in answering questions. 
  

What to Look for during Company Visits 

Job descriptions and criteria for advancement are 
detailed and specific. 

Job descriptions and criteria for advancement are general and 
vague. 

Promotions are based on performance relative to 
specific duties. 

Promotions are based on effectiveness in teamwork, 
relationship with manager. 

Atmosphere is serious, intent. Atmosphere is relaxed, social. 

Few personal articles displayed by employees. Photos, souvenirs and other personal objects displayed. 

Individualist   Collectivist 
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What You Can Learn From Observation 

In restaurants: people order individually. In restaurants: everyone may order the same thing. 

More people spend leisure time alone. More people spend leisure time in groups. 

People demonstrate individual personality in interaction. People blend in with others in interaction. 
  

What to Look for in Written Materials (brochures, newspapers, job ads, signage) 

Promotional materials address ñdecision makerò. Promotional materials address all concerned. 

Advertisements (e.g. vacation packages) geared to 
individuals and couples. 

Advertisements (e.g. vacation packages) geared to groups. 

  

What to Look for during Meetings 
One person (a decision maker) may represent company 
in negotiations. 

Many people (none with decision-making authority) 
represent company in negotiations. 

People express personal opinions readily. 
People express consensus of the group only.  If this isnôt 
known, they respond ñi donôt knowò or ñIôll checkò. 

People answer questions outside their area of 
expertise. 

People check/confer with others/defer to others with 
relevant expertise. 

Decisions are made quickly. Decisions take a long time. 

Those present are able to make decisions. 
Negotiators need to break and check with others or hold 
separate meetings in order to get an answer. 

  

What to Look for during Presentations 

One or two presenters cover diverse material. Multiple presenters cover topics in area of their expertise. 

Presenters willing to guess at answers to questions 
outside their direct area of responsibility. 

Presenters defer to others/check and return with answers. 

  

What to Look for during Conversation 

People feel compelled to answer questions, even when 
they have little knowledge of a topic. 

People offer disclaimers regarding their lack of expertise or 
answer ñI donôt knowò. 

People present themselves as witty, charming, etc. People present themselves as reliable, trustworthy. 

Ask locals how they think people there would respond 
to the self-assessment question. 

Ask locals how they think people there would respond to the 
self-assessment question. 

  

What to Look for during Company Visits 
Employee attrition is considered natural, and handled 
by replacement. 

Employee attrition is considered indication of a problem at 
the team/company. 

To solve problems, individuals who have developed 
solutions promote their ideas to others. 

To solve problems, groups meet to discuss, with each 
member contributing, whether or not they have a solution to 
suggest. 

Decision-making is majority rule or top-down Decision-making is consensus-based 

Employees dress and behave in ways that express their 
individuality. 

Employees dress and behave in ways that emphasize 
company affiliation. 

Individuals make decisions. The group makes decisions. 

Employees are recognized and rewarded as individuals. Employees are recognized and rewarded as part of a team. 

Employee turnover is common and considered natural. 
Employee turnover is uncommon and considered indication 
of a problem. 

Innovation and revolutionary thinking are prized. Contribution to the existing model is prized. 

Short-Term                           Long-Term  



5 
 

Not for reproduction.  Contact Deirdre.Mendez@McCombs.utexas.edu for free toolkit and supporting materials. 

What You Can Learn From Observation 
Modern buildings and improvements are common, and 
a source of pride. 

Old buildings and historical sites are a source of pride and 
are preserved with care. 

Tour guides emphasize modern accomplishments over 
past glory. 

Tour guides emphasize past glory over modern innovation. 

 

What to Look for in Written Materials (brochures, newspapers, job ads, signage) 
Corporate materials emphasize current/recent 
performance and plans for the future. 

Corporate materials emphasize past history and philosophy 
as a context for current/future plans. 

  

What to Look for during Meetings 
Punctuality is valued; time is money, and should not be 
wasted. 

Punctuality is not essential; time is ongoing and infinite. 

The past is largely ignored as irrelevant; todayôs 
conditions are different. 

The past is referred to as the context for assessing the 
present and future. 

Current/future problems/opportunities are the focus of 
attention. 

The relationship of current/future problems/opportunities to 
past history is emphasized. 

Stress is placed on moving quickly/effectively. Stress is placed on proceeding with caution. 

Opportunity/threat is emphasized. Continuity and reputation are stressed. 
  

What to Look for during Presentations 
Presentations focus on the present and future without 
much discussion of the past. 

Presentations emphasize the past as background for the 
present and future. 

  

What to Look for during Conversation 

Descriptions and explanations focus on the present. Descriptions refer to history and tradition. 

Relationships are rather utilitarian and based on current 
needs. When old relationships fade, new ones are 
easily made. 

Relationships are long-lasting and carefully maintained.  
Resentment results when they are allowed to lapse; 
enemies are forever. 

Ask locals how they think people there would respond 
to the self-assessment question. 

Ask locals how they think people there would respond to the 
self-assessment question. 

  

What to Look for during Company Visits 

Opportunity/threat is emphasized. Continuity and reputation are stressed. 

Product sales/upgrades emphasized as basis for 
customer attraction. 

Service contracts emphasized as basis for customer 
retention. 

Sales cycles designed to be short for quarterly/annual 
performance. 

Sales cycles designed to be long for continued financial 
performance. 

Employee bonuses/raises follow performance closely in 
time to encourage Short-Term performance. 

Employee bonuses/raises lag performance in time to 
encourage long-term customer retention. 

Constant analysis of recent performance to modify 
direction quickly. 

Tendency to stay on current course through ups and downs 
and let results play out over a longer period. 

Changes/new directions articulated in terms of todayôs 
world/current opportunity. 

Changes/new directions articulated in terms of recreating 
past success. 
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Indirect Direct   
What You Can Learn From Observation 

General directions are given, sometimes with reference 
to landmarks. 

Detailed directions are given, making reference to streets 
and numbers. 

Clerks in retail stores may be reluctant to acknowledge 
that they donôt carry a particular item. 

Clerks in retail stores are direct in explaining that they donôt 
carry a particular item. 

  

What to Look for in Written Materials (brochures, newspapers, job ads, signage) 

In advertisement: personal contact (phone call or in-
person visit) is recommended. 

In advertisements: impersonal action (visit our website, send 
e-mail for information) is recommended. 

Information in public media is couched in background 
and context. 

Information in public media is conveyed succinctly. 

Products in stores refer indirectly to medical 
conditions(hemorrhoids, for example), issues of 
personal hygiene, etc. 

Products in stores explicitly mention medical conditions 
(hemorrhoids, for example), issues of personal hygiene, etc. 

  

What to Look for during Meetings 
People establish general agendas and expect to follow 
them loosely. 

People establish detailed agendas and expect to follow 
them closely. 

Meetings begin with sometimes lengthy social 
interaction, often with food. 

In meetings, people visit briefly, then move quickly to the 
facts of business.  

Negative responses are expressed as polite avoidance 
or even agreement (although body language and tone 
of voice convey negative meaning). 

Negative responses are expressed directly. 

People avoid the appearance of disagreement. People indicate disagreement openly. 

Problems/conflicts are tabled to be discussed later.  People openly discuss problems/conflicts. 

Details are couched in stories and other context, 
leaving some questions unanswered. 

Details are discussed thoroughly.  

Important matters discussed and decided in private, 
personal settings, announced in public contexts. 

Important matters may be discussed, decided and 
announced in official, public contexts. 

Closed door meetings are common, and are considered 
necessary for sensitive matters. 

Closed door meetings are uncommon, and may be 
considered an indication of untrustworthiness. 

  

What to Look for during Presentations 

Concepts are explained more generally. Concepts are clearly defined. 

Presentations are rambling. Presentations are orderly and precise.  
  

What to Look for during Conversation 
People lengthen interactions with conversation that isnôt 
ñnecessaryò. 

People speak with you long enough to complete 
transactions. 

People express interest in one anotherôs background. People interact on the basis of necessity or efficiency. 

Ask locals how they think people there would respond 
to the self-assessment question. 

Ask locals how they think people there would respond to the 
self-assessment question. 

 

What to Look for during Company Visits 

Presentations are rambling. Presentations are orderly and precise . 

Answers are wordy, ramble, may not answer question 
directly. 

Answers address questions directly, succinctly. 
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Neutral Expressive 
What You Can Learn From Observation 

People tend to speak quietly, in a subdued manner. People tend to speak in an animated manner. 

Non-verbal behavior (facial expressions, hand gestures, 
etc.)  is limited. 

Non-verbal behavior is active. 

Laughter and conflict are minimized.  Laughter and conflict are easy to observe. 

  

What to Look for in Written Materials (brochures, newspapers, job ads, signage) 
In advertisements and articles, information is delivered 
dispassionately. 

