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ABSTRACT

In times of rapid growth, both in terms of econord&velopment and globalization and
international development in developing countrasjncreasing number of international
organizations extend their development agenda dbwasubsequent challenge of this
development is the managerial implications of crmdtural management. This study
employs a qualitative approach in a single casgystéi British Council Kenya, which is
one of the international offices of the British @i United Kingdom. After reviewing
the previous studies, the authors summarize tHerdifces of management style, staff
behavior and communication system in differentwalt context and find the barriers of
cross cultural communication in international onigations. The findings of this study
indicate that the barriers of communication conoenfithe national cultures’ influence at
the work place and behaviors of people with différielentity. Moreover, culture also
influences people’s way of thinking and behavi@suiting in different understandings

toward vision and purposes of the organizations.
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CHAPTER ONE: INTRODUCTION

1.1 Background to the Study

In times of rapid growth, both in terms of econordavelopment and globalization, an
increasing number of international organizationgehaxtended their operations across
countries. Globalization and the rapid developmehteconomics, has meant that
organizations that operate beyond their border® lecome more and more prevalent.
Intercultural communication presents a new chakettgmanagers. Culture, as Hofstede
(1997) states, is the “software of mind” that cafiuence people’s patterns of thinking
and behaving. Mental programming influences pesgleing and working all over their

lives. When someone tries to understand the maragestyle or behaviors of one

organization in different countries, some basiogples are challenged.

For instance, the Chinese feel that all men ara baequal and they should all obey the
decision of the authority (Martinsons & Hempel, 829While Western people believe
that all men are born equal and they can make ergnt decisions and act on their own
(ibid). Ambos and Schlegelmilch (2008) argue tha¢ culture may support certain type
(or types) of organizations rather than other typesl culture differences will eventually
influence on the performance of company (ibid).other words, national culture can
influence the management and communications of nizgons. For instance, the
management style in the west is different from thahe east: Dutch management style
is “approachable” and “assertive”, while, Japanas@magers are “high hierarchical” and
“dictatorial” (Ybema & Byun, 2009). Poon, Evangé&isand Albaum (2005) compare the
management differences in China and Australia, famdl that culture is a significant

influence in management style in multi-culture pedive.

All organizations that extend their businesses adbrivave to face a challenge of cross-
cultural communication. Bennis and Nanus (1985¢rréd Erez (1992) and claim that
communication is the only approach by which grougmhers can cooperate with each

other towards the goal of organizations. Especialfgnulate - culture organizations with



offices in other countries, it is necessary thahagers have frequent communication and
sufficient understanding for organizational goaécfinical developments have removed
most of the physical barriers on communication. Eegr, managers still encounter some

cultural barriers.

In order to achieve success, managers workingabadlenvironments must be proficient
in cross-cultural communication. They have différeharacteristics of culture resulting
in thinking, understanding and communications diitgr These diversities obstruct
organizational development and management moress. |Adler and Graham (1989)
refer to Mishler (1965) and argue that “The gredker cultural differences, the more
likely barriers to communication and misunderstagdi become.” More and more
managers have paid attention to the problem ofsecaliural conflict on communication.
This study employs a qualitative approach in a lsirgase study of British Council

Kenya.

1.1.1 Cross-cultural Communication

The term "cross-cultural” emerged in the sociatisces in the 1930s, largely as a result
of  the Cross-Cultural  Survey undertaken by GeorgeeterP Murdock, a
Yale anthropologist. Initially referring to compéive studies based on statistical
compilations of cultural data, the term gradualtygj@ired a secondary sense of cultural
interactivity. By the 1970s, the field of crosstcwédl communication (also known
as intercultural communication) developed as a prent application of the cross-
cultural paradigm, in response to the pressuregobfalization which produced a demand
for cross-cultural awareness training in variousmowrcial sectors. Cultural
communication differences can be identified by edjfferent criteria namely: when to
talk; what to say; pacing and pausing; the art isfehing; intonation; what is
conventional and what is not in a language; degfeadirectness; and lastly cohesion

and coherence.

Cross cultural communication thus refers to comation between people who have
differences in any one of the following: styleswbrking, age, nationality, ethnicity,

race, gender, sexual orientation among others.sGyaldural communication can also
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refer to the attempts that are made to exchang®tiaée and mediate cultural differences
by means of language, gestures and body languéage. How people belonging to

different cultures communicate with each other.

Each individual can practice culture at varyingelsv There is the culture of the
community one grows up in, there is work culturéhat work place and other cultures to
which one becomes an active participant or slowithdvaws from. An individual is

constantly confronted with the clash between higimal culture and the majority culture
that he is exposed to daily. Cultural clashes oesua result of individuals believing their

culture is better than others.

Cross cultural communication has been influenced bgriety of academic disciplines. It
is necessary in order to avoid misunderstandings ¢an lead to conflicts between
individuals or groups. Cross cultural communicatiogates a feeling of trust and enables
cooperation. The focus is on providing the rigigpense rather than providing the right

message.

When two people of different cultures encounteheatber, they not only have different
cultural backgrounds but their systems of turnlkirig are also different. Cross cultural
communication will be more effective and easidrath the speakers have knowledge of
the turn taking system being used in the convensdtr example: one person should not

monopolize the conversation or only one person lshiailk at a time.

1.1.2 Barriers to Cross- cultural Communication ininternational Organizations

Many studies have established that in multinatidineds and international organizations,
it is not the best solution to push country officeéo the head office’s way of
communicating. The best solution of communicatioould be to reach a mutual
understanding between the headquarters and coafficgs, which depends on mutual

learning and mutual adaptation- in multi-culturenagement perspective.

When the headquarters and its country offices dashare the same views which derive

from the influence of different national culture evh the firm operates in, problems and
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barriers will occur. Sometimes the headquartersldvbold the opinion that the country
offices lack initiative on work, at the same tintlee country offices would think that the
headquarters would not treat their suggestionsosslsi and afraid to express the
frustration to the headquarters. This same phenomeplays itself within the
organization that has staff of different nationaltaral orientations. Many international
organizations have both locally appointed staff anternationally appointed staff. More
often than not the internationally appointed staffs employees of different national
culture from the locally appointed staff. Due tdfetiences in cultures, the emotional
distance towards superior-subordinate relationsigp varying. Sometimes the
internationally appointed employees who usuallydrs®@nior position in the organization
try to evoke the passion of locally appointed empés by asking for their initiative at
work. While, locally appointed managers hold thédbehat it is better when the power
is centralized and subordinates just follow thdringions of the superiors. Therefore,
locally appointed managers are expected to havepamansive knowledge of the
organizations to make “good” decisions for the sdbmtes. However, internationally
appointed managers think that it is impossiblecioe to know all and they are depending
on the wisdoms of the group. Besides, the languwage geography distances always
bring barriers in communicating and understandecheother. Even when they are using
the same language (English), they might have differunderstanding on the same

message because of the influence of the “hiddess’tith their mother tongue.

Many researchers have found that in Asian counpeple tend to express themselves
inexplicitly, while in Western world people areaght when talking (Ybema & Byun,
2009; Newman & Nollen, 1996; Jolly, 2008; Welth &\h, 2008). Another point to be
mentioned is that, life pressure varies from couritr country. In low life pressure
countries, people pay more attention to fulfil aneélf-worthiness, which will enhance
the initiatives at work. While in high life presgucountries people struggle with their
lives and follow superior’s instructions as thetheay to keep their job.

A matrix has been built to illustrate the differescbetween different cultures between

the internationally appointed employees and theallpcappointed employees and
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communication within international organizations.hrdugh the differences on
management style, staff behaviors and communicatsystem of the internationally
appointed employees and the locally appointed eyepl® one can infer that these
barriers of communication come from the nationdlura’s influence, on the work place
and behaviors of people with different identitygetors and subordinates). First of all,
except for getting profits people with differentltowe backgrounds have different
expectations from work. These different expectatiare strongly influenced by people’s
social statues and their positions at work. On dtieer hand, culture also influences
people’s way of thinking and behaving and resutdifferent understanding toward
vision and purposes of firms. This lack of mutualderstanding leads to various
communication problems and results to the commtinitdeing trapped into a vicious
circle. Besides, language differences and geogrdggignces are always the barriers of

cross cultural communication.