In advertisements and articles, information is delivered with 
an appeal to the emotions. 

In articles or descriptions, information emphasizes 
facts, order of events. 

Information includes emotional information (peopleôs 
reaction to facts, the writerôs attitude or opinion, etc.). 

Visuals have emotionally neutral impact Visuals have strong emotional impact 

  

What to Look for during Meetings 

Arguments appeal to logic. Arguments appeal to emotion. 

Descriptions are minimal. Descriptions are rich in adjectives. 

People speak evenly during disagreements. 
People speak more loudly and with more gestures during 
conflict. 

Joking is infrequent, even in relaxed situations, and 
responses are quiet. 

Joking is common in relaxed situations and responses can 
be loud and disorderly. 

  

What to Look for during Presentations 

Presentations are even in tone. 
Presentations are illustrated by hand gestures, loudness 
and laughter. 

Presenters seek to convey information. 
Presenters seek to engage audience and create a 
relationship. 

Presenters answer questions directly, providing 
information requested with little elaboration. 

Presenters engage actively with questions, elaborating on 
answers and allowing themselves to be drawn off topic 

Presentersô engagement with audience is limited. Presenters take time to engage personally with audience. 

  

What to Look for during Conversation 
People guard their feelings until they get to know others 
well. 

People are relaxed about sharing their feelings and opinions 
with casual acquaintances. 

Conversations are even in tone. 
Conversations are illustrated by hand gestures, loudness 
and laughter. 

Ask locals how they think people there would respond 
to the self-assessment question. 

Ask locals how they think people there would respond to the 
self-assessment question. 

  

What to Look for during Company Visits 
People describe their work in terms of duty and 
commitment. 

People describe their work in terms of passion and 
opportunity. 

People convey little emotion when they talk. People convey considerable emotion when they talk. 

Facial expressions and body language are relatively 
difficult to read. 

Facial expressions and body language are relatively easy to 
read. 

People avoid displaying their feelings until they get to 
know others well. 

People display their emotions in public interactions with 
strangers. 
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Monochronic   Polychronic 
What You Can Learn From Observation 

People tend to walk briskly and purposefully, checking 
the time frequently. 

People tend either to be relaxed when walking or running 
rapidly. 

People eat relatively quickly during the work day, keep 
track of the time, and leave soon after eating. 

When eating during the work day, people are relaxed and 
may stay in place for some time after finishing the meal. 

  

What to Look for in Written Materials (brochures, newspapers, job ads, signage) 

Recommended processes list ordered steps to take. 
Recommended processes list just a first step, or if they list 
many, do not impose an order. 

Items on lists (things to consider, problems to watch out 
for) are listed chronologically. 

Items on lists (things to consider, problems to watch out for) 
are listed randomly. 

Information is provided to help you organize your 
thinking. 

Information is provided to make you aware of 
options/components/problems etc. to consider. 

  

What to Look for during Meetings 

People are generally on time or slightly early. People arrive at various times during a meeting. 

When arriving late, people apologize. When arriving late, people may not apologize. 

If they discuss the cause of their lateness, they describe 
a specific problem. 

If they discuss the cause of their lateness, they describe 
generalities like ñthe trafficò. 

Attendees focus on the discussion during meetings. Attendees may take phone calls/go in and out. 

Agendas are detailed and followed closely. Agendas are general and followed loosely. 

Schedules are detailed, linear and specific. 
Schedules are general, and assume changes will happen 
along the way that make detailed plans pointless. 

Last minute changes are considered disruptive and 
problematic. 

Last minute changes are considered natural and 
unavoidable. 

  

What to Look for during Presentations 
Speakers and their materials proceed in a point-by-
point fashion. 

Speakers ramble and materials may be vague and general. 

Speakers proceed methodically. 
Speakers change topics, adding in new material or 
addressing tangents. 

Speakers stick close to written materials. Speakers improvise. 

Questions are answered succinctly. Questions result in digressions. 
  

What to Look for during Conversation 

People behave as if theyôre on their way somewhere. People behave just passing time during conversation. 

People seem to be very aware of the time. People seem to relax and forget about the time. 

Ask locals how they think people there would respond 
to the self-assessment question. 

Ask locals how they think people there would respond to the 
self-assessment question. 

  

What to Look for during Company Visits 

Company history is described as a sequence of events. Company history is described as a coalescing of events. 

Employees are expected to meet deadlines regardless 
of circumstances. 

Meeting deadlines is perceived as sometimes beyond the 
individualôs control. 

When working to meet deadlines, schedules and 
milestones are adhered to closely. 

When working to meet deadlines, schedules and milestones 
may change frequently up to the last minute. 
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Coping with Differences  
during Intercultural Interaction 

 

Ascription/Achievement Orientations to Status 

          Ascriptive interacting with    Achievement- Oriented                 

              Achievement Oriented                     Interacting with Ascriptive 

Goal: Convey the value of your influence and 
seniority to others while displaying respect for talent 
and achievement. 

Goal: Convey the value of your talent and 
achievement while displaying respect for influence 
and seniority. 

A person who did not ñearnò his/her status is 
considered unworthy.  Avoid pairing people with 
influence but little subject knowledge with 
Achievement leaders. 

Intelligence is given low value; only experience 
teaches wisdom. Avoid pairing ñwhiz kidsò with 
Ascriptive leaders. 

Expect young leaders who are subject matter 
experts.  Include subject experts on your team to 
answer their questions. 

Expect leaders to be older men.  If your lead is 
young or female, have an older executive attend the 
first meeting. 

Have a spokesperson explain an older leaderôs 
history and experience in the company to establish 
seniority. 

Have an older man introduce and explain the 
expertise of a younger leader to lend prestige. 

An informal, egalitarian attitude doesnôt imply 
disrespect for senior members. Donôt take offense.  
Use the relaxed context to ask questions. 

Treat senior members with formality and respect. 
Donôt correct or interrupt them; listen more than you 
talk. 

Expect to use first names quickly. Learn counterpartsô titles and find out how they use 
them (ñDirector Wuñ, etc.). 

Take the opportunity to get the perspective of 
counterparts who are different from you in age and 
perspective. Use their creativity and energy to 
advance your own agenda. 

Review titles to understand relative seniority of 
counterparts.  Try to match seniority with seniority on 
your side. Recognize the value of someone who 
knows their complex system intimately.  

Refer to common goals, experience and 
opportunities to establish relationship. 

Refer to mutual friends, associates and partners to 
establish relationship. 

Expect counterparts to focus on business details 
rather than development of a personal relationship. 

Expect extended interpersonal interaction and focus 
on building personal rapport. 

Approach interaction with attention to building a 
strong business case. 

Approach interaction with attention to understanding 
and supporting othersô personal feelings. 

Older members may not always outrank younger 
ones.  Check titles and responsibilities. 

Donôt praise or reward junior members over senior 
membersðseniors bear responsibility for success.  

Achievement-oriented people are promoted based 
on performance alone.  Explain the importance of 
relationships and influence in achieving goals. 

Some peopleôs role is to leverage personal 
connections.  Recognize their value and use it 
effectively--and look to others for task-related output. 

Achievement-based promotions and compensation 
are based on performance. Prepare for resentment 
if you donôt use objective measures or appear to 
ñshow favoritesò. 

Promotions and compensation are based on 
seniority and relationships rather than performance.  
Prepare for hurt feelings if you fail to consider these 
human factors. 
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Universalist/Particularist Attitudes towards Authority 

      Universalists           Particularists 

           Interacting with Particularists       Interacting with Universalists 

Goal: Make sure stability is maintained while 
demonstrating flexibility regarding exceptions. 

Goal: Maintain necessary flexibility while conveying 
stability when rules need to be observed. 

Research potential partners carefully, with attention 
to reputation. 

Expect an emphasis on numbers rather than 
reputation. 

Gain access through a mutual contact or 
intermediary if possible. 

Personal relationships and connections are not 
necessary to initiate business. 

Plan for business to take a long time, and involve 
changes and surprises. 

Expect them to make decisions quickly and 
according to set guidelines. 

Develop a strong relationship.  Donôt assume that 
contracts will keep you safe. 

Expect a detailed contract.  Donôt assume them to 
modify terms after itôs signed. 

People may seem quirky. If someone seems 
idiosyncratic to you, confirm reliability with an 
intermediary. 

Company representatives will behave similarly, 
showing little individuality. It will take time to learn 
their personalities. 

Simplify contracts as much as possible and give 
legal personnel and wording a low profile. 

Donôt take a preference for contracts and legal 
wording personally, but recognize the constraints 
they create.   

Be very clear regarding your expectations of 
contractsô binding nature. 

Include provisions for change in contracts; rather 
than in spite of them. 

Prepare to be flexible regarding agreements if 
conditions change. 

Expect an inflexible attitude towards change once a 
contract has been signed. 

Minimize arbitrary rulesðthey will not be followed. Prepare for more forms, rules and procedures, more 
frequent audits and tighter control. 

Explain the importance of policies and procedures 
to gain compliance. 

Explain your constraints when policies and 
procedures are counterproductive. 

Use interpersonal relationships rather than rules to 
gain leverage. 

Explain facts and structures rather than personal 
relationships to gain leverage. 

Introduce changes privately; notify key personnel in 
advance, anticipating personal reaction. 

Expect changes to be made publicly, based on 
principles rather than personal factors. 

Anticipate complex internal relationships that 
prevent uniform behavior. 

Anticipate uniform reactions and unwillingness to 
make private deals. 

Recognize the value of personal and political 
connections that facilitate business in an Ascriptive 
environment.  

Discussing personal and political connections may 
be interpreted as implying illegal or unsavory activity. 

Expect managers to be good motivators rather than 
technical experts. 

Expect managers to be technical specialists rather 
than interpersonal motivators. 

Incompetent people may be valued for their 
personal connections. Think of this as a kind of 
expertise and look to others for execution. 

People are judged on expertise and competence.  
Those who lack these will not be valued in spite of 
personal connections, family background, etc. 

 



3 
 

Not for reproduction.  Contact Deirdre.Mendez@McCombs.utexas.edu for free toolkit and supporting materials. 

Diffuse/Specific Styles of Interacting 

     Diffuse Interacting with Specific    Specific Interacting with Diffuse 

Goal: Spend time needed to develop trusting 
relationships with rule-oriented partners. 

Goal: Develop tight agreements in a timely manner 
with relationship-oriented partners. 

Specific companies are collections of individuals 
paid to produce value, and partnerships are 
contractual. Be prepared for expectations of a quick 
settlement. 

Diffuse companies view themselves as organic social 
entities, and it takes time to integrate a new partner. 
Be prepared for business to take longer than usual. 

Specific partnerships are based on business 
opportunity.  Expect colleagues to discuss business 
from the first meeting. 

Diffuse partnerships are based on trust and 
friendship. Expect colleagues to avoid discussing 
business until these have been established. 

Prepare for brief, factually-oriented encounters that 
place little emphasis on interpersonal relations.   

Prepare for lengthy social interactions that seem to 
ignore the business goals of the relationship.  

Recognize that an impersonal, logical style is not a 
sign of coldness or a lack of interest.  Try to engage 
colleagues on the basis of common interests rather 
than personal questions.   

Recognize that personal questions are relevant to 
the goal of establishing a relationship.  Use the 
opportunity to explore common interests and get to 
know your colleagues personally. 

Lengthy contracts are standard, and may be 
required by the legal system, so be prepared to 
spend a lot of time on contract negotiations. 

Lengthy getting-to-know-you activities are 
considered an essential basis for trusting partners, 
so be prepared to spend a lot of time on social 
interaction. 

Contracts will describe specific, detailed obligations 
and penalties, so be prepared to be held to a tight 
standard. 

Contracts will be short and general, so be prepared 
to be flexible regarding the interpretation of wording. 

Develop personal relationships with neighbors or 
club members rather than coworkers to avoid being 
perceived as unprofessional at work. 

Participate in social activities away from the office 
when invited in order to avoid seeming unfriendly.   

Relationships outside work are relaxed, and 
hierarchy is lessened.  Donôt take a casual attitude 
towards seniors as a sign of disrespect. 

Relationships outside work remain formal, as the 
hierarchy is still observed.  Donôt become overly 
casual with seniors. 

Employees have no obligation to managers away 
from work.  Avoid asking for favors not related to 
work, which could be perceived as manipulative or 
insulting. 

Employees feel an obligation to their managers even 
away from work. Helping a manager with a personal 
project is a good way to build a relationship. 

Work colleagues will focus on accomplishing 
business tasks, and may not interact socially with 
you. Donôt take this personally. 

Work colleagues will expect to interact socially with 
you, even if it disrupts your work at times. Recognize 
this as an opportunity to develop relationships. 

Colleagues will be surprised at relationship-building 
activities that donôt directly address business goals 
(e.g. hiring inexperienced relatives of partners). 
Explain why these are important to relationships. 

Donôt be offended by relationship-building actions 
that donôt directly address business goals (e.g. hiring 
inexperienced relatives of partners). These may be 
expected methods of sustaining partnerships. 

You will be recognized more for the quality of your 
work than for your personality.  Focus on the task to 
gain prestige. 

You will be recognized as much for your interaction 
with others as for the quality of your work.  Focus on 
building relationships. 

Prepare for complex, explicit rules that everyone is 
expected to follow. Respect these. 

Expect a lack of explicit rules, tendency to ignore 
existing ones, need to solve problems on your own. 
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Individualist/Collectivist Approaches to Working with Others 

              Individualist             Collectivist  

  Interacting with Collectivists       Interacting with Individualists 

Goal: Convey competence and capability with limited 
human resources, while assessing progress 
accurately. 

Goal: Move quickly enough to satisfy partners while 
assessing their competence accurately. 

Collectivist negotiating teams tend to be large.  Try to 
bring as many people as possible with you. 

Individualist teams may be quite small.  Donôt 
expect your team members to be matched with 
counterparts. 

Try to match their team membersô functions with your 
own team members. If youôre on your own, plan to 
call home for supporting information. 

The negotiator(s) may not have detailed 
information, but you can request that they obtain it 
for you. 

They will expect detailed information to be provided 
from the beginning. Be prepared to obtain it. 

They will expect to address general matters first and 
deal with details later. You may have to request 
these. 

Allow 2-3 times as much time as you would expect 
for their consensus-based decision-making process, 
but expect quick implementation once you have a 
deal, since everyone is on board. 

Expect quick decisions from their side, but watch for 
slow implementation while the negotiator briefs the 
rest of the company on the plan and works out 
details. 

A response of ñI donôt knowò or ñIôll checkò reflects the 
need for a unified ñparty lineò. Give them time to 
clarify with colleagues. 

Different responses to the same question reflect 
individual opinions. Donôt take this as a sign of 
disunity or disorganization. 

Avoid guessing at answers to questions you arenôt 
sure of.  Confer to be sure everyone is on the same 
page. Answers will be taken as official statements. 

To be sure youôre getting an official response, ask 
whether they are ñspeaking for the companyò or just 
estimating. 

Donôt expect a Collectivist team to blur its boundaries 
because youôre working on a joint project. Asking 
questions may be interpreted as spying. 

Expect an Individualist team to be casual about 
group boundaries. Donôt perceive this as an attempt 
to gain privileged information; just be firm. 

Collectivist groups will protect non-performing 
members.  Donôt suggest replacing them or criticize 
them to their colleagues. 

Individualist groups may speak openly about 
technical and personnel problems. Donôt interpret 
this as a sign of incompetence or low morale. 

Avoid sharing inside information, especially 
problems, with Collectivist group members; this could 
be perceived as a sign of disloyalty or disunity. 

Withholding information from Individualist 
counterparts may be perceived as a sign of 
problems on your team.  Share as much as you 
can. 

Team member attrition may be perceived as a sign of 
low morale or incompetence. Explain turnover 
immediately and prepare to answer questions. 

Team member attrition is common and not 
necessarily a sign of problems.  Ask questions to 
assess team morale. 

Build relationships through social activities and 
personal interaction.  Make an effort to get to know 
counterparts personally. 

Donôt expect a great deal of social interaction with 
Individualists; you may need to initiate it.  

Cultivate a friendship with a team member to gain 
insight into problems, work dynamic, etc. 

Ask team members directly to gain insight into 
problems, work dynamic, etc. 

Social interactions like meals, athletics or drinking 
may be good opportunities to ask for context on 
business interaction. 

Ask for context on business interaction directly. 
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Short-Term/Long-Term Attitudes towards Time 

             Short-Term                         Long-Term  

Interacting with Long-Term        Interacting with Short-Term 

Goal: to promote initiatives by linking them to 
priorities of stability, continuity and past success. 

Goal: to maintain stability while meeting othersô 
priorities of innovative thinking and seizing current 
opportunity. 

Emphasize your proposalôs good fit with your 
partnerôs history and values. 

Emphasize that your caution is designed to protect 
your joint endeavor. 

Emphasize history and stability when describing 
your company.  For a young company, draw on 
foundersô experience or other basis for stability. 

Emphasize recent initiatives and performance when 
describing your company.  Refer to projects 
demonstrating innovation and vigor. 

Discuss current opportunity in terms of fit with your 
partnerôs tradition. 

Discuss your approach to decision making in terms 
of the value your longer-term considerations bring to 
both sides. 

Describe your companyôs philosophy of partnerships 
and desire for a lasting relationship with partners. 

Describe your companyôs philosophy of partnerships 
and the benefits of long-term relationships. 