1.1.3 The British Council

The British Council is the United Kingdom’s intetizaal organization for cultural
relations. It creates international opportunities the people of the UK and other

countries and builds trust between them worldwidle they call these cultural relations.

British Council builds trust and understanding fbe UK, to create a safer and more
prosperous world. In terms of reach and impadgs, lhe world’s leading cultural relations
organization. Cultural relations is a componenindérnational relations which focuses
on developing people-to-people links and complemegbvernment-to-people and
government-to-government contact. British Counaési English, Arts, and Education
and Society — the best of the UK’s great cultussless — to bring people together and to
attract partners to working with the UK. The Biiti€ouncil has over 7,000 staff working

in 191 offices in 110 countries and territories.

1.1.4 British Council Kenya

The British Council Kenya was established in 1947aalibrary that provided study

opportunities for Kenyan and East Africa studemd aducators. As demand for further



study and access to UK educational opportunitiesvgthe British Council Kenya began

a UK exams service and started offering UK schbigrprogrammes.

Today, British Council has thriving exams and pssfenal communication services that
are run from its offices in Nairobi. Besides thps&l-for services, the office continues to
offer opportunities to Kenyans through programmmethe arts, schools, higher education,

English language teaching and social development.

According to British Council website, with 42 mdh Kenyans, many of them young,
and growing economic opportunities, British Courtm#lieves that its work in cultural
relations plays a key role in sustaining the cdrokéationship between Kenya and the
UK. Over the coming years, the office will continte focus its work on building
capacity in education, supporting the developmentthoiving, sustainable creative
industries and building the capacity of young pedpl make a positive contribution to
Kenya. British Council Kenya office has 39 locadlgpointed staff and 2 internationally
appointed staff. The Kenyan office also hosts S&4iénal office which has 33 locally
appointed staff and 8 intentionally appointed. Thisngs to a total of 72 locally
appointed staff and 10 internationally appointedffstDue to the diverse cultures of
internationally and locally appointed staff these hound to barrier to cross cultural

communications.

1.2 The Research Problem

Several researchers have contributed to theirestudithe cross-cultural communication
area (Mary, 1993; Bennett 1998; Yum, 1988; YbemByn, 2009). In “Cross-cultural
communication for managers”, Mary (1993) appliemaltiple insights to managerial
communications. In order to make communicationatiffely, Mary (1993) recommends
managers to think about seven issues before concation. This study is designed only
in a managerial context. In Bennett (1998)’s “Intdtural Communication: A Current
Perspective”, he answers the question “How do geoptlerstand one another when they
do not share a common cultural experience?” Thestopreis answered from several
aspects such as levels of culture, interculturahroonication processes and cultural
adaptation (Bennett, 1998). However, the focushf $tudy is too wide, which does not



stand on a managerial context but on a social gbriteaddition, Yum (1988) researches
“the impact of Confucianism on interpersonal relaships and communication patterns”.
He argues that the discussions of most communitatgiudies stay on the surface of the
problem and do not go deeply to explore the soafgeoblem. Thus, in his study, Yum
(1988) “goes beyond these limitations and explates philosophical roots of the
communication patterns”. But the focus of his stuslyn social contexts. Also, Yum
(1988) only discusses the impact of ConfucianisonfGcianism can in parts be regarded
as a culture, but not in its entirety. In additidfbema & Byun (2009) “explore issues of
culture and identity In Japanese-Dutch relationsvim different contexts: Japanese firms
in the Netherlands and Dutch firms in Japan”. Fithmee aspects: communication, the
superior-subordinate relationship and decision n@kihey illustrate that in different
organizational environments, cultural differencefiuence people’s identity take. On
certain extent, Ybema & Byun’s (2009) study is $amiwith this study, for instance,
engaging a comparison between the people fromrdiffeculture. However, their study
pays more attention to power and identity talksleviother culture dimensions such as
individualism, masculine, and Confucianism or Idagn orientation (Hofstede, 1980)
have not discussed in the study. Thus it is intemgsto look into different culture
dimensions’ influence on the communication in in&#ional organizations. By
contrasting the differences of management stylaff $tehaviors and communication
system between different cultures the barriers s cultural communication in

international organizations will be found.

Though various studies have been done on cultwainwnication barriers at the
organizations level in international organization®ne has expansively covered
developing countries within East Africa contextugtthe purpose of this study is to look
into cross cultural communication barriers at thrgaaizations level in international
organizations. The research question of this sisdy What are the barriers to cross
cultural communication at the organizational lemehternational organizations.



1.3 Research Objectives

The objectives of the study were;
i) To establish the barriers to cross-cultural commation in international
organizations.
i) To establish specific causes of barriers to cro#sH@l communication in British
Council Kenya.
iii) To recommend how the barriers of cross-cultural moimication in international

organizations can be overcome.

1.4 Significance of the Study

It is important to underline that there have besn $tudies on barriers to cross cultural
communications in Kenya. Considering that Kenya lbesome an entry point to many
international organizations and multinational compa to East and Central Africa, this
study is very important. International organizatidike British Council have most of the
East and Central Africa Operations headquarterdceimya. The Kenya Office serves all
countries in Sub Saharan Africa. There are othtermational development organizations
whose headquarters are in Nairobi but have op&stio the wider Africa and East
Africa regions. Organizations like the United Naso(UN) Africa operations are
headquartered in Nairobi, UNEP, UN-Habitat, Shelfdrique, among others are
headquartered in Nairobi. The employees in thesanational organizations are either
internationally appointed or locally appointed. $aeemployees’ have different national
culture and hence presented with cross-culturalnconications challenges. As such,
cross-cultural communication has become stratdgigaportant to organizations due to
the growth of global business, development, teamoblnd the Internet. Understanding
cross-cultural communication is important for anggamization that has a diverse
workforce or plans on conducting global operatioifis type of communication
involves an understanding of how people from défercultures speak, communicate and

perceive the world around them.



Cross-cultural communication in an organization Isleaith understanding different
business customs, beliefs and communication stestedtanguage differences, high-
context vs. low-context cultures, nonverbal differes and power distance are major

factors that can affect cross-cultural communicatio

This phenomenon is gaining importance and shoutdoeagnored. Studies need to be
undertaken to establish the barriers of cross @lltommunication for this organizations
as they explore new business and development érgnfrhe findings presented in this

study will constitute an important reference pdortfuture studies on this subject.

Organizations both local and international, polgkers and practitioners in this field
will find the data that will be derived from theudly an invaluable source of information
on the subject. The findings will assist these oizmtions in understanding and
appreciations of the anticipated challenges thitoceme with extending their operations
beyond Kenya and for international organization demg Kenya as the regional head

quarter.



CHAPTER TWO: LITERATURE REVIEW

2.1 Introduction

The purpose of this chapter is to identify and eavihe writings that are related to the
study of cross cultural barriers in communicationinternational organizations. This
chapter lays a foundation for the analysis of fgdi from the study, leading to
understanding of the concept of cross cultural rgameent, national culture and
management style that can contribute to barriecommunication. The chapter explores
organizations that have spread their operationsthier countries across the region and
winds up with an attempt to understand possibleridrar encountered during

communication between employees of different nafienltural orientation.

2.2 Cross-cultural Communication Management

Cross cultural management mainly focuses on thenbeh of people from different

cultures, working together as a group or an orgdita (Adler, 1983). Most of cross-
cultural management studies aim at dealing withisiseie of organizational behavior,
such as leadership style, motivational approackéstegy, organizational structure
(Morden, 1995; Elenkov, 1998). Three aspects aseudsed in this study as follows: -
communication system, management style and sth#\ber.

As to the cultural concept, culture is a complesuesin some fields such as sociology,
anthropology and has now become a hot topic in gemant. Several contributions are
devoted in this area by some authors, such as ¢ttdfst1997), Hall (1976, referred by
Richardson and Smith, 2007), Golbe (2004). It issraggeration to say that Hofstede’s
dimension of national culture theory is a domintwory. This theory is famous and
popular, which is engaged by a large number ofarebes. Project GLOBE is a recent
study, in which culture is linked to behaviors irganizations (Shore and Cross, 2005).
Globe proposes nine cultural dimensions; some ekdhare similar to Hofstede’s
Dimensions of National Culture (Shore and Cros€)520However, Globe’s theory is
still a new theory without sufficient test; theredat will not be considered in this study.