Begin presentations with historical background and 
relate present and future to that history. 

Begin presentations with recent performance and 
goals and relate your strategy to those factors. 

Frame new ideas in terms of recapturing past 
successes that had parallel strategies. 

Frame your process in terms of the factors it takes 
into consideration and the benefits of long-term 
thinking to your partner. 

Frame new ideas in terms of their long-term 
success; emphasize long-term goals that will be 
served by current project. 

Accommodate your partner where possible by 
taking quick action on any component of a project. 

Emphasize any experience that ties the current 
project to the pastða visit you made to the country 
in the past, etc. 

Emphasize any example of innovation that 
demonstrates an ability to take advantage of 
opportunity. 

Recognize that business initiatives are evaluated in 
terms of their consistency with past history and 
reputation. Radical shifts will be resisted. 

Recognize that business initiatives are evaluated in 
terms of their potential to capture new opportunity.  
Lengthy decision-making will be resisted. 

Long-Term cultures place little value on ñeasy 
come/easy goò relationships.  Until you have a 
strong relationship, you may be considered naïve 
and undeserving of honorable dealings. 

Short-Term cultures tend to engage in brief 
relationships based on perceived opportunity.  The 
fact that they have initiated a relationship does not 
necessarily mean they expect it to continue beyond 
the current opportunity.  

Expect business dealings to take a long time and 
involve significant discussion/interaction. 

Expect business dealings to proceed quickly with 
less discussion/interaction than you are used to. 

Donôt rely on deadlines to get timely action from 
Long-Term partners; develop a strong relationship 
for leverage 

Donôt expect Short-Term partners to be supportive 
of your needs based on your relationship; insert 
wording into contracts as needed. 

Moving very slowly doesnôt mean they donôt want to 
deal. Donôt give up on the relationship.  

They expect to make constant progress in 
discussions, and will interpret long waits as a lack of 
interest on  your part, so try to keep things moving. 
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Indirect/Direct: Explicitness in Communication 

               Indirect                 Direct 

               Interacting with Direct                Interacting with Indirect 

Goal: To convey your ideas and advance your 
agenda to people who may not understand your 
level of subtlety or nuance in communication. 

Goal: To convey your ideas and advance your 
agenda to people who will be offended by direct 
negativity and self-promotion. 

Prepare for brief, factually-oriented encounters that 
place little emphasis on interpersonal relations.   

Prepare for lengthy, rambling interactions that are 
slow to get to the point of the meeting. 

Deliver information in a straightforward manner, 
using chronological order and lists, and sticking to 
the main point as much as possible. 

Provide as much contextual information as possible, 
and use stories and examples to illustrate points. 

Answer questions as directly as possible, and avoid 
digressions and tangents. 

Answer questions with as much detail as possible 
and invite additional questions. 

The goal of verbal interaction is to accomplish 
business goals, and opinions are stated directly to 
move the conversation forward.  Being too subtle 
may confuse your counterparts. 

Conversations are as much about saving face for all 
participants as they are about accomplishing 
business goals. Stating opinions too directly may 
cause offense. 

People and their ideas are considered separate.  
Everyone has bad ideas, so criticism is normal for 
everyone. Donôt take criticism of your ideas 
personally. 

Avoid negativity regarding othersô statements and 
ideas. Begin responses with a positive statement 
and mention negatives briefly and indirectly. 

Reward and respect come from promoting oneôs 
ideas directly.  Try to learn to do this. 

Reward and respect come from behaving 
respectfully towards others, even if your ideas are 
better than theirs.   

If youôre uncomfortable introducing your own idea in 
a meeting, ask a colleague to mention the idea for 
you.   

Introducing ideas in public causes embarrassment if 
others donôt like them. Test ideas casually on a 
colleague and introduce them indirectly. 

Give negative feedback as directly as possible; 
polite agreement may be interpreted as a strong 
ñyesò, which will lead to problems later. 

Donôt take ñyesò for an answer.  Pay attention to 
body language and tone of voice.  Interpret 
vagueness as a ñnoò. 

When direct feedback is requested, suggest a 
private meeting to explain subtleties. 

When discussions stall or feedback is confusing, 
request a private meeting to get an honest, off-the-
record explanation. 

Directness in speech means that most issues are 
made explicit.  You donôt need to look for subtle 
sub-texts, and doing so can lead to false 
conclusions.    

Indirectness in speech means that a great deal is 
said ñbetween the linesò.  Learn to look for subtle 
cues and ask colleagues for context. 

Be aware that altering your behavior from what is 
normal (like not attending a social event) to indicate 
a problem will not be understood. Try to voice 
problems directly. 

When someone does something out of character or 
different from habit, consider this a possible 
indication of problems in your relationship and 
inquire tactfully. 

Cultivate friendships to convey problems privately to 
friends who will pass them along.  

Cultivate friendships to gain information about 
problems that wonôt be shared in public. 

Ask for context on business interaction directly.  Use one-on-one social interactions to ask for 
context on business interaction. 
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Neutral/Expressive Conventions for Displaying Emotion 

Expressive Interacting with Neutral           Neutral Interacting with Expressive 

Goal: to demonstrate competence and rationality. Goal: to demonstrate enthusiasm and sensitivity to 
othersô feelings. 

Restrict physical contact, especially during 
greetings. Allow counterparts to make the first 
ñmoveò and follow their example. 

Physical contact indicates friendliness.  Take it as 
a sign that things are going well. 

Restrict your body language and tone of voice to 
avoid overwhelming counterparts. 

Try to express interest through your voice, facial 
expression and gesture to avoid sounding critical 
or uninterested. 

Avoid interrupting, which may be perceived as 
impolite.  Allow a pause after others speak. 

Recognize that interruption may be used to show 
engagement and move the discussion along.  Donôt 
take offense. 

Avoid showing anger or frustration, which can be 
perceived as unprofessional. 

Donôt be intimidated by displays of annoyance or 
frustration; these are normal. 

Keep negative feedback to a minimum to avoid 
embarrassing others and avoid excessive praise to 
avoid overwhelming them. 

Provide both positive negative feedback to help 
others know what you are thinking. 

Donôt interpret a lack of expression as an indication 
of a lack of personality.   

Donôt interpret ñexcessiveò emotion as an indication 
of excitement or frivolousness. 

Donôt interpret a lack of expression as a lack of 
interest.   

Donôt interpret positive feedback as an indication 
that things are going well. 

Digressions from the agenda may confuse 
counterparts.  Try to stick to it. 

Allow digression from the agenda to gather useful 
contextual information. 

Follow talking points closely; long stories may 
confuse counterparts. 

Illustrate points with stories to keep counterpartsô 
interest. 

Donôt be insulted if counterparts focus on work 
rather than personal relationships. Seek social 
opportunities through clubs and other outlets. 

Accept social invitations to avoid causing offense 
and use the opportunity to get to know your 
counterparts. 

Focus on demonstrating technical competence 
rather than developing personal relationships. 

Focus on developing personal relationships and be 
modest about your technical competence. 

Avoid discussing personal matters at work, which 
can be perceived as unprofessional. 

Allow others to engage you in social interaction at 
work to strengthen relationships. 

Manage employees by demonstrating competence 
and assertiveness. 

Manage employees by demonstrating teambuilding 
and motivational skills. 
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Monochronic/Polychronic Approaches to Activity Management 

       Monochronic                 Polychronic  

          Interacting with Polychronic        Interacting with Monochronic 

Goal: to demonstrate flexibility and adaptability 
while building relationships. 

Goal: to demonstrate reliability and accountability 
while performing well. 

Expect people to arrive somewhat late. Learn to 
estimate how long a wait you will have and plan to 
arrive when they do. 

Recognize that people expect you to arrive on time 
and organize your time to do likewise. 

Plan to make phone calls or do other work while 
waiting for meetings to start. 

Plan to get peripheral work done outside of meeting 
time. 

Schedule meetings earlier than you want them to 
start.  Be prepared for cancellations and have a 
backup plan for getting other things done. 

Donôt set meeting times that you canôt meet.  If you 
must be late or miss an appointment, notify 
counterparts immediately. 

Expect meetings to go overtime if the matter isnôt 
concluded and avoid scheduling meetings too close 
together. 

Expect meetings to end as scheduled and additional 
meetings to be added as needed to conclude 
business. 

Recognize that multi-tasking during meetings 
(taking phone calls, checking e-mail, etc.) is normal 
and do not worry or take offense. 

Focus on the agenda during meetings and avoid 
taking calls or other activities while meetings are in 
progress to convey competence and respect. 

Recognize that frequent schedule changes may be 
necessary to accommodate a fluid environment and 
do not mean final deadlines wonôt be met. 

Recognize that schedule changes are considered 
disruptive and will be resisted.  Attempt to keep 
intermediate deadlines as well as final deadlines. 

Recognize that last-minute changes are common 
and be flexible. 

Recognize that last-minute changes will be resisted 
and avoid them. 

Build relationships so others will accommodate your 
need for stability. 

Demonstrate reliability so others will accommodate 
your need for flexibility. 

Find ways to deal with noisy or busy work 
environment without alienating others. 

Donôt take offense if others show a preference for 
working alone. 

Explain your constraints and preferences and 
request help maintaining the order you need. 

Explain your need for flexibility and request help 
gaining the freedom you need. 

Show flexibility in dealing with spontaneity and 
social interaction at work. 

Limit social and spontaneous discussions at work, 
which may be considered unprofessional.  

Recognize preference for face-to-face interaction 
and use it to gauge reactions and build 
relationships. 

Recognize preference for indirect communication 
and save time by using phone calls or e-mail. 

Use polychromic colleaguesô flexibility to your 
advantage when you need extra time or are running 
late. 

Call on othersô Monochronic efficiency when you 
have a stiff deadline to meet or a logical problem to 
solve. 
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Learning from “Them” 

Ascription-Oriented 

What you can learn from Achievement-Oriented counterparts: 

 Young people with expertise can have good ideas and the energy to follow up on them.  

Because they are raised to think independently, young people in Achievement cultures 

may be more creative and responsible than you expect.   

 If you’re a young Ascriptive, exposure to achievers can help you learn to be more 

assertive and self-sufficient in moving towards your own goals. If you’re a senior 

Ascriptive, a mentoring relationship with an achiever combining their energy with your 

guidance can be very profitable.   

 People in Achievement-Oriented cultures strive continually to improve themselves and 

their lives, which makes them proactive and good at overcoming obstacles.  They will 

employ this energy to move your agenda forward as long as they feel that their input is 

appreciated and their own goals being met. 

 Achievement-Oriented colleagues tend to test the limits of the system.  They will help 

you look with fresh eyes at what is in place and see opportunities for improvement.  

 Their system has flexibility that yours may not.  In a partnership, you can leverage their 

capabilities when you want to make something happen. 

 Because achievers are used to flexibility and opportunity, they will quickly run into 

obstacles when working in your environment.  You can win their friendship by teaching 

them how the system works and helping them acquire finesse and sophistication.  

 

What you should explain about yourself: 

 For young Ascriptives: In your system, taking initiative without direction is disrespectful 

to seniors, and you may need more guidance than they are used to providing. 

 In your system, change is possible based on leveraging personal relationships, which 

requires time, finesse, and the right connections. They may be frustrated by the time 

things take, but they can count on you to move things forward as appropriate. 

 For senior Ascriptives: In your system, the relationship between juniors and seniors is 

one of mentor/mentee or master/apprentice. Juniors don’t suggest changes 

aggressively or have great responsibility because they haven’t mastered the complex 

system of relationships or acquired the influence necessary to implement transactions. 

 

Making a persuasive argument: 

Arguments should be made in terms of Achievement values of continuous improvement and 

progress.  Achievers respond to arguments framed in terms of their desire to be rewarded 

for their work and move things forward.  Explain to them how patience or forbearance will 

benefit them in the long run, while teaching them skills that will help them advance their 

agenda in your system. Avoid the appearance of favoritism and private deal making—

explain how supporting relationships relate to business goals.  Explain requests and 

directives in terms of the steps they include and clarify how they move things forward.  
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Achievement-Oriented 

 

What you can learn from Ascription-oriented counterparts: 

 Senior Ascriptives are masters of a complex social system in which business deals are 

done on the basis of personal influence and relationships.  They can teach you how to 

manage and leverage relationships effectively.   

 If you are young, success in an Ascriptive environment will be difficult without a mentor, 

no matter how talented you are. Mentoring relationships are common in Ascriptive 

environments, and can save you a great deal of frustration. 

 If you are a senior Achiever, you can learn from the way your counterparts leverage 

their status as ―elder statesman‖, appearing gracious and courtly and always in control, 

to get good results in an Ascription environment.  

 Because relationships are so important in Ascription cultures, people with influence in 

partner companies or your own staff can be invaluable to you.  Recognize their value 

and learn how to use their abilities. 

 Senior Ascriptives who were born wealthy and influential have spent their lives in an 

environment of sophistication and culture.  They can be fascinating and gracious 

colleagues, and can open doors for you throughout the world. 

 

What you should explain about yourself: 

 In your culture, it’s vital to constantly provide value in order to be respected.  You have 

been taught to be uncomfortable with the status quo, and if you seem to have too many 

―good ideas‖ it’s because you’re trying to improve things, not cause disruption. 

 In your culture, achieving good results is more important than social adeptness, so 

people focus on the bottom line.  You are committed to getting good results in your work 

together, but may be unaware of interpersonal considerations important to them.   

 If you offend anyone, it’s due to lack of familiarity with their system rather than deliberate 

intent, and you are willing to learn if they will guide you. 

 Things move quickly in Achievement cultures, and you are not accustomed to the slower 

pace of Ascriptive deal making.  It would help you for them to explain how the system 

works so that you can understand what drives progress. 

 

Making a persuasive argument: 

Arguments should be made in terms of Ascriptive values of respect for seniority and 

influence. Achievers can be perceived as brash or isolationist, so be sensitive to the 

interpersonal dynamic around you.  Learn who the players are, and frame ideas in terms of 

their benefit to everyone involved to avoid seeming self-serving.   Advance your agenda by 

conveying its benefit to others.  Enlist the support of people with influence. Demonstrate 

your commitment to the team and ask for support based on personal relationships you have 

developed.  
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Universalists 

 

What you can learn from Particularists: 

 Rules can be arbitrary and can slow things down. Making exceptions isn’t as scary if you 

know the people you’re working with.  Get to know them and cultivate people you can trust. 

 Efficiency is a relative term.  If your objectively efficient path alienates the people you will 

need to rely on in a human-oriented system, it isn’t really efficient.  

 Particularists are flexible. They will work late in an emergency, excuse your difficulty 

meeting deadlines and do what needs to be done without complaining about schedules 

and rules.   

 Because their environment is fluid, Particularists are expert troubleshooters and are skilled 

at working around obstacles.  Look to them for solutions to your thorniest problems. 

 Only when you understand the system of relationships and the interpersonal 

considerations that motivate actions and decisions in the Particularist environment will you 

begin to see how business is conducted.   

 Cultivate interpersonal relationships with colleagues who can explain the context in which 

you’re operating and serve as intermediaries when problems occur. Ask questions and 

explain yourself as much as possible. 

What you should explain about yourself: 

 You have human feelings like anyone else, but you’ve been schooled to make your own 

preferences and problems secondary to rules and principles, and trained to expect 

others to do the same.   

 In your culture, private deal-making, special treatment for friends and ignoring rules for 

personal convenience are viewed negatively, and make you uncomfortable. 

 The context you come from requires people to base decisions on rational arguments. 

Because of the stability of your environment, this approach has worked well for you, and 

it’s what you expect of others. You need to understand why things work differently in 

your new location. 

 You come from a situation where rules and procedures offer security and stability so 

naturally, you’re reluctant to abandon them.   

Making a persuasive argument: 

Arguments should be made in terms of Particularist values, which include freedom of 

choice, allegiance to people rather than systems and the need to react to changing 

circumstances.  Avoid framing problems in terms of Universalist values such as ―those are 

the rules, why didn’t you follow them?‖ or ―you agreed to this, so you have to keep your 

word‖.  ―I need your help – please do this for me‖ and ―a situation has come up that I need 

help with‖ will work better for you, especially if you’ve invested the time to create personal 

relationships. 
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Particularists 

 

What you can learn from Universalists: 

 Following a consistent set of rules and processes can make things go more smoothly 

and ensure consistency.  Don’t reject rules out of hand; consider their basis and give 

them a chance. 

 Although they adhere to rules without question, Universalists are not robots.  Take some 

time to get to know your counterparts.  They are human, and may warm to your 

approach, given a chance. 

 Universalists are rational and logical.  They will treat you fairly, even as a stranger, 

rather than favor their friends and family, and won’t waste your time with complaints 

about the system.   

 Universalists are steady and dependable.  Count on them to do what is expected of 

them every day, without making excuses. 

 Most Universalists can be flexible.  Once you explain the consequences of actions and 

decisions to Universalist colleagues, they may be willing to compromise their principles 

and rules.   

 If you cultivate interpersonal relationships with colleagues, they can explain the context 

in which you’re operating and serve as intermediaries when problems occur. Ask 

questions and explain yourself as much as possible. 

What you should explain about yourself: 

 Making decisions in support of people you are responsible for is crucial in your culture, 

as it’s the only way to maintain a network of support.  Failing to support your family and 

friends would be perceived as ungrateful and inconsiderate – to them and to you, too.  