Hall's high context-communication and low contertmanunication can perfectly serve
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for the cross-cultural communication study and botfesolution studies (Kim, Pan and
Park, 1998). In this study, both Hofstede’s Dimensiof National Culture theory and

Hall's high context-communication and low conteghununication theory are involved.

2.3 Dimensions of National Culture

According to (Joynt & Warner, 1996) “Culture is tipattern of taken-for-granted
assumptions about how a given collection of pesplauld think, act and feel as they go
about their daily affairs”. Hofstede (1997) addessthat there are two kinds of cultures:
organizational culture and national culture, whdiffer when it comes to values and
practice. Values come from the experience of lifepther words, one’s values come
from family and school in the early years of hisher life. While practices come from
social experience; working. The differences in oral culture lie in values rather than
practice. While, in organizational level, culturéfefences appear mostly in practice
rather than value (ibid). Ybema and Byun (2009réd Schneider and Barsoux’s (1997)
argument that the head offices country’s culture bfien remained in international
organizations and the national culture of headcef company is often challenged by
the national culture of country offices, becausehaf foreign rule put on it. National
culture provides a principle for employees in otigations to understand how to work,
how to approach to the goals and how they wantrgttzetreat them. If the management
within an organization fails to consist with theskeeply hold values” together, the
employee will feel unsatisfied and frustrated, ttwai perform poorly (Newman &
Nollen, 1996). Furthermore, the effectiveness obeganization will decrease. Hofstede
(1980) argues that there are four dimensions abmait culture: low vs. high Power
Distance; individualism vs. collectivism; mascutinivs. femininity; and uncertainty
avoidance. Before long, the fifth dimension is fdusy Harris Bond, which was called
Confucian dynamism (Bond & Hofstede, 1988). Subsat]jy, Hofstede takes it into his
framework in terms of long vs. short term oriergati
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2.3.1 Low versus High Power Distance

Power distance is “the extent to which the less ggw members of institutions and
organizations within a country expect and accept ffower is distributed” (Hofstede,
1997). In low power distance countries, the autlois distributed within the
organization. Superiors are dependent on subosdirest consultation on a limited extent.
Therefore the emotional distance between themladively small: it is quite easy and
pleasant for subordinates to approach and cortartduperiors. However, in high power

distance countries, power is always centralizetliwithe organization.

Only a considerable dependence exists from subatalis to superiors. “Subordinates
respond by either preferring such dependence, jactmeg it entirely, which in
psychology is known as “counter dependence”: thatlependence, but in a negative
sign” (ibid). High power distance countries thu®wha pattern of polarization between
dependence and counter dependence (ibid).

2.3.2 Individualism versus Collectivism

According to Hofstede (1997) “Individualism pertaito societies in which the ties
between individuals are loose: everyone is expettddok after himself or herself and
his or her immediate family. Collectivism as itspogite pertains to societies in which
people from birth onwards are integrated into grocohesive in-groups, which

throughout people’s lifetime continue to protecerthin exchange for unquestioning
loyalty”. The two dimensions (power distance andividualism) tend to be negatively
correlated: larger power distance countries are kely to be more collectivist; small

power distance countries are more individualistewthe authority is distributed, people
are likely to be individualist. When the authorisycentralized people are likely to be

collectivist.

2.3.3 Masculinity versus Femininity

Masculinity and femininity means the extent to whtbe society views the role of male

and female. In “masculine” society, people are mommpetitive, assertive, and

12



ambitious. Moreover, accumulated wealth and mdt@essessions are always valued
(Usunier & Lee, 2005). While in “feminine” culturelationships and quality of life are
more valuable (ibid). Sweden for example is conmeideby Hofstede (1997) to be the

most “feminine” country in the world.

Managers in masculine cultures are assertive deecisiakers. They believe in facts
rather than group discussions (Newman & Nollen, 6)9%Feminine managers are
“intuitive rather than decisive for consensus” ahdy listen to the suggestions of the
groups (Hofstede, 1997). In Feminine cultures welfz the society is valued: people are
caring about others, sympathy for the weak andmase attention to the quality of life;
while, in masculine cultures power and materialgpess are valued: gender roles are
clearly distinct, people respect for the strong pagl more attention to competition and

performance (ibid).

2.3.4 Long versus Short term Orientation

Hofstede (1997) argues that the dimensions of rlban be described as a society's
"time horizon” or, the importance related to theufe comparing to the past and present.
In long term oriented societies, persistence, anderelationships by status, thrift and
having a sense of shame is included in the valuévim short term oriented societies,
normative statements, personal steadiness anditgtgimiotecting ones face, respect for
tradition, and reciprocation of greetings, favand gifts” are included. In Asia, China
and Japan are regarded as typical long term oderdantries with a relative high score

while the Western courtiers are more about shar tgientation. (Hofstede, 1997)

2.4 High Context-communication and low Context Commnication

High context or low context communication theoryige of the most important theories
in cross-cultural research, which can be viewed aslture based on the messages that
people within the culture prefer to use (Richardaod Smith, 2007). It properly links
management style and staff behavior to discussgiue of cross-cultural management in

communication. According to Richardson and Smitd0@ refers to Hall (1976) and
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argue that cultures cannot be easily classifie@d ihigh context or low context
communication, but to some extent, “some cultuezsltto be at the higher end while
others are at the lower end of the continuum”. Irhigh-context culture, people
interdepend on each other. Information is widelgreld through the word with potential
meaning. In a low-context culture, people tendedortalividualized, kind of alienated and

fragmented, people do not involve with each otherrhuch (ibid).

2.5 International Organization Communication

Ybema & Byun (2009) emphasize that culture diffeeennfluences communication
between the people with different identity. In tlegidy, internal communications of
organizations includes two parts: management siyte staff behavior. To some extent,
management style imply superior part of the orgation, similarly, staff behavior imply
subordinate part in the organization. Usually, lbseaof the gap among these positions,
barriers also occur during the transmitting of rages and information. Communication
system is used within the organization to help eagles transmit messages and
information. Organizations use communication systerink people together and make

them work toward organizational goals.

2.5.1 Management Style

Culture is a factor influencing the style of managet. Several researchers have
emphasized the importance of culture on managestglg (Williams, Morris, Leung,
Bhatnagar, Hu, Kondo and Luo, 1998; Morden, 1996ptnan, hartog and Konrad,
1999). Williams, Morris, Leung, Bhatnagar, Hu, Kondnd Luo (1998) discuss the
different ways managers use to solve the confleithin the organization. Chinese
managers rely on an avoiding style while US marsagesfer a competing style. Morden
(1995) argues leadership style is influenced bytucel result in centralized or
decentralized. In addition, an effective managenséyle facilitates communication and
information transmission (Mcphee, 1985). The Chénleave a different point of view on
the concept of leadership with western norms (Madns & Westwood, 1997). As a

result, a distinctive in-group exists in the orgation and bureaucratic regulations are
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used moderately (ibid). Chinese leaders are notl uselistening to subordinates or
adopting team’s perspective (Martinsons & Westwob@97 refer to Fukuda, 1983).
Therefore, in China, important decisions are onlgdm by leaders according to their
individual experience or knowledge. It is natutattChinese leaders possess authority to
determine the organization’s objectives (Martinsén¥Vestwood, 1997 refer to Silin,
1976).

Western countries believe that a person has hisftividual rights and a legitimate
power to protect their private property. The belefs been deeply rooted in western
organizational structure. According to Martinsons &/estwood (1997), in most western
organizations, any decision-making in the systeesdwmt depend on its top managers or
owners, instead, on a rational and impersonalfseties with a well-defined purpose.