 You believe that rules and policies have their use, but should be secondary to human 

concerns.  If a rule isn’t vitally important, you’d appreciate some flexibility.  

 Having to choose between principles and people places you in a difficult position. 

Working things out so that people don’t suffer may require compromises. 

 In your context, you’ve had the right to expect decisions to take your feelings and 

preferences into consideration.  Operating in an emotional vacuum makes you feel 

isolated. 

Making a persuasive argument: 

Arguments should be made in terms of Universalist values, which include respect for 

stability for the majority, keeping one’s word and the need for order.  Avoid framing 

problems in terms of Particularist values such as ―things have changed so the plan is now 

irrelevant‖ or ―the boss’s grandson wants to come along, so we’ll have to move the 

meeting‖.  Try ―I respect our plan, and will work to keep as much of it intact in the face of 

recent changes‖ and ―The most efficient way to move forward is to take time to deal with an 

interpersonal relationship we rely on‖.  This will work if you’re perceived as being organized 

and trustworthy. 
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Diffuse 

 

What you can learn from Specifics: 

 The Specific approach to interaction is efficient in terms of time.  Clear and explicit 

communication helps move an agenda forward.  The logical approach saves time and 

produces measurable results.  Take advantage of their ability to execute. 

 Specifics are generally stable and reliable.  When you need to get something done, you 

can count on them to deliver.   

 Specifics are good at getting to the bottom of an idea or opportunity on rational grounds.  

Take advantage of this ability when you need clarity on a complex problem. 

 Although a lack of social interaction at work may make you feel isolated, the focus on 

getting the job done results in more leisure time.  Cultivate relationships outside of work 

and enjoy the extra time off. 

 Specific counterparts tend to have multiple casual relationships based on activities they 

participate in.  You can make friends by joining clubs or organizations and enjoy 

knowing a variety of people without being entangled in their problems. 

 The direct communication you receive from Specifics may seem blunt and insensitive, 

but if you learn not to take it personally, it can enhance your achievement and reward.  

Knowing where you stand and how you could improve can save a lot of time. 

 

What you should explain about yourself: 

 In the environment you come from, enforcement of contracts is not always possible. 

Business success depends heavily on one’s personal network.  Doing business with 

strangers is risky, and it’s uncomfortable for you.  

 In your cultural context, success depends on developing and managing complex 

relationships in a shifting environment.  Success is achieved only when everyone 

concerned benefits, so opportunity is not as clear cut as it may seem. 

 Corporate relationships are considered to be similar to marriage, as opposed to a series 

of ―flings‖, with each side compromising throughout the life of the relationship.  Trust is 

vital to this approach, which slows the development of partnerships.  Once a relationship 

is in place, though, you work hard to support your partners. 

 You are accustomed to a close personal working relationship with colleagues and 

numerous lifelong friendships, and would appreciate recommendations for making 

friends in the emotionally discrete Specific environment. 

 

Making a persuasive argument: 

Arguments should be made in terms of Specific values, which include direct communication, 

and rational arguments.  Specifics will respond to the ―logic‖ of relationships in the Diffuse 

environment once they understand the dynamics.  Avoid the appearance of a private 

agenda and personal favoritism.  Frame activities that support relationships in terms of their 

contribution to business goals. If they cannot be justified in these terms (e.g. hiring relatives 

of business partners), explain how your system works and why it’s appropriate to support 

relationships in this way. 
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Specific 

 

What you can learn from Diffuse counterparts: 

 In a Diffuse system, businesspeople are attuned to managing and leveraging personal 

relationships to meet corporate goals.  They are expert at creating value propositions 

that work for others and coordinating multiple agendas.  Count on them to help with 

complex projects with difficult players. 

 Diffuse businesspeople are generally skilled at developing relationships with partners 

and customers and gaining their trust.  They are strong in relationship-based sales and 

marketing based on an intuition for what will appeal to customers.  They are good at 

customer service and finding ways to add value beyond the basic service. 

 Diffuse systems require flexibility in partnerships to maintain relationships that work for 

both parties.  Their members are good at problem solving and compromise, and are 

good at changing direction as needed.   

 Diffuse skills include conflict mediation—―hearing‖ both sides in disagreements and 

finding compromises.  

 Because social activities are so important to business dealings, Diffuse partners 

(especially those from Individualist cultures) can be excellent guides in their own 

environment and will want to engage with you socially.  Take advantage of their 

openness, enjoy the interaction and learn how their system works. 

 

What you should explain about yourself: 

 In your system, business opportunity and contractual enforcement are the basis of 

business dealings.  You are accustomed to identifying opportunity, creating relationships 

based on legal agreements and proceeding as indicated in agreements.  You’re not 

used to the lengthy Diffuse ―getting-to-know-you‖ period.  It may be perceived by your 

company as frivolous and causing unnecessary delay and expense. 

 You don’t mean to be isolationist, but ―mixing business with pleasure‖ seems risky, and 

you aren’t in the habit of associating with colleagues so frequently away from the office.  

You may need some time alone. 

 Because of your Specific orientation, you have not learned to look for subtle cues and 

context in conversation, but you would like to learn those skills.  It would be helpful to 

you if you could debrief a colleague after meetings to understand subtleties you might 

have missed. 

 

Making a persuasive argument: 

Arguments should be made in terms of Diffuse values, which include relationship building 

and an indirect approach to business discussions.  Avoid seeming self-serving and 

excessively bottom-line oriented by not rushing business, and reassure Diffuse counterparts 

that you are committed to taking the time necessary to develop a long-term relationship. 

Frame requests in terms of a win-win orientation that supports long-term goals for your 

relationship and takes the human component into consideration. 
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Individualist 

 

What you can learn from Collectivists: 

 Collectivists are skilled consensus-builders.  They are good at eliciting feedback from 

people who are reluctant to contribute, and will consider the interests of all concerned 

when making a decision.  

 Collectivists are very good at organizing a group effort (especially with other 

Collectivists), maximizing the skills of all members of a team and executing efficiently.  

They are good at ―reading‖ others and addressing problems before they surface as 

conflict.  Consult them in cases of internal conflict.  

 They are loyal team members and will sacrifice their own preferences for the good of the 

group, the project and the company.  Count on them to do what is necessary. 

 Collectivists are careful to protect the reputation of their team and company.  They are 

unlikely to betray privileged information.  They are cautious about advancing half-formed 

ideas, and are likely to speak only after giving a matter thorough consideration. 

 They maintain tight communication with one another, and make sure everyone is ―on the 

same page‖, preventing team members from providing conflicting information.  They 

present an organized, cohesive face to outsiders. 

 

What you should explain about yourself: 

 In your system, reward is based on individual achievement, so individuals must make 

their ideas and accomplishments known to others.  You don’t mean to be egotistical, but 

you have been trained to present your own ideas directly and assertively.  You would 

appreciate knowing when you step over the line regarding good form. 

 In your system, decision makers come to decisions quickly, and you are not familiar with 

the consensus-building approach, which is time-consuming in comparison.  You may 

need help explaining to your management why things are taking so long. 

 Brainstorming is a common approach to problem solving in your culture, and advancing 

partially-formed ideas is considered an appropriate way to develop solutions.  This 

doesn’t mean you can’t tell the difference between a preliminary plan and a final one. 

 An Individualist focus doesn’t necessarily imply selfishness; taking individual 

responsibility on behalf of others is part of your system.  But you have not been trained 

to be as attuned to others as Collectivist colleagues, so they will need to guide you in 

understanding the group dynamic.  Once you understand it, you will respect it. 

 

Making a persuasive argument: 

Arguments should be made in terms of Collectivist values, which include putting the group 

first, protecting it and making sacrifices on behalf of colleagues.  Present ideas after you’ve 

had time to think them through carefully and vet them through a colleague.  Focus on team 

relations rather than individual achievement.  Having a senior or team member present your 

ideas will not prevent you from receiving recognition as a top performer; it will improve your 

reputation as a team player and enhance the likelihood that your ideas will be adopted.  
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Collectivist 

 

What you can learn from Individualists: 

 Individualists are good at making bold decisions and advancing business goals quickly.  

If they make a mistake, they change direction quickly to compensate.  A strong decision 

maker can implement good ideas in their purest form because they are not modified in 

consultation with others.  You can count on them when quick and decisive action is 

called for. 

 Because they are independent thinkers, Individualists are good at ―thinking outside the 

box‖ and coming up with creative solutions.  Consult them when radical change or new 

ideas are in order. 

 Individualists tend to be direct and truthful about their opinions when asked.  They can 

be relied on to ―get to the bottom line‖ and pinpoint structural problems because 

interpersonal relationships and dynamics do not obscure these in their minds. 

 Individualists will speculate and guess when asked a question they’re not sure of.  Their 

readiness to share intuition can be useful as long as you distinguish it from informed 

opinion or company policy. 

 Individualist managers are good at identifying strengths in their team members and 

supporting the development of talent, allowing employees to realize their full potential 

and capitalize on their abilities. Capable employees are rewarded on the basis of their 

performance and contribution. 

 

What you should explain about yourself: 

 You have been trained to subordinate your own opinions to those of the group, and are 

not accustomed to taking individual initiative on your own ideas.  You may need 

guidance and encouragement from others in voicing suggestions and following up on 

them at first. 

 Your background has taught you to reserve ideas until they were fully formed.  You have 

little experience with Individualist-style brainstorming.  This does not mean you don’t 

have good ideas—it just means you will be cautious about expressing them at first. 

 You are unlikely to be a major contributor to group meetings at first; the Individualist 

style of throwing out ideas is a bit overwhelming.  But you will respond when asked for 

your ideas if others will be patient and give you time to respond.  

 

Making a persuasive argument: 

Arguments should be made in terms of Individualist values, which include assertive 

decisiveness and bold action.  Excessively tentative suggestions may be perceived as 

indications that you don’t believe in them, so state them as directly as possible.  Be 

prepared to argue assertively if they are challenged and to take action to implement them if 

they are accepted.  If you’re uncomfortable doing this verbally, provide written 

documentation so you don’t have to talk as much. 
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Short-Term 

 

What you can learn from Long-Term-oriented colleagues: 

 In Long-Term cultures, actions are considered in terms of every possible consequence.  

Long-term thinkers are good at assessing potential ramifications of decisions and any 

suggestion they make will have been considered from multiple angles.  Take advantage 

of this feature when considering a bold new direction or initiative. 

 Count on Long-Term colleagues to be analytical about decisions and not to allow 

enthusiasm to cloud their reason.  Pair employees with poor judgment with Long-Term 

thinkers to help them grow and produce stronger recommendations. 

 Your Long-Term-oriented colleagues place great value on reputation and relationships.  

They will do what it takes to satisfy colleagues, partners and customers.   

 Because they tend to regard new ideas as potential minefields, Long-Term thinkers are 

good at recognizing and dealing with complexity.  They excel at deconstruction and 

analysis of complex issues. 

 Because Long-Term cultures place emphasis on relationships, their members make 

dedicated partners, colleagues and employees.  Recognize that the stronger the 

relationship you have, the more you can count on them to be loyal and reliable, and 

cultivate strong bonds. 

 

What you should explain about yourself: 

 In your system, each generation is seen as bringing new conditions.  Reputations are 

based on recent performance, and even a venerable company loses prestige if it does 

not perform well in the current environment.  You are trained to facilitate performance in 

the present, and to value it more highly than maintaining tradition.  Your colleagues can 

count on you to recognize opportunity and propose creative ideas, and you will look to 

them for guidance regarding negative implications those might have in their system. 

 Your company is not accustomed to the lengthy and cautious decision-making process 

of Long-Term companies.  Your management may take this as s sign of a lack of 

commitment to the partnership. You need to be able to document progress in your 

negotiations in order to keep the discussions alive. 

 

Making a persuasive argument: 

Arguments should be made in terms of Long-Term values, which include maintaining 

tradition and recapturing past success.  Frame new ideas in terms of their long-term 

prospects and the opportunity to build on them in the future; emphasize any long-term goals 

that will be served by current project. Research past initiatives of Long-Term partners and 

frame your proposals as a way to recapture past success. 
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Long-Term 

 

What you can learn from Short-Term-oriented colleagues: 

 Short-Term-oriented cultures direct energy towards innovation and adaptation.  Your 

Short-Term colleagues are always looking for new opportunity.  They are adventurous 

and tend to be risk takers.  Look to them to identify new directions and propose creative 

alternatives to your current strategy.  

 Short-Term thinkers tend to be flexible, and are good at changing direction when new 

opportunities or problems arise.  They can mobilize multiple business divisions quickly to 

be responsive. Count on Short-Term partners when conditions change. 

 They tend to become uncomfortable with the status quo, even when it is working well at 

the moment.  They direct their analytical skills to the future, and are good at anticipating 

challenges before they arise. 

 Short-Term partners and colleagues can be useful when new direction is needed but not 

forthcoming from Long-Term leadership.  Find ways to introduce their creative energy 

into a stagnant situation. 

 

What you should explain about yourself: 

 In the environment you come from, reputation is based on long tradition rather than 

recent accomplishment.  Rapid change in direction is perceived as capricious and 

dangerous.  Your colleagues can count on you to be steady and reliable, and you will 

look to them for guidance regarding opportunities for innovation. 

 You have been taught to analyze new ideas thoroughly and identify potential 

advantages and disadvantages relative to complex systems.  You can be trusted to 

think through any action before you recommend it, challenge reckless ideas and support 

new initiatives with your analytical skills. 

 

Making a persuasive argument: 

Arguments should be made in terms of Short-Term values, which include seizing 

opportunity and realizing value in the present and future.  Short-Term partners will not 

understand the issues that motivate your decision making; explain your process in terms of 

the factors you are taking into consideration and the benefits of Long-Term thinking to your 

partner.  Help them understand your need for longstanding relationships and the benefits to 

them of an enduring partnership. 
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Indirect 

 

What you can learn from Direct counterparts: 

 Direct communication is clear and efficient.  Meetings are brief and productive. New 

ideas are introduced in public, and problems are resolved at the table, without requiring 

separate discussions with multiple players.   

 If you’re operating in a Direct system, you don’t have to worry about determining others’ 

feelings or trying to intuit what they are thinking—they will tell you.  Although this may 

seem confrontational and a bit brutal at times, it enables people to ―clear the air‖ and 

move on without misunderstanding or grudges.  

 In a Direct environment, people understand what others want from them and how they 

feel about their ideas and suggestions, so business can move forward rapidly.  If you 

don’t understand something, you may simply ask about it.  Although this may feel 

uncomfortable, the mechanics of Direct communication are much simpler than Indirect 

interaction. 

 Your Direct colleagues will not hesitate to express their own ideas or criticize those of 

others.  Count on them to say what needs to be said quickly and effectively. 

 

What you should explain about yourself: 

 In your system, proposing your own ideas directly in public is considered inappropriate, 

as others may have to figure out how to point out its flaws without causing you to lose 

face.  It doesn’t come naturally to you to make suggestions directly, but you will provide 

your opinion if asked, and will do your best to contribute directly. 

 You are not accustomed to criticizing others’ ideas openly, but will work to be as clear as 

possible when giving feedback so they will know where they stand.  If they sense 

reticence on your part, they should ask you what you are thinking in a private context. 

 Note: Your polite positive feedback might occasionally lead others to believe you 

support an idea and will move forward on it.  If so, you will need to convey that not doing 

so is not an indication of dishonesty on your part; it means that you sent signals they did 

not understand, while trying not to embarrass them.  Explain that you were behaving 

according to rules of politeness you have learned, and will try to be more direct in the 

future. 

 

Making a persuasive argument: 

Arguments should be consistent with Direct strategies, which include the public introduction 

of ideas and honest expression of opinions and reactions.  To advance a proposal, state it 

explicitly and be prepared to defend it if it is challenged.  Make sure you express 

disagreement to someone, at least privately, who will represent you if you cannot speak up 

publicly.  To be rewarded for your work, promote your ideas directly to managers. 
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Direct 

 

What you can learn from Indirect counterparts: 

 Indirect speakers function in an environment where conflict in interaction is considered 

unnerving and disruptive.  They are skilled at saying things tactfully and avoiding 

offense.  Count on them to navigate complicated social situations without overt drama 

and disruption, polling those concerned before making public recommendations.   

 Your indirect colleagues are masters of nuance and intuition, which makes them 

uniquely able to read and respond to problems before they become serious.  Observing 

their interaction with one another will teach you to recognize covert signals and deal with 

conflict indirectly. 

 Working in an indirect environment is usually pleasant.  People don’t impose their 

problems on one another or create disturbances.  People will be polite to you and to one 

another (although you must watch carefully for signs of disapproval that exists). 

 Indirect communication is like a choreographed dance, and skill at it is considered a sign 

of sophistication.  The aesthetic component of Indirect business interaction can be 

fascinating, and learning it will help you to think more strategically about building 

business relationships. 

 

What you should explain about yourself: 

 In your system, people voice their opinions and ideas openly, and others respond to 

them equally openly.  The concept of causing someone to ―lose face‖ through criticism 

of their ideas is not a concern, because people’s ideas are considered separate from 

themselves.  Your tendency to speak bluntly about your own ideas and those of others 

is not intended to cause offense; it is just a result of your training, and you would 

appreciate it if they would let you know if your style of communicating creates problems. 