2.5.2 Staff Behavior

Staffs are crucial assets of organizations. Thejdban organization with their
knowledge, skills, and experience. Webb (1996) esghat education provides important
developments and has been viewed as one of theimosttant values of staff. Skills of
the labours will eventually lead to the inequabfytheir wages (Juhn, Murphy & Pierce,
1993). Wage is always viewed as the motivation martthe purpose of working.
Educational level, which has a positive relatiopshith skills, will determine the wage
level of staff. Thus well-educated stuff will eamore and be more motivated than their
less educated colleagues. In international orgdoimm language is another important
skill of staff that cannot be neglected (UsunieL &, 2005). According to Jiang (2000),
there is a close relationship between languagecatidre. Moreover, both of these two
influence each other interactively. Culture is inmseel in its language and will influence
the way of people expressing and receiving messages

Many researchers have highlighted the importanceewfpowerment within the

organization to both motivate staff and achieveicifiicy. Empowerment within
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organizations leads to high productivity and higinfprmance as well as the satisfaction
of the employees themselves. (Labianca, Gray &8r2800; Kirkman & Rosen, 1999)

2.5.3 Communication System

Systems are procedures and rules, both formal f@ad budgets) and informal, which
communicate plans and goals; monitor the orgamizatand informs others of the
developments within the organization (Hitt, 1995ystems can be used to maintain the
patterns in organizational activities, not only sbathat can be predicted but also the
suppressed ones (Simons, 1995). In internatiom@zations, communication system is
the most important system in international knowkettgnsfer. According to Erez (1992)
refers Bennis and Nanus (1985) that communicaidhe exclusive approach in which a
group can move toward the goal of an organizafio@ddition, Erez (1992) emphasizes
that there is a closed relation between interpa@is@ommunication and culture.
Interpersonal communication is one of the partsamforganization’s communication
system. Communication forms the links which helpugr members to transmit the social
values and facilitate their sharing (ibid). Colleetaction can be facilitated by shared
meaning and shared communication mechanisms (ibidthermore, Kraut, Fish, Root
and Chalfonte (1993) classify communication intarfal communication and informal
communication. According to their point of view,rf@al communication tends to be
scheduled in advance, arranged participants, gatits in role, preset agenda, one-way,
impoverished content and formal language and speegister. The structural and
functional characteristics of communication and rtiaéure of the communication setting
influence the degree of formality. In terms of théerent characteristics, formal and
informal communication suit to different situatidiiormal communication tends to be
used for coordinating relatively routine transacsiowithin groups and organizations,
while, informal communication seems needed for dm@tion in the face of uncertainty

and equivocality” (ibid).

2.6 Theoretical Framework
Barriers of communication are likely to come frame thational culture’s influence on the

work place and behaviors of people with differedgritity (superiors and subordinates).
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First of all, except for getting profits and achigy the organization’s objectives, people
with different culture backgrounds have differerpectations at work. These different
expectations are strongly influenced by people’'siadostatues and their positions at
work. On the other hand, culture also influencesppeEs way of thinking and behaving

and results in different understandings toward®risnd purposes of firms. This lack of
mutual understanding, differences in emotional adise towards internationally

appointed staff against locally appointed stafatiehship, different expectations on
managers, different abilities of dealing with irandes, language difference, different
purpose of working leads to various communicatiorobfems and leads to

communication being trapped in a vicious circleo$3r cultural barriers in international
organizations are likely to stem from these aspectd they constitute theoretical
framework.

Theoretical Framework

Y

Lack of mutual understanding

Y

Differences in emotional distance between the branches

Y

Different expectations on managers Lo
Cross cultural barriers in

international organizations

Y

Different abilities on dealing with incidences

Y

Language difference

Different purpose on working

JV

Independent variables Dependent variable

Figure 1: Theoretical Framework showing the relationshipueen the independent and the

dependent variables
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CHAPTER THREE: RESEARCH METHODOLOGY

3.1 Introduction

This chapter aims to describe the methodologyatesly, data collection, method and
research design followed by evaluation of oppotiesi and limitations of chosen
method. Finally, the issues of generalization,drgliand reliability of this research will

be discussed.

3.2 Research Strategy

Background information regarding cross-cultural cmmication barriers in international
organizations was obtained from scientific writimgher research, literature reviews and
peer reviewed articles. Extensive amount of infdromaprovided a broad knowledge of
the topic. Further reading led to deeper undergtgnof the topic and familiarity with the
ideas, major concepts and basic vocabulary in tlosen research area. Thereafter, the
research question was formulated. Centered ondpie ©f interest and the field of

research, an ensuing methodology was developed.

3. 3 Data Collection

Sources of data collections are generally categdrigs being primary or secondary.
According to Boslaugh (2007), primary data is aulel with specific aim, by the
researcher, for further analysis. Thus, if the deta collected by someone else for some

other purpose, it is secondary data.

In this research paper, empirical data was derix@d British Council Kenya which has
both internationally appointed employees and lgcatipointed employees, both primary
and secondary data was used, the results analgaesequently, a number of inferences

were drawn.
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3.4 Research Design

There are two dominant business research methodeantitative and qualitative.
Quantitative research differs from qualitative egst in several ways. On the word of
Bryman and Bell (2007) in wide-ranging terms, qutative method is more about
collection of numerical data. Conversely, quahtatiresearchers are interested in
answering questions “why,” observing situations anderstanding the reasons and are
not keen to merely accept the results based on mcahenterpretations (Ghauri,
Granhaug and Kristianslund, 1995). The choice efrésearch method depended on the
field of study and type of the research being edrout. For the purpose of this study of
cross-cultural communication in international orngations, according to Bryman and
Bell (2007), qualitative approach is the most aggidie one. Through qualitative method,
data and information was gathered about cross+allbwsiness communication based on
real life experiences and situations among int@nally appointed staff and locally

appointed staff, which would be nearly impossiblednclude from quantitative method.

3.5 Population of the Study

British Council has operated for over 80 yearsds more than 200 offices around the
world in over 100 countries. British Council haglabal workforce of over 7,000 staff.
The organization work in developing countries cheamimg various development works.
British Council Kenya office has 39 locally appa@dt staff and 2 internationally
appointed staff. The Kenyan office also hosts S&4iénal office which has 33 locally
appointed staff and 8 intentionally appointed. Thisngs to a total of 72 locally
appointed staff and 10 internationally appointedfst

3.6 Sampling Procedure

Since this study is designed to focus on the brarpa organization level in cross-culture
communications in international organizations, itterviews was designed for various
levels of staff, who have more knowledge of theanigation and can provide more
valuable information to the study. The staffs wgreuped into Kenyan team and SSA

team. In each team senior management and middéd reanagement was clustered
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together. From each cluster one staff with over y&ars experience were identified and
randomly selected. This resulted into two senionagement staff and two middle level
management staff internationally appointed, twonfridienyan Team and two from SSA
team. For locally appointed staff two senior mamaget staff and two middle level

management staff were selected for interview, eaitg two from Kenyan Team and two
from SSA team. As a result eight staffs were inewed, four locally appointed staff and

four internationally appointed staff.

3.7 Data Collection Method

Interview is one of the qualitative methods of eotlon of primary data and can be

executed using different approaches. It can be:

1. Structured — exactly same questions for allruevees, prepared in advance with no

room for deviation
2. Informal — open, conversational interview with particular structure or

3. Semi-structured — open-ended questions preparedvance, the interviewer “goes
with the flow” (Patton 1990)

In this research, semi-structured interview methad used. As interpretive researches,
the interview began with broad questions to gekeal bf the organizations and its
operation and then resorted to open-ended quedti@svere primed in advance. A
tape-recorder was chosen for documenting the imenas it was not certain how the
interview would proceed. Recording the entire cosaton offered the advantage of

being able to transcribe and review the dialoguatat time.

3.8 Case Study Approach

Case study approach was chosen based on the patheeresearch problem. Yin (1989)
explained case study as “an empirical inquiry th@testigates a contemporary
phenomenon within its real life context using sesrof evidence”. Likewise, Noor

(2008) identified that in research where one needsinderstand a specific issue or
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situation; case study can become particularly Usefut allows detecting cases rich in
information. Investigating barriers in cross-cudtubusiness communication, concerned
with questions how and why communication mishagsphka, it was ideal to work with
real life organization that has diverse employdedifterent national culture and interact

on daily basis.