 In your system, ―yes‖ and ―no‖ can be taken at face value.  People do not respond in a 

positive manner just to be polite.  So you will probably miss nuances in others’ 

communication.  You will look to them for guidance in interpreting the signals you’re 

receiving, and you would appreciate directness from them whenever possible. 

 You realize that in an indirect system, communication with colleagues, customers and 

partners can require delicacy that you have not mastered.  You would appreciate their 

help in learning how to interact with others. 

 

Making a persuasive argument: 

Arguments should be consistent with Indirect strategies, which include testing ideas with a 

friend or colleague before mentioning them in public.  Try to respond positively to others’ 

input, and then convey any concerns through an intermediary or in a private social context.  

Avoid insisting or pressing a point; when you encounter even slight resistance, withdraw the 

suggestion.  Ask a colleague in private to help you piece together what went wrong. 
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Neutral 

 

What you can learn from Expressives: 

 Expressives are easy to read.  Their opinions are clear, and when disagreements arise, 

they can be addressed before they escalate.   

 Expressives can be a lot of fun.  They tend to be uninhibited about telling jokes, 

illustrating these with facial expression and body language, and enjoy recreation to the 

fullest.  They are often the ―life of the party‖ at social events. 

 They will engage with you quickly and help you establish a network, inviting you to 

social events as a natural aspect of your work together. 

 Expressive colleagues embrace interpersonal complexity. They engage deeply with 

others, and form deep and passionate relationships.   They describe their own problems 

readily and are sympathetic to those of others.  They can become an attractant for 

visitors and enhance the cohesiveness of a company or work group. 

 Some Expressives like to argue, always seeming to bicker with one another.  This can 

be like a game, and if you are willing to engage, you can make friends this way. 

 

What you should explain about yourself: 

 In the environment you come from, it’s inappropriate to display excessive emotion.  You 

have been taught to keep your feelings largely to yourself and not to inconvenience 

others with your problems.  You don’t mean to be stand-offish—you just don’t express 

yourself with as much enthusiasm as they do. 

 Because you have been taught to control your emotion and behave calmly, your 

colleagues can count on you to think rationally in difficult situations.  You will not 

sidetrack a meeting or project with outbursts or arguments, and can be trusted to 

accomplish your duties steadily and reliably. 

 A lack of display on your part should not be interpreted as a lack of interest.  You would 

like to get to know your colleagues better, and look forward to experiencing life the way 

they do. 

 

Making a persuasive argument: 

Arguments should be consistent with Expressive strategies, which include appeals to 

human values and emotions such as friendship, and should be conveyed with emphasis.  In 

dealing with Expressive counterparts, you have access to both their heads and their hearts.  

Because framing a point in a neutral manner makes it seem unimportant and unexciting, 

others are unlikely to engage with an idea unless you ―sell‖ it. Introduce ideas with 

enthusiasm, and defend them with vehemence. 
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Expressive 

 

What you can learn from Neutrals: 

 Neutrals are good at self-control, so they will not bring their personal problems to work 

or cause distractions with angry or emotional outbursts.  You can count on them to focus 

on work when they are at work. 

 Because they tend to focus on the task at hand rather than their feelings, Neutrals 

approach business issues from a rational point of view, and are good at analyzing 

opportunities, projects and tasks in an organized manner.   

 Neutrals create a calm work environment, in which people know what to expect of one 

another.  Given less drama at work, you will be free to focus on assignments at work 

and expend more energy on social activities outside the office. 

 

What you should explain about yourself: 

 In the environment you come from, people freely express their feelings to one another in 

a work context.  You don’t mean to be dramatic, but if you feel something strongly, you 

are likely to express it.   

 The way you express disagreement may seem to indicate anger, but it’s really just a 

manifestation of the passion you feel for your work, and people don’t need to be 

concerned that you are out of control. 

 If your behavior seems loud or unprofessional given workplace constraints, you would 

appreciate knowing this.  You will do your best to manage this, and your colleagues can 

count on you to be a sympathetic listener and engaged coworker. 

 You are good at enjoyment, and are used to having a lively social network of close 

friends.  You would enjoy introducing your colleagues to a new dimension of fun and 

camaraderie. 

 

Making a persuasive argument: 

Arguments should be consistent with Neutral strategies, which include a calm demeanor 

and rational presentation of information.  Displays of emotion during arguments may cause 

you to appear irrational or excessively attached to an idea.  Laughing and joking during 

work may seem unprofessional to your colleagues, so maintain a calm demeanor at work 

and save social interaction for after-hours.  Once back in the office, resume a calm 

appearance, no matter how energetic things were during social time. 
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Monochronic 

 

What you can learn from Polychronics: 

 Because conditions fluctuate constantly in the Polychronic context, your Polychronic 

colleagues will be good at dealing with surprises and changing direction quickly as 

needed. They will not be flustered by changes in schedule or last-minute surprises.  You 

may find they take in stride the need to drop everything to handle an emergency or work 

unusual hours to get things done. 

 Polychronics are good at juggling multiple agendas at once.  When one project stalls, 

they are quick to change gears and address another.  They are good at using any free 

time that presents itself constructively. Rather than sit and wait for meetings to start, 

they make calls or check e-mail.  This enables them to take advantage of the gaps that 

turn up in a Polychronic environment. 

 Polychronics are relaxed, take-it-in stride people who have an easy-going attitude 

towards time and flow.  Once you learn to relax as well, you can enjoy the ebb and flow 

of quiet and busy times. 

 People in Polychronic cultures are famous for being ―in the moment‖ and knowing how 

to enjoy life.  Hard work during crunch times will be rewarded by opportunities for fun 

and cultural learning when conditions permit. 

 

What you should explain about yourself: 

 In the environment you come from, people are expected to produce continuously and 

consistently.  You recognize the need for flexibility in an unpredictable environment, but 

you (or your management) will expect deadlines to be met, and you will appreciate it if 

they will keep you up-to-date on changes to project timelines.   

 Although you are still learning to function in a Polychronic context, your colleagues can 

count on you to approach your work in an organized fashion and be accountable for 

meeting all your commitments to them. 

 You are used to focusing intently on the task at hand in a relatively predictable work 

environment, and if you withdraw to concentrate, it is not to be unfriendly, but to make 

sure you deliver the best effort possible. 

 

Making a persuasive argument: 

Arguments should be made in terms of Polychronic values, which include creativity, 

problem solving and flexibility.  Frame suggestions in terms of how they will contribute to 

these goals.  Since sticking to a rigid agenda or plan will be perceived as inflexibility, make 

an effort to accommodate change, and if you have a reputation for flexibility, your 

suggestions will carry greater weight.  Don’t hesitate to voice creative ideas even at the last 

minute—they may be readily accommodated and appreciated. 
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Polychronic 

 

What you can learn from Monochronics: 

 Because conditions are relatively stable and predictable in the Monochronic 

environment, your Monochronic colleagues will approach their work in a linear manner.  

They will make detailed project plans and do their best to stick to them.  There will be 

few surprises from Monochronic partners during a project, and they will do their best to 

meet the deadlines you agree on, providing advance notice if conditions change. 

 Monochronics are reliable at a personal level as well, and will take promises they make 

you seriously.  You will not have to check in repeatedly to make sure appointments are 

still ―on‖ or adjust to last-minute notice of changes.   

 The Monochromic work environment is relatively predictable.  Meetings will begin and 

end on time, and projects will generally move forward as planned. You will have fewer 

changes to respond to, and will be able to stick to your own plans and schedules.  This 

will give you more freedom to focus on tasks and time to devote to leisure activities. 

 

What you should explain about yourself: 

 In the environment I come from, conditions fluctuate constantly, and detailed plans and 

schedules aren’t useful because they would have to be updated continually.  Scheduling 

things too far in advance just results in last minute changes.  I will do my best to keep 

others informed of developments as they occur and explain what is confirmed and what 

is still evolving on my side. 

 I’ve been trained to take advantage of every opportunity to get work done in a shifting 

environment.  Trying to keep things moving forward while I’m in meetings doesn’t imply 

disrespect to other meeting participants; it means I’m working to fulfill my responsibility 

to multiple projects at once. 

 In the system I come from, ending a meeting before business is concluded seems a 

waste, so we extend meetings as needed to finish.  This means our next meeting may 

begin late, and it’s understood that meeting start times need to be flexible as a result.  I’ll 

attempt to be punctual for meetings you schedule, and you can count on me not end 

meetings with you until we have had time to conclude our business. 

 

Making a persuasive argument: 

Arguments should be made in terms of Monochronic values, which include a focus on 

planning and sticking to agendas.  Frame requests in terms of how they will help keep 

projects on track and meet deadlines.  Always alert Monochronic colleagues of changes in 

plan as early as possible; if they have time to reschedule, they will experience less 

disruption. If you develop a reputation for reliability, requests for greater flexibility will be 

taken seriously, particularly if you frame them in terms of problem solving for the good of the 

project.   
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