3.9 Pre-understanding: Generalizing from a Singlease Study

Possibility of drawing conclusions about implicaiso of cross-cultural business
communication based on a study of one internationgdnization could be questioned.
Although not always applicable, as stated by Gunsoes(1988), it is probable to
generalize based on a single case study in thegaarent field of research as long as the
generalization is of a certain character. Howeuerthis research, it is not possible to
assert the degree of commonality of described t&itus or exact interaction patterns.
Former being said, the author of Qualitative Methad Research Management claims
that the possibility of generalization based omagle case study company is “founded in
the comprehensiveness of the measurements whichesmikpossible to reach a
fundamental understanding of the structure rathan ta superficial establishment of

correlation or cause-effect relationships” (Gummas4988).

3.10 Validity and Reliability

There is a close relation between generalizatiah@mcept of validity. As it has been
mentioned previously, the concepts of validity aakkbility, although highly important
for any research, are a concern for this particstlady. Validitydemonstrates the extent
to which one is able to study and get the reshlts is intended to be achieved. Equally
important, reliability, demonstrates how consisténé measurement of research is
(Bryman and Bell, 2007). For instance, if anothesearcher conducts an interview with
the interviewed international and local staff aitiBh Council Kenya regarding the same
topic, the results should be just about the sarnmeSacademics say that if research is
not reliable, it is not valid (Bryman and Bell, 200 Others remark that “accurate
evidence is not so crucial for generation theong kind of evidence, as well as the

number of cases, is also not so crucial. A singleeccan indicate a general conceptual
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theory or property; a few more case can confirmititication” (Glaser and Strauss,
1967).

Therefore, there is assurance that this case stalype an excellent source for a future
comparative study that may represent different @spkreality. This way a researcher
can pay attention to similarities and differencésxtracted results. Nevertheless, the
inferences of this research can be the subjeatetilality verification as the majority of

qualitative data was derived from interviews ofanigation’s employees. Therefore, the

answers could be limited by the subjectivity ofp@sdents.

3.11 The Researcher

This study employed a qualitative approach in alsircase study of British Council
Kenya. The researcher is an employee of the orgaoiz The researcher held various
interviews with colleagues but continuously refégtbn her background and position and
how it would affect what the topic she choose testigate, the angle of investigation,
the methods judged most adequate for this purpthee,findings considered most
appropriate, and the framing and communicationoofctusions. She examined herself as
the researcher, and the research relationship Biaitish Council and she provides
assurance that assumptions and preconceptionsiadi@ffect the research decisions,
particularly, the selection and wording of quessidor the interviewees. The relationship

with the respondents and the relationship dynadictsiot affect responses to questions.
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CHAPTER FOUR: DATA ANALYSIS, RESULTS AND DISCUSSION

4.1 Introduction

In order to answer the research question, the sisaly based on the early theories that
have been reviewed before. The primary data assésserganizational communication
in both International appointed staff and locallgpainted staff from three aspects:
communication system, management style and staéer. The secondary data that are
the scores of Hofstede national cultural dimensioex is designed to illustrate the

cultural influence on organizational communication.

Based on the previous theories and data collectmd British Council, the research
established that cross cultural management baw@@ngr in the communications between
cultures as well as the communications betweenrgwpeand subordinates. A matrix
(Appendix I11) was built to clearly illustrate théifferences of management style, staff

behavior and communication system in British Colikenya as unveiled below.

4.2 Data Analysis

4.2.1 Management Style

Internationally appointed staff and locally appethtstaff within an organization are
forced to develop a set of management styles iardmdmatch the culture (Lee, Roehl &
Choe, 2000). When the question of which managersgié staff preferred; locally
appointed staff preferred power centralized whileerinationally appointed staff style
preferred power decentralized in power distances Tdct indicates that the distribution
of power within the organization varies between albc appointed staff and
internationally appointed staff and result in diféilet management styles. The senior
management an internationally appointed sharedtbry that one timée$l requested for

a certain report for a project that was headed bioeally appointed staff and he knew

that it was impossible for locally appointed staffdeliver the report within such a short
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notice. However, when the internationally appoingtaff senior management asked the
locally appointed staff senior management whetleecduld deliver the report on time,
the locally appointed staff struggled for a littAénile but said “OK”. But the report was
not produced and delivered on timéBecause of high power distance and high hierarchy
level practiced in developing countries, subordisatre afraid of saying “NO” to their
superiors. Also because of the individualist cdfuin among the internationally
appointed staff the decision is fully discussed himit the department before
implementation and subordinates are free to say”“B©long as it is reasonable. The
decisions are“the work of the group” (According to the senior management
internationally appointed staffjather than the boss’s decision. But, for mostheftime
senior management locally appointed noted ttet locally appointed colleagues just
follow the decisions that are made by superiorbiait any doubt” These different ways
of decision making probably may result in the ureotpd outcome from locally

appointed staff.

The masculinity are also varying between locallypapted staff and internationally
appointed staff, which illustrates that locally appged managers ar&lecisive and
assertive” and internationally appointed managers dnatuition and strive for
consensus”. These different expectations on managers resuhedbarriers during
communicating. Internationally appointed senior agement mentioned thébecause
British Council Kenya was established in 1947, haieved that locally appointed
employees were experienced. Thus, sometimes Hetdriearn from locally appointed
employees. However, locally appointed employeesadidgive much responseSenior
management locally appointed staff indicated tHat, locally appointed staff the
managers are expected to know everything in reafield in order to determine
organizational objectives and make a right decisvbich is the responsibility for locally
appointed. For locally appointed staff power canghaed through contributing to the
organization. For internationally appointed stdffe role of managers is more like a
mediator among subordinates to coordinate and gtbem. Internationally appointed
managers are expected to appropriately empowerogegs and utilize employee’s

professional knowledge to achieve a purpose. diffcult to say which one is better or
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not, but if locally appointed subordinates empleyege managed by internationally
appointed management style, they cannot get anivatioin to work or probability they
have no idea about how to work. Otherwise, if inéionally appointed subordinates are
managed by locally appointed staff management ,stiie conflict will occur easily,

because the argument will happen between superibsabordinate.

Another culture difference between locally appainstaff and internationally appointed
staff is long-term orientation. Senior managemewctlly appointed said thdtve are
willing to learn and adopt the modern way of mamagiand organizing from the
internationally appointed staff’.However, because of high power distance, high
collectivist and high masculine culture, it is nesisy to really bring the essence of
internationally appointed staff management intodtganizing progress. In a short- term
orientation culture, internationally appointed fafieel that their management is more
efficient and effective compared with their locallppointed staff. When problems or
misunderstandings occur in the communication betweternationally appointed staff
and locally appointed staff, internationally apgedh managers keep feeling frustrated
instead of finding the reason why these keep hapgem other words, as the superior of
locally appointed staff, internationally appointeadnagers fail to take culture differences
as a significant influence on managing and comnatimg. As a result, there are
frustrations and barriers on communicating betweggrnationally appointed staff and

locally appointed staff.

4.2.2 Staff behavior

Staff play a very important role in organizatiorighus, whether or not they feel
motivated in their jobs can affect the efficiencly amganizations. The internationally
appointed employees feel that they are proud ot Wiey are doing in the organization.
The job has‘became a part of my identityaccording to quality senior management
internationally appointed. When the same questias asked to locally appointed staff
they do not share the same feelings as their iatiemally appointed colleagues do. As a

feminine society, internationally appointed empleygay more attention to the welfare
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of the society, while as a masculine society, lgcappointed staff believe that material
achievement and power is more important, and cdtigretand performance are valued
among locally appointed employees. In fact, locafpointment senior management
observed thatthe average salary of internationally appointedfétis three times higher

than that of locally appointed staff, and the hdwdd consumption level among locally
appointed staff is just a little lower than that amg internationally appointed staff. As a
result, the life pressure among locally appointatbeoyees is much higher than that of
internationally appointed employeestaving a job among locally appointed staff is a

way of making a living rather than enjoy life.

As in a HC (High-context) culture, people are dgaplolved with each other and the
relationships between people are complicated, edpem working places. As a result,
locally appointed employees prefer to work collesly. However, this deeply involved
relationship does not extend outside the group:pleeavithin the same group can
communicate without any hesitation; people who dbbelong to the same group will
hardly communicate with each other. In additiomilow-context culture, people coming
from other cultures can easily match these madbimgt but in a high-context culture,
these high-context machinations cannot be easilghwd by people coming from low-
context culture. As the Head of Programmes cominmgfa low-context internationally
appointed staff, the Head of Programmes expre$sefbeling thatthere are not enough
communications between the internationally appairg&aff and locally appointed staff,
and when he tries to communicate with locally appea employees they seem afraid of
expressing themselvesThe locally appointed middle level management &sds that
“locally appointed staff are not willing to contaetith internationally appointed staff
unless emergences’Communication can be made only when both inteonatly
appointed staff and locally appointed staff arelimgl to express the real thoughts of
themselves. Actually, an internationally appointednager does not realize that they
have to deal with the differences between highexdntulture and low-context culture.
In addition, the programming of people from low-text culture get used to a high-

context culture is time consuming.

26



In individualism there is a great difference betwelcally appointed staff and
internationally appointed staff. The internatiogpadippointed staff prefers group work
that can involve all departments into the discussiod make comprehensive decisions.
Locally appointed staff have already applied somehe “internationally appointed
management” into their work. Group work is also afghe forms of handling issues.
However, the essences of group work are not ldarribcally appointed staffipeople
just sit together and wait for the decision frome timanagers’ observed senior
management internationally appointed. Staffs araiciof expressing themselves in the
group. Some of the managers thiitkis a waste of time asking for people’s suggass
when no one is willing to saydccording to one of the locally appointed managers.

Because of the high power distance among locallyoeped staff, subordinates are
depending on the superiors. In other words, emgi®yee used to follow the managers’
decisions, and managers are expected to takataties in organizations. While among
internationally appointed staff, subordinates amgesiors are treated equally. In different
culture contexts, people’s identity talks are difet because of the differences on power
distance. As a result, in multi-culture organizasipthere is a challenge on understanding
the identity talk of individuals with different dure background.

With the culture of short- term orientated, inté¢rmaally appointed staffs treat their
brand seriously, and they will never risk it withbstandard workThey could not
understand why their locally appointed staffs téaddo substandard work in order to
lower the cost even though this action would dam#gsr brand in the future”,
according to the senior management internationafigointed. The locally appointed
staff long- term orientation culture teaches pedpléave a second thought on gain and
lose, which means they value long term successanbacks are allowed in the process
of developing. Locally appointed staffs tend to mmaklecisions for the future
developments and they believe that the sacrificea® may benefit the future. They
would do substandard work in order to lower thet émsnow and increase the funds for
future development. However, they are aware thesdhsetbacks may bring problems

like damage to reputation.
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4.2.3 Communication System

The Vision for British Council is “The future fohé UK in this crowded, dangerous,
beautiful world depends upon people of all cultulieghg and working together on
foundations of education, mutual understandinggeesand trust”. The British Council’s
Purpose is therefore to build engagement and tougshe UK through the exchange of
knowledge and ideas between people worldwide. Afiogr to the internationally
appointed senior management, they observed“these vision and purpose statements
are respected by all internationally appointed stébcally appointed managers know
these statements. However, they do not thinktliteis responsibility to picture the future
for the organization. Those statements to themwmiesentences rather than the slogans
that can represent the spirits of the organization,simply, they do not have a clear
vision of the organization”When it comes to long term orientation, locallypaimted
managers’ view, vision, purpose and mission asgofeinthe future: those are the places
where they want to go. However, vision to interoadlly appointed managers is the
“unchanging ideas” of the organization and it stafal the present and the future of the
organization. When asking the questirhether vision stands for the present or the
future” misunderstanding occurs between internationalpoaged managers and locally
appointed mangers. If the international organizetiovould like to communicate well in

the future, a common goal and a mutual understgnafithe organization are needed.

It was observed that, locally appointed staff anternationally appointed staff have
different cultures, through Hofstede’s nationaltaerd dimensions concept the cultures
are different. Lee, Roehl, and Choe (2000) empbakiat national culture, as an attribute
of the country of origin will influence a nationatanagement system. Ouchi (1977)
argues that communication system of an organizasgianfluenced by the structure of the
organization. Structure as the hardware (RauschhifiaSherman & Washbush, 2001)
of organization is built based on the particulacweinstances and situational variables
(Burnes, 1996). Along with the development of oigations and the enlarging of size of
organizations, the hierarchy level will increaserespondingly (Ouchi 1977). In the
interviews it was found out that the organizatiosBucture has hierarchy levels.

However, internationally appointed managers’ anchlly appointed managers’ have
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different points of view. To internationally appted managers’ the hierarchy level is
lower and to locally appointed managers’ the hrgrlevel is high. One of the most

important reasons of this phenomenon lies in tfferéince of power distance.

The differences on hierarchy levels of locally apped staff and internationally
appointed staff lead to diversity of communicatsystems. Among locally appointed
staff, any problem and urgency has to be repomethé superiors in order to make
solutions and get contact with relative departmentsich can be regarded as a formal
communication system. Concerning the internatignalppointed staff, usually, the
problem should be reported to superior firstly, #meh, superior will decide how to solve
it. But if the problem is too urgent to wait, sublimate can take action without reporting
to superior. There is a story given by a middlelewanagement thabne time, | sent an
email about the new design of a brochure to thallp@appointed middle level manager;
I would like to have good printed brochures forutoming activity by Friday when I fly
back to the country. An email came on Thursdaytevrithat there was a typing error in
the printed brochures and asked me what they shduoldl feel that is funny and
annoying, | cannot understand that why do they agth a question, they can simply
correct the typing error and give me a good printedchures on Friend, why are they
waiting for order instead of take initiatives™uring the interview, a middle level
management internationally appointed again andnagaentions “why?” he is so

confused about locally appointed staff managentgte.s

However, locally appointed middle level managervkne would be better to provide
quality brochures. Since locally appointed middieel manager considers himself just a
subordinate for internationally appointed supenmithout much enough responsibility to
make this decision, therefore, he decides to ndtifg problem to the internationally

appointed manager first and let him decide whaloto

Locally appointed middle level manager mentiong thaong locally appointed staff,
big problem will be discussed in a formal meetiGgnall problem will be discussed

between individuals. At the beginning every tinexehs a newly appointed international
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staff due to cross-cultural management conflictgally appointed staff cannot not
coordinate with internationally appointed staff both culture and skill level smoothly.

But with time, the situation gets better than befor

Among internationally appointed staff, both fornaald informal communication system
are used. In other words, internationally appoirstiadf communication systems are more
tolerant to incidences and are more flexible, whdeally appointed staff communication
systems are lacking the ability of dealing withid®nces. In a HC culture, locally
appointed staff are not willing to extend theiratednship outside the group where they
belong to. Therefore a feasible way to organizepfgefrom different groups is to use
formal communication systems. While in a Local @{(LC) culture synonymous with
internationally appointed, people are not highlyalwved and informal communication
systems are feasible. However, as the organizagiows larger formal communication
systems are also employed. In an organization, foothal and informal communication
systems are feasible, but considering that in thd@ext of cross cultural management,
sometimes a formal communication system is more-tonsuming and inefficient. In
addition, “language difficulties represent one bé thiggest barriers to cross-cultural
communication” (Munter, 1995). Internationally appgied managers have a good
English skill. However, because of the mother tengifluence on English language a
big gap exists.

Because of the differences on management styletafidoehaviors, the communications
between internationally appointed staff and locappointed staff and internationally
appointed superiors and locally appointed subotdsare facing barriers. When an
internationally appointed manager (who is intuitisnd strives for consensus) wants a
locally appointed employee’s (who is afraid of eegsing his/her idea) opinion on a
certain issue, how could they communicate withautvking the expectations towards
each other? These unknowing expectations are theietsa of cross cultural

communications in international organizations.
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CHAPTER FIVE: SUMMARY OF FINDINGS, CONCLUSION AND
RECOMMENDATIONS

5.1 Introduction

This section summarizes the findings of the stuglydiscussing the differences on
management style and staff behaviors, the commimicabetween internationally
appointed staff and locally appointed staff, makimgpnclusions and making

recommendations for future studies given the litiates of scope.

5.2 Summary of Findings

In international organizations it is not the bestusons to push locally appointed
employees into internationally appointed employees of communicating, or simply
let the locally appointed employees work in thewnoway. The best solution of
communicating in international organizations is¢ach a mutual understanding between
the internationally appointed staff and locally ajpped staff, which depends on mutual

learning and mutual adaptation- in multi-culturen@agement perspective.

5.3 Discussion and Conclusions

When internationally appointed staff and locallypapted staff do not share the same
views which derive from the influence of differemational culture where the

organization operates in, problems and barrier$ @dgtur. In this study particularly,

when the internationally appointed employee hokl dbinion that the locally appointed
employees’ lack initiative on work, at the samedjnthe locally appointed employees
think that the internationally appointed employeesuld not treat their suggestions
seriously and afraid to express the frustratioth&internationally appointed employees.
Due to differences in cultures, the emotional diséa towards superior-subordinate
relationship is varying. Internationally appointethnagers try to evoke the passion of
locally appointed employees by asking for theirtistive at work. While, locally

appointed managers hold the belief that it is betteen the power is centralized and
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subordinates just follow the instructions of theeors. Therefore, locally appointed
managers are expected to have a comprehensive éahgsvbf the firm to make “good”
decisions for the subordinates. However, intermaliy appointed managers think that it
is impossible for one to know all and they are aelrey on the wisdoms of the group.
Besides, the language and geography always briagsels in communicating and
understanding each other. Even when they are Whsngame language (English), they
might have different understanding on the same agesbecause of the influence of the
“hidden rules” in their mother tongue. Many resbéars have found that in Asian
countries people tend to express themselves irathpliwhile in Western world people
are straight when talking (Ybema & Byun, 2009; Neamn& Nollen, 1996; Jolly, 2008;
Welth & Welth, 2008). Another point to be mentionsdhat, life pressure varies from
country to country. In developed countries, peqalg more attention to fulfill one’s self-
worthiness, which will enhance the initiatives abrilv While in developing countries
people struggle with their lives and follow sup€sanstructions as the best way to keep
their job.

Based on the analysis of the information collectethatrix has been built to illustrate the
differences between different cultures betweenrmatéonally appointed employees and
locally appointed employees and communication withternational organizations.

(See in Appendix Ill). Through the differences oamagement style, staff behaviors and
communications system of internationally appoingdployees and locally appointed
employees can be concluded that barriers of cragsural communication in
international organizations exist. These barriefscommunication come from the
national culture’s influence on the work place d@wehaviors of people with different
identity (superiors and subordinates). First gf@ticept for making an impact in people’s
life, people with different culture backgrounds bagifferent expectations on work.
These different expectations are strongly influenbg people’s social statues and their
positions at work. On the other hand, culture aflaences people’s way of thinking and
behaving and results in different understandingwatd vision and purposes of
organization. This lack of mutual understandingdfeao various communication

problems and let the communication trapped intoicgous circle. Besides language
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differences and geography distances are always béweiers in cross cultural

communications.

From the study it was concluded that, the barradrsross cultural communication in

international organizations comes from the follogvaspects:

Lack of mutual understanding

n

Differences in emotional distance toward internagity — locally appointed
relationship

Different expectations on managers

Different abilities on dealing with incidents

Language difference

o 0 A~ W

Different purpose on working

5.4 Managerial implication

An in-depth study of the topic is presented in orieawake managers’ awareness of
cultural importance during the process of intewral knowledge transfer. Through
analyzing and discussing the reasons of the conléicgving from cultural difference, this
practical study has provided managers ways to ttedm have a picture about what
barriers culture brings to the cross-cultural mamagnt. They are expected to make sure
that those barriers are in manager's mind when they managing international
organizations. When entering from a LC culture iatddC culture, firstly, managers
should take their time and learn the differencethefcommunication and the culture. In
a business context, mutual creation of value iseddent on mutual learning and mutual

adaptation of international organizations.

5.5 Limitations of the study

Case study approach has its limitations. In thst folace, lack of representativeness.
There is a question of external validity when dasimggle case study. The first question is

whether the research can be applicable to othemargtions? Another limitation is the
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fact of being studied may bring upon fear of misnstandings or miscommunications
and interviewee may choose to alter what is beirsgudsed. Lastly, as academic
research, the interviewee might not have high fyian their schedule for multiple
interviews are planned to be conducted. In thidystoo only two cultures’ influence of
the communication are compared. Cultures, in thisysare regarded as static context
rather than dynamic context. The sample organizasi@ typical casayhich meets with

a lot of problems when internationally appointedffsand locally appointed staff are
trying to cooperate with each other. Senior managenmternationally appointed admits
that they do not do any research about local cgisntulture when they decide to extend
their business to these developing countries. Sonationally appointed managers are
all adrift in dealing with cultural differences. &lproblems, which are discussed in this
study, may not happen in all of the internationgjamizations. But these problems

typically exist during the cross-cultural managetnen

5.6 Recommendations

This study is designed to elucidate the barrierscroflss cultural communication in
international organizations. In order to discussitifluence of national culture on cross-
cultural communication, national culture is regards static context rather than dynamic
context. On the other hand, the sample organizaiantypical case, which meets with a
lot of problems when internationally appointed sgafd locally appointed staff are trying

to cooperate with each other.

Hopefully, these problems presented in this study shake the mode of managers’
thinking, bring new thoughts and be helpful to ngera in international organizations. In
this research the focus was on two cultures ofliffgrence as the study sample. For the

future research, it would be interesting to ext#rastudy on other cultures.
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Appendix | — Letter of Introduction

Maina Anne Njoki
P. O. Box 1609 - 00200 Nairobi
10" August, 2015

Dear Sir / Madam,

RE: Master of Arts (MA) RESEARCH PROJECT

The above subject refers.

| am a student at The University of Nairobi purguMA and currently conducting my
MA research project titled:"Barriers to Cross Cultural Communication in

International Organizations: A Case Study of The ilish Council Kenya”

In order to undertake this research, you have bekatted to form part of my study. This
is therefore to request you to participate in a&fex face interview that will enable me
gather information that is necessary for the tapider study. The information required
is needed purely for academic purpose and willrbatéd in strict confidence. Even
where a name has been provided it will not undgr @rcumstance appear in the final
report.

Your assistance and co-operation will be highlyrapgated.

Yours Sincerely,

Maina Anne Njoki
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Appendix II: Interview Guide

PREAMBLE: Thank you for agreeing to participate in this matew. This interview is
mainly going to cover management style, staff balvavand communication systems
within the organization. (Note: All the informatigmovided will be kept confidential.

General question

1. What kinds of problem do you meet when you commatei@and manage locally
appointed staff?

2. Can you give me a brief description about the hystd British Council Kenya?

Management style:

w

What is the management style in this company?

4. How do the managers participate in the companyitie8? How effective are
they?

5. How are the employees/ teams’ behavior? (Competiby cooperative, real

function or nominal)

6. How is decision making structured (controlling cahtzed or decentralized)

7. How do you organize your team? (e.g. hierarchy)

Staff:

8. How does the team divide work? (position, specaidn)

9. How do the internal rules and processes work oretiie?
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10.How do staff perform in the team?

Systems, Communication and culture within company

11.How do the departments communicate with each otlfer§. Explicit and

implicit)

12.How do the main systems work? Arrange the diffetasks? (HR, Financial,

Procurement, Communications...)

13.How is this system monitored and evaluated in tigamization?

14.What are the core values and fundamental valu&itgh Council? How strong

are they?

15.What is the internal culture within British Courttil

16. Does organization’s vision stand for the presernherfuture?

Cross-cultural communication

17.Can you describe your first international expereengith locally appointed

staff/internationally appointed staff?
18.Who is responsible for the communications departméhin the organization?

19.Does every employee have to deal with cross-cultmenmunication on daily

basis?

20.Describe your daily communication in general withcke other within the

organization

21.What kind of problems do you face when you commateicand manage

subordinate staff under you (Cultural, technicGhguage?)
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22.What do you think is the important variable in ord® ensure good

communication within the organization?
23.In your opinion what could be the obstacles to camication?

24.What do you think is the most important in orderettsure that a message is

received and understood?

25.What type of communication mode do you frequentlge uwithin the

organization? (Phone, email, face-to face, telea@mnice)
26.When do you feel written communication is prefeeatol verbal one? Why?

27.What do you do to ensure that someone you are concating with understands

what you are trying to get across?

28.How do you avoid communication mishaps in your wbié? Tell us about a
time when you miscommunicated with someone and withiyou do to fix the

problem?
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Appendix IlI: Excepts from Interviews with British Council Kenya Staff

Management Style

Internationally appointed staff prefer to use ajgubteam to solve problems, major
project is involved all team in the department,taél people are cooperated with a quite
flat structure. In the locally appointed staff, yhialk officially; they just wait for the
orders and do not make personal contacts. Theaesiery mentioned by internationally

appointed senior management that;

“Because of British Council Kenya has a long higtéor almost 70 years, we believed
that locally appointed employee are experiencedrefore, sometimes we tried to learn
something from locally appointed employee. Butllgappointed employees do not give

much response”.

On the other hand, other story was mentioned byosemanager internationally

appointed that;

“One time, | invite a locally appointed manager fmicake in my house when the locally
appointed manager. Although the locally appointeghager has no idea about how to

make British cake, he still acts like he knows alByitish cakes, which is not the case”.

Locally appointed senior management mentioned that;

“Internationally appointed staff management stenith high standard. Comparing with
locally appointed staff, their management stylemisre flexible, their attention is on
outcomes. In addition, locally appointed staff ube#f internationally appointed staff
and half locally appointed staff management systamd, gradually, the internationally
appointed management style will be the mainstrearmBritish Council Kenya in the
future. Internationally appointed staff managem&gte has potential to help the Council

develop in the future, but there are certain pdntst do not match the situation of Kenya.
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Internationally appointed staffs prefer team andwy work. Concerning to the wide
range of project, team and group work is efficidnif concerning to the small project,

individual communication will be better”.

Internationally appointed staffs prefer a flat arigational structure with a low hierarchy,
when comparing with locally appointed staffs. Intgionally appointed managers prefer
to empower subordinate to do what they want, wioeally appointed managers tend to
use a bureaucratic approach to command subordindtasthey should do. The senior
management in internationally appointed staff nwgtithat locally appointed staff are

afraid to say “no”, they do not want to make supeunhappy. She shared a story that;

“One time, internationally appointedenior managemeritas requested for a certain
report for a project that was headed by a localppainted staff and he knew that it was
impossible for locally appointed staff to delivéetreport within such a short notice.
However, when the internationally appointed sthior managememtsked the locally
appointed staffsenior managememwhether he could deliver the report on time, the
locally appointed staff struggled for a little wéibut said “OK”. But the report was not

produced and delivered on time”

Communication system

Internationally appointed managers are easy to aamvate with, if someone meets
some urgent problem, he or she can ask for helgctthr from the manager who is
responsible. When it comes to locally appointed agans, the communication bases on
routines. They don’t take personal initiatives just wait for official orders. Among the
locally appointed staff, any problem and urgencyg t@be reported to the superior in
order to get a solution and get contact with reéatdepartment. Concerning the
internationally appointed staff, usually, the pexlshould be reported to superior firstly,
and then, superior will decide how to solve it. Bfuthe problem is too urgent to walit,
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subordinate can take action without reporting tpesior. There is a story given by a

middle level management that

“One time, | sent an email about the new desiga dfochure to the locally appointed

middle level manager; | would like to have goodnped brochures for an upcoming

activity by Friday when | fly back to the countAn email came on Thursday written that
there was a typing error in the printed brochuresdaasked me what they should do. |
feel that is funny and annoying, | cannot underdtdhat why do they ask such a
guestion, they can simply correct the typing eaod give me a good printed brochures
on Friday, why are they waiting for order insteddake initiatives? ”

During the interview, a middle level managemenerinationally appointed again and

again mentions “why?” he is so confused about lp@@pointed staff management style.

However, locally appointed middle level managervkne would be better to provide
quality brochures. Since locally appointed midaieel manager considers himself just a
subordinate for internationally appointed supergithout much enough responsibility to
make this decision, therefore, he decides to ndtifg problem to the internationally

appointed manager first and let him decide whaloto

Locally appointed middle level manager mentiond thanong locally appointed staff,
big problem will be discussed in a formal meeti&gnall problem will be discussed
between individuals. At the beginning every tinexehs a newly appointed international
staff due to cross-cultural management conflictgally appointed staff cannot not
coordinate with internationally appointed staff both culture and skill level smoothly.

But with time, the situation gets better than befor
The British Council’'s Purpose is therefore to bugildgagement and trust for the UK

through the exchange of knowledge and ideas betweeple worldwide. According to
the internationally appointed senior managementy tibserved that;
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“these vision and purpose statements are respegtadl internationally appointed staff.
Locally appointed managers know these statememsekler, they do not think it is their
responsibility to picture the future for the orgaaiion. Those statements to them are just
sentences rather than the slogans that can reptebenspirits of the organization, or
simply, they do not have a clear vision of the argation”. When it comes to long term
orientation, locally appointed managers’ view, @rsi purpose and mission as being for
the future: those are the places where they wagbtdlowever, vision to internationally
appointed managers is the “unchanging ideas” ofotiganization and it stands for the
present and the future of the organization. Wheangsthe questiorfwhether vision
stands for the present or the futur@iisunderstanding occurs between internationally
appointed managers and locally appointed mangérhel international organizations
would like to communicate well in the future, a coon goal and a mutual
understanding of the organization are needed. natemally appointed managers and

locally appointed managers represent differentualii to the vision of the organization.

Staff Behaviors

The internationally appointed employees feel thaltare proud of what they are doing
in the organization. The job hdbecame a part of my identityaccording to quality
senior management internationally appointed. When dame question was asked to
locally appointed staff they do not share the sdeedings as their internationally
appointed colleagues do. As a feminine societgridtionally appointed employees pay
more attention to the welfare of the society, whale a masculine society, locally
appointed staff believe that material achievemerd power is more important, and
competition and performance are valued among lpagdpointed employees. In fact,
locally appointment senior management observed that

“the average salary of internationally appointecafitis three times higher than that of
locally appointed staff, and the household constwonptevel among locally appointed
staff is just a little lower than that among intationally appointed staff. As a result, the

life pressure among locally appointed employeesmach higher than that of
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internationally appointed employeestaving a job among locally appointed staff is a

way of making a living rather than enjoy life.

In addition, internationally appointed managerskhlocally appointed staffs do not
interpret the same massage in the same way. Laaalginted staffs are always afraid to

express the real thoughts of their own.

In addition, British Council Kenya has heightenbd standard (such as English skill and
education level) to recruit employee. On the otireerd, old locally appointed employees
within the company have sufficient experience; ¢fme, the employees within the
council have certain advantage on experience afidFRkthermore, in these years, more
and more employees are sent to United Kingdomudyshew skill and experience of

British management style.
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Appendix IV: Matrix of culture’s influence on communication between International staff and Local appmted staff

Power distance Individualism Masculinity Long-term orientation
Local Staff (L) |L I L L L
International
Staff (1)
Management Power Power Manager Decisions are | Managers Managers | Willing to Respect for
Style Centralized| decentralized him/herself made through | expected to be | use adopt new | their own
make the discussions decisive and intuition managementsway of
decision assertive and strive managemen
for
consensus
Staff behaviors | High Equal with | Ideas keep in | Ideas sharing | High life Low life Long term Short results
emotional | superiors the group within the pressure; work | pressure; | success expected
distance whole for living work for | preferred
with organization fulfillment
superiors
Communication | High Low High-context | Low-context | Formal Flexible | Visions are | Visions are
System hierarchy | hierarchy communication communication communications and can | for the future | for now and
levels levels are preferred | deal with | and they are | the future
surprises | flexible